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Auckland Light Rail - decision to progress

Proposal

1

This paper seeks Cabinet’'s agreement to a preferred way forward for the delivery of
the Auckland Light Rail (ALR) project. This is in response to the recommendations
that project sponsors have received from the Establishment Unit.

The paper provides a pathway for the further development of the project towards
delivery, positioned as part of an integrated approach to urban transformation along
the City Centre to Mangere (CC2M) corridor (the Corridor). It seeks agréement to an
integrated programme of work that develops a preferred option through technical
project design and development, policy implementatiop-and decisioh-making.

| am proposing that the project is taken forward by‘apartnership between the Crown,
Auckland Council and mana whenua. The propgsed ‘goverriance arrangements will
provide for appropriate Crown oversight and will incorpofatejthe necessary skills
within the project to set it up for success.

Relation to government priorities

4

Cabinet has prioritised progressing light rail firem, the city centre to the airport in the
next decade as the first spine of a‘wider rapid.transit network for Auckland [DEV-18-
MIN-0059 refers]. This reflectsthe commitments the Government has made through
the Auckland Transport Alighment Project/(ATAP). A commitment to the project was
made in the 2020 LabourParty Election Manifesto.

The Climate Change’Résponsey(Zero Carbon) Amendment Act 2019 set a target to
reach net zeromissions by 2050. Our Emissions Reduction Plan emphasises the
significance of public trafisport investments such as these in reducing carbon
emissions by changing\the way New Zealanders travel.

Executive summary

6

ALR will bedNew Zealand’s largest and most complex infrastructure project. Our
responsetoiclimate change is changing the way we prioritise our investment,
includingansexpectation that we build less to achieve our outcomes. This means the
thresheld to progress a mega-project of this nature is higher.

ALR has the potential to transform Auckland’s transport network, bringing far-
reaching benefits to communities and increasing access across the region. Delivering
this requires the Government and its partners to make bold decisions and enduring
commitments.

This involves making key choices on the scope of the project and how it can be

delivered in a way that brings its anticipated benefits to fruition and ensures value for
money.
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To inform decision making, Cabinet agreed in March this year [CBC-21-MIN-0036
refers] to set up an Establishment Unit. The Establishment Unit was given a mandate
to recommend a preferred way forward on mode and route, improve social licence
through community and stakeholder engagement, and consider how the project could
be funded and delivered.

Collaboration has been at the heart of the Establishment Unit’s set up. The Minister
of Finance and | have worked as project sponsors, alongside the Mayor and Deputy
Mayor of Auckland, and with input from the Minster of Housing. The Establishment
Unit itself has been governed by an inclusive board made up of representatives from
the Crown, Auckland local government and mana whenua.

The principal output of the Establishment Unit has been an indicative business case
(IBC) which has clarified the strategic case for investment and presents a short-list-of
options for mode and route. The IBC has now been provided to project sponsors,
alongside the Chairperson’s report.

| am seeking Cabinet’s agreement to a pathway for delivery of the preject. | propose
the project moves into a detailed planning phase that includes a detailed business
case and a policy work programme that provides strategic'and paliey-direction to the
shape of the project.

An IBC is an early opportunity to inform decision-miakers of whether or not a project
is viable. Consistent with the current stage‘ofithe project, we can expect costs and
benefits to change as more detailed workiis undertaken. While more work is needed
to determine the exact details of the fature project, J'am confident that we can make
decisions now on how to proceedthat will set this\project up for success.

The next phase of the project must have agreater focus on the integration of
transport and urban developmerit outcomes. There are clear opportunities for the
Crown and Council to leverage investment in ALR in a way that increases density
and boosts the supply of affordable,fiousing and employment opportunities.

Only by taking the project forward as an integrated transport and urban development
initiative can wedncrease_certainty that the benefits of investment can be realised
and that value for monewis achieved. | expect this will significantly affect the benefit-
cost ratios, which at'this'stage without the consideration of the urban benefits, are
marginal.

The IBC demonstrates that ALR will increase access to jobs and opportunities by
making niore ‘of Auckland accessible, including for disadvantaged communities.
Deliveredias part of a wider rapid transit network, ALR will support a change in how
Aucklanders travel. It will provide an alternative to the private car, help reduce
congestion and emissions, and bring a series of economic benefits that support
agglomeration and boost productivity.

Beyond these core transport and economic benefits, investment in ALR has the

potential to catalyse urban transformation along the Corridor, providing for a
significant number of additional homes and jobs.
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The Establishment Unit considered three investment options in detail. These are’:
18.1  Surface Light Rail, down Dominion Road ($9bn?)

18.2  Light Metro, along Sandringham Road ($14.6bn?®)

18.3 Tunnelled Light Rail, along Sandringham Road ($16.3bn).

The Establishment Unit has recommended the hybrid option “Tunnelled Light Rail’ as
its preferred mode option, although has concluded that any option would achieve the
investment objectives.

Informed by the recommendations from the Establishment Unit, advice from officials
and following recent engagement with Auckland local government, | am
recommending that Cabinet agrees that Surface Light Rail, following an aligninent
along Dominion Road, is this Government’s preferred option.

The high costs of all three options means that affordability has been,a significant
factor in arriving at my recommendation, especially given that the benefits of all
options are broadly commensurate to the scale of investment.

In taking Surface Light Rail forward, | recognise‘the pétential-benefits that a degree
of tunnelling between the City Centre and Dominion Road could bring to the capacity
of the transport network, including by enabling a“potentiakfuture connection to an
additional Waitemata harbour crossing. A degree of ttnnelling could also help reduce
disruption to businesses and residents«during construction.

| am therefore recommending that.the costs,andbenefits of a short tunnel in the
central isthmus be considered aspart of an‘optimised design for Surface Light Rail.

Ministers will need to make ¢hoices’on*hew the arrangements for delivering the
project, including the form and funetien for the ultimate delivery entity, can best
ensure that urban andiransport eutcomes are realised. This needs to be informed by
further work and-.me@resdetailed planning undertaken in the next phase.

To continue to ensure that’there is alignment on the outcomes for the Corridor, | am
proposing that the projectiis taken forward through a partnership between the Crown,
Auckland local government and mana whenua. This partnership will be at the heart of
an enduring approdeh to delivery and enable partners to align our aspirations for the
shape of Auckland’s growth along the Corridor and work together to deliver ALR.

A [XXX operating unit] will be set up to advance the project through the next detailed
planning phase, including the development of the detailed business case, technical
assessments and detailed design, masterplanning, and further community and
stakeholder engagement.

In line with the recommendations of the Establishment Unit, | do not recommend
making decisions at this stage regarding the nature and form of the ultimate entity to
deliver the project. | nevertheless expect many aspects of governance, skills and
capability and developed stakeholder relationships within the next phase to endure
as the project progresses into delivery

" These are P50 estimates, P50 estimates are within an accuracy range of -40% to + 70%.
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28 The [XXX operating unit] will be guided by a competency-based board that brings the
skills needed to further develop my preferred solution as an integral part of a broader
programme of urban transformation along the Corridor.

29 It will require many partners with different priorities and constraints to work
collaboratively, making commitments over a long period of time, which endure
through multiple political and investment cycles.

There is a strong strategic case for investment in rapid transit in the Corridor

30 Auckland’s population continues to grow significantly, having nearly doubled in the
last 30 years, creating pressures across the transport, housing and infrastructure
systems. This growth is forecast to continue, growing by another 720,000 people
over the next 30 years, roughly twice the population of Christchurch today.

31 Despite increased demand for public transport and active modes, we need fo do
things differently to support future growth in a way that shifts the dial on,accessibility,
emissions reduction and equity. Bringing about the mode shift that is needed to
reduce vehicle kilometres and better connect communities by walking, ¢ycling and
public transport requires bold investments which shape future growths

32 Representing a critical component of Auckland’s-wider'Rapid.Transit Network (RTN),
investment in ALR along the Corridor will be awital jpart of supporting growth and
shaping Auckland’s urban form. When integrated with {and use to enable quality
compact urban form, projects such as ALR offer the“epportunity to support higher
levels of intensification, helping unlock hotsing supply along the Corridor and
providing an environment that will sGppart diffefent housing typologies.

33 This makes rapid transit projects.such aséALR, integrated with land use planning,
central to our strategy to optimise‘the use\of.land, boost housing supply and improve
affordability. Creating vibrant‘and compact urban neighbourhoods will result in fewer
emissions from how peopledive anduravel, give people real travel choices and better
access to amenities.

34 The underlying’conditions ‘and characteristics of the Corridor support the case for
investment in rapid transitylt Connects two significant employment hubs (the city
centre and the airport) via,a number of established suburbs as well as two of
Auckland’s major.tertiary institutions. The Corridor follows major arterial roads
through the centralisthmus before following the direction of State Highway 20
through Onehunga and Mangere onto the airport.

35 The Corridonis forecast to grow significantly in line with the wider Auckland region,
and already accommodates a significant amount of developable land. This includes
land'within Kainga Ora’s Auckland Housing Programme, which will see up to 20,000
new homes built in Mangere and Mt Roskill.

36 Providing the Corridor's communities with better access to jobs and education will
support the realisation of equity benefits, including in areas such as Mangere which
suffers from poor access by public transport.

37 The ability of the Corridor to reach its full potential and accommodate the

approximately 40 per cent increase in population (by 2051) will be limited by existing
bus service capacity.
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Without delivery of rapid transit in the Corridor, additional capacity for the 140 buses
forecast to be terminating in Downtown per hour would be required as early as 2028,
almost double the current figure and requiring significant investment to improve
infrastructure.

While cost estimates for this infrastructure are not known, recent forecasts have
shown that it would cost approximately $350m to cater for 100 buses (15 more than
current) just in the Downtown area alone, 40 less than without rapid transit in the
Corridor. Even with additional investment, high bus volumes would negatively impact
reliable operation and customer experience due to constrained street space.

Without investment, congestion in the Corridor will continue to increase and the
opportunity to realise compact urban form and all its associated benefits will be
missed. This will result in increasing pressure for housing in low density and/or
greenfield areas and, away from the primary employment centres with related
economic, social and environmental impacts.

An Establishment Unit was set up in March 2021 to inform decisions on-investment

41

42

43

44

In ending the previous parallel process [CAB-20-MIN<0300. refers};.Cabinet agreed
that the project should be taken forward through agublie service delivery approach.
This followed a number of iterations of the project-ever many.years, with its ‘stop
start’ nature serving to reduce social licence andyresult in"apoor understanding of the
need for investment and the benefits it couldbring.

Recognising the need for the project to deliver a range of outcomes for Auckland, an
outcomes framework was agreed by, ATAP partners in 2019. Partners have
previously agreed that this outcomes framewarkishould endure:

42.1 Access and integration.~ improved access to opportunities through
enhancing Auckland's'Rapid/Transit Network and integration with the current
and future transpart network

42.2 Environment - 'optimised‘environmental quality and embedded sustainable
practice

42.3 Experience = a\high-quality service that is attractive to users and highly
patronised

42.4 Urban and community — enabling of quality integrated urban

42.5 Value for money — investment should reflect the priorities of the Government
and-its partners.

In March 2021, | reported to Cabinet [CBC-21-MIN-0036 refers] that in order to
deliver against these outcomes, a number of strategic choices and trade-offs needed
to be made by the Government and its partners before decisions could be made
around the scope and delivery of the project.

These choices reflect critical questions in relation to the city shaping role that the
project should play, how it can best be integrated with the broader rapid transit
network, and the level of complexity that the Government and stakeholders were
prepared for in delivering the project.
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To support the Government in making these choices, Cabinet agreed to set up an
Establishment Unit to inform firm decisions by Ministers on matters such as scope,
delivery entity and funding and finance. Cabinet agreed that the Establishment Unit
should:

45.1 complete business case work to inform future advice to Cabinet
45.2 undertake initial iwi, stakeholder and community engagement

45.3 prepare advice on the form and governance arrangements for the delivery
entity for the project

45.4 prepare advice on the options to take the project forward, including mode,
alignment and decision gateways

45.5 support and inform, as required, policy work undertaken by policy agencies.

Collaboration has been at the heart of the Establishment Unit’s set up. The Minister
of Finance and |, supported by the Mayor and Deputy Mayor of Auckland, have
worked together as project sponsors to set direction,forthe project:and ensure
alignment between the Crown and Auckland Coungil¢

The Establishment Unit itself has been governedwy an inclusive board made up of
representatives from the Crown, local government and'mana whenua, and has been
chaired by an independent chairperson, Mr Leigh Auten. It was set up swiftly and has
successfully brought together relevantknowledge,and expertise from across multiple
agencies.

I commend the efforts of the EstabliShmeni/Unit Board and the team supporting
them. | acknowledge the commitment @ndyresourcing given by multiple partner
agencies to deliver agairist Cabinet’s direction within ambitious timeframes.

The Establishment/Unit has newdelivered its recommendations to project sponsors,

based on the findings,of an indicative business case (IBC) that has been provided to
Ministers alongside-this paper.,The subsequent sections of this paper summarise the
recommendations made‘\and seek Cabinet’s support for my preferred way forward.

Building social licencefor the project

50

51

52

| have placed asstrong emphasis on the need to build social licence for this project.
The work of ‘the Establishment Unit has started this process with respect to the
project generally, not specific options. Two thousand and seven hundred pieces of
feedback have been received by the Establishment Unit.

Thistengagement showed that there is general support for this investment. People
recognised it supports higher density housing creating better access to affordable
homes, reduces car dependency and, provides better access to jobs, education and
recreation.

Feedback from those who were neutral or not supportive of the project expressed
concerns that the costs of fares could be a barrier to some people and, that the
project delivery would cause disruption and may take longer and cost more than
expected. Some people thought congestion can be addressed by improving the
roading system and, it would not benefit them.
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Three rapid transit options were shortlisted by the Establishment Unit

53

54

55

Option
56

57

Option
58

59

Option
60

The IBC has been prepared in response to the specific challenges and opportunities
that exist in the Corridor, the agreed project outcomes, and a series of investment
objectives. These objectives have been used throughout the assessment process,
including the appraisal of a long-list prior to the assessment of a short list of options.

The investment objectives are:

54.1 Objective one: To implement a rapid transit service that is attractive, reliable,
frequent, safe and equitable, is integrated with the current and future active
and public transport network, and that improves access to employment,
education and other opportunities.

54.2 Objective two: A transport intervention that embeds sustainable practice ‘and
reduces Auckland’s carbon footprint.

54.3 Obijective three: To unlock significant urban development potential
supporting a quality compact urban form and enabling integrated and healthy
communities.

Guided by these objectives over 50 options were=eohsidered,.at which point options
including heavy rail, Bus Rapid Transit (BRT)and trackless\irams were ruled out, as
were investment options with route alignments-via SH16'and Mount Eden Road. This
established a shortlist of three investment options that the Establishment Unit
appraised in greater detail.

1: Surface-running light rail via Déminion Roag

This option involves modern tram$ runningntracks at surface level, but separated
from traffic. This would largely-follow, the alignment of existing roads and motorways,
and all stops would be an the surfaCe:

An initial shortlist gonsidered the'merits of an alternative alignment along
Sandringham Read;, although this was subsequently ruled out based on a need to
relocate a Vectef power.cableto Dominion Road, requiring two years of works,
leading to additional disruption and cost.

2: Light Metro via*Sandringham Road

Light Metro provides for higher capacity than surface-running light rail, and would be
tunnelled,through densely populated urban areas (Wynyard Quarter to Mount Roskill)
and run at surface level through non-urban areas, generally following the motorway
corridor.

Thé initial shortlist considered the merits of an alternative Light Metro alignment Light
Metro via Dominion Road. This was assessed to provide poorer value for money than
a Sandringham Road alignment, largely due to lower patronage and urban
development potential.

3: Tunnelled Light Rail

The Establishment Unit developed a ‘hybrid’ option, utilising light rail vehicles via a
tunnel running from Wynyard Quarter to Mount Roskill, and segregated running for
the maijority of the remaining route to the airport, with two short street running
sections in Mangere.
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The key differentiators between options

61

62

63

64

The Establishment Unit found that all three options perform well against the
investment objectives.

However, in order to agree a preferred way forward, a number of trade-offs were
considered. While all three options performed with regards to value for money and
achieved the three investment objectives, there is significant variation in some key
aspects. These are summarised below and set out in further detail in Appendix 1.

The principal differentiators between the options relate to the following matters:

63.1 Costs — both Light Metro and Tunnelled Light Rail cost upwards of $14bn,
with Light Rail being more affordable, at $9bn.

63.2 Climate change — all options significantly reduce carbon emissionsyover their
life. Light rail is forecast to achieve net reductions earliest, in 2041 with Light
Metro and Tunnelled Light Rail following in 2055 and 2051 respectively.

63.3 Urban intensification — Light Rail achieves high'levels of.urban
intensification with a net increase of 4,100 t6 20;000 dwellings, albeit lower
than the circa 5,000 to 35,000 for Light Metro,and Tunnelled Light Rail. The
higher end of these ranges requires the implementation of urban
interventions.

63.4 Disruption — Light Rail is expected-to create the most disruption, with partial
or full road closures along sections of the rgute for three to five years. Light
Metro would cause the leastdisfuptionrdue to the tunnelled nature of the
project, with Tunnelled/Light/Rail, Somewhere in between.

63.5 RTN integration~ tunnelledroptions (Light Metro and Tunnelled Light Rail)
may connect better with futuré RTN, with the most recent Auckland
Waitemata Harbour Crossing (AWHC) work indicating the better option may
be to tunnel.

63.6 Transport capagcity.~all options would carry significant numbers of
passengers, with Light Rail carrying 20m per year, Light Metro 31m and
Tunnelled LightiRail 35m. If integrated into the AWHC, Light rail is expected
to run out of.capacity by 2051.

The Establishiment Unit has recommended the Tunnelled Light Rail option as the
preferred way forward due to its ability to unlock the same high levels of urban
development and intensification as Light Metro, but at roughly 10 per cent lower cost.

| am satisfied that the business case and its recommendations provide a clear
pathway forward

65

66

In determining my preferred way forward, | have had regard to a number of important
considerations relating to the conditions to which the Establishment Unit undertook
its work.

Firstly, | acknowledge the short timeframes and compressed deadlines within which
the Establishment Unit undertook its work. This has inevitably meant that a number
areas within the Establishment Unit’s programme of work were run in parallel,
allowing less opportunities for a sequential and iterative consideration of outputs from
individual workstreams.
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Secondly, | acknowledge that the intent of an IBC is to provide an early opportunity
for decision makers to determine if there is a viable project to proceed with, before
further funding is committed to detailed planning. An IBC is not prepared around
detailed design and costings, meaning that, at this stage, there is a high degree of
uncertainty in the estimates of costs and benefits, which will need to be refined in the
next phase.

Acknowledging these challenges, | welcome the approach to assurance that has
been undertaken by the Establishment Unit, including independent advice to the
board with overseas experts providing rapid transit and light rail experience.

A Gateway review has also been completed by independent experts. Because of the
constrained timeline, there was little to no opportunity for the feedback from the
Gateway process or overseas experts to be built into the Establishment Unit Board’s
decision-making on the final recommendations.

| have also received ‘second opinion’ advice from the Ministry of Transport, alongside
advice provided by the Treasury to the Minister of Finance.

Overall, while there are limitations to the IBC, no issues’have beenvidentified that
would materially impact my decision on how best to proceed. 4 amisatisfied that a
robust process has been followed. | am satisfied that'this preject can proceed on the
basis of this IBC.

| am recommending that Light Rail along Dominion Roadhis progressed as the
preferred option

72

73

74

The costs for any of the options dare’sighificant-ahd are a key consideration in my
recommendation. | consider that.the’caselhas.been made for all three options to
proceed, with benefits of each aption being‘commensurate to the level of investment.
As a government we need ta'prioritise spend across a range of issues. On that basis,
my preferred way forward is’to optimise the least expensive of the three options.

In moving the projeet through toxthe detailed planning phase, | am recommending
that Surface Light-Rail on Bominion Road is further developed as the preferred
option, with further work'torassess the option to partially tunnel a short section from
the city centre to Dominion Road.

The potential benefits of tunnelling between the City Centre and Dominion Road
should be explored as part of this. This reflects the potential benefits that a short
section oftunnel could bring to:

741/ the capacity of the transport network, given the increased speeds and
frequency of light rail services

742 enabling a potential future connection to an additional Waitemata harbour
crossing. The investigation of the tunnel is a priority for the next phase of
work, to make sure that the CC2M line will integrate with a future rapid transit
line across the harbour

74.3 additional stops in the city centre, for example to serve the universities

74.4  reducing disruption to businesses and residents during construction.
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| am therefore recommending that the costs and benefits of a short tunnel in the
central isthmus be considered as part of an optimised design for Surface Light Rail.

The project should be progressed as an integrated urban development and transport
project

76

7

78

79

80

81

82

The key finding from the assurance process is that the focus of the work to date has
been on the transport intervention, with lesser analysis undertaken on the urban
development opportunities and outcomes.

While transport is key to supporting the desired intensification and compact urban
form, none of the investment solutions in isolation will provide the conditions for the
delivery of the enabled urban development capacity.

Beyond investment, unlocking the scale of urban development and housing uplift‘will
also depend on a number of interventions, including:

78.1 investment by both the public and private sector in housebuildingy, urban
development and placemaking

78.2 supporting infrastructure investment (e.g., three‘'waters, supporting transport
interventions, placemaking)

78.3 planning policy changes, including zening and masterplanning
78.4 engaging with communities and stakeholders.

The programme and costs associatedwith the-urban interventions needed to enable
the urban benefits have not been assessed.in the IBC. This means that there is
significant uncertainty over how.and when these wider benefits would be delivered,
by who and, where funding fer this could be sourced.

Many of the interventions heeded-ta.deliver this urban uplift potential, such as
planning and zonifig’changes, land assembly and complementary investment in
water, energy,dransport and placemaking, are not within the Crown’s direct sphere of
influence. Much'of this sits,with Auckland local government.

| expect that developing an understanding the urban opportunity and costs to be a
core focus of thé next'phase of work. The approach to governing this project going
forward will alsotsupport its framing as an integrated transport and urban
developmentdnitiative, and this is discussed in a later section of this paper.

In regognition of the need to focus on the urban development opportunities and costs
in the/next phase, the parameters of the scheme’s design, development and
appraisal must more clearly reflect the nature of the project as an integrated transport
and urban development initiative. Progressing the project in such a way is likely to
include:

82.1 aclear articulation of the end benefits being sought, adopting an
infrastructure and policy neutral approach to developing the project scope and
appraising options.

82.2 refreshing the strategic case to outline the urban development factors as well
as transport, to help establish realistic and feasible benefits

10
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revisiting land use scenarios, including methodologies, modelling and
feasibility assessment of scenarios

identification of all interventions required to facilitate market development
benefits, particularly increased housing capacity. These interventions would
be focused on infrastructure and land use initiatives. This should include
zoning changes (including impact of new medium density residential
standards/intensification rules), land acquisition and aggregation, as well as
masterplanning and the ‘packaging’ of development opportunities

analysis of the viability of the development sites that make up the enabled
housing capacity, providing an indication of the phasing of development sites

analysis of likely effectiveness and feasibility of urban interventions, incliding
analysis of effectiveness of different packages of interventions at diffetent
locations along the Corridor

engaging with the market to help incentivise urban development

an understanding of the costings for the urban‘interventionsxincluding
enabling infrastructure and other amenities‘required to.support development
(for example water infrastructure, urban¢parks; schoals;-other utilities).
Investigation and analysis of options of\thiese intérventions is generally the
responsibility of partners, namely Auckland CoeuncilFand Kainga Ora.
Engagement and commitment from these partners will be required to support
this work

confirming the requirements, constraintssand dependencies of Auckland
Council and Kainga Ora’s“adjacentschemes and land holdings is critical, of
note are the Kainga'Ora'Large(Scale housing projects in Mt Roskill and
Mangere

analysis ofsocialf’ well<being, economic costs and benefits of different
interventians (or packages of interventions)

A recommended implementation plan focused on infrastructure and land use
initiatives and’other urban interventions to facilitate market development

The next phase of detailed planning will include work to inform final investment

decisions

83 The next.phase of work will involve detailed planning work, directed by significant
Crown decisions, culminating in an investment decision in early-mid 2024.

84 Framed as an integrated transport and urban development initiative, as described
above, work in the next phase will:

84.1

84.2

complete detailed business case, undertaking necessary analysis to build on
the indicative business case and ensure a robust base for the detailed
business case

refine the proposed solution to ensure it is integrated with wider planning for
growth and transport across the region, including the additional Waitemata
Harbour Crossing, Auckland Rapid Transit Plan and Kainga Ora Large Scale
Projects

11
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develop a consenting strategy, begin route protection and the preparation of
associated applications for consenting. This must involve working with the
Ministry of Housing and Urban Development to consider the application of the
Urban Development Act 2002

undertake further community, iwi and stakeholder engagement, especially
through masterplanning activities, ensuring the local interests are presented
in plans and to build an understanding of the implications of this project to
urban form along the Corridor

develop procurement and land acquisition strategies, considering the
potential for early strategic land acquisition

agree the governance arrangements for the project in the delivery phase,
including the roles, responsibilities and accountabilities of agencies

agree the preferred delivery entity, the powers and form of it, owhership and
operations of the transport asset

determine the preferred funding and finance arrangements fer the delivery of
the project

develop an approach to minimise disruptien’ to bdsinesses and target
assistance available for businesses\aftected by‘the-project

develop options to stage the route, and projeet as a whole (both transport and
urban interventions)

develop a zero-harm appredch to‘design the project delivery model in a way
that minimises health-and safety issues with a target of zero fatalities during
the constructionof the project. This approach was employed for the 2012
London Olympics:

85 This mandate represents a mix of policy and project work. | am seeking a mandate
from Cabinet for.myself and\the Ministers of Finance and Housing, in consultation
with Auckland Council.and'mana whenua, to clarify the specific deliverables of the
next operating unit,/Whon‘'expect to work closely with policy agencies.

86 A policy work programme will be run in conjunction with the work of the next
operating unit,.details of which is set out later in this paper.

Appropriate governance and oversight arrangements are needed to take this project

forward

87 Go0d, governance is imperative to the success of this project. This is a significant
project for the Crown, it is complex and requires a number of partners and agencies
to commit to engaging with and seeing through this next phase.

12
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88 The following diagram sets out my proposed approach to governance for the next
phase of the project.

Sponsor Ministers of Transport, Finance/Infrastructure, Housing
Auckland Council

Mana Whenua

Project Sponsors Forum

Competency-based Board

/(snnnsor anencies)

Operating Unit Partner agencies
. Kainga Ora,
(hosted by Waka Kotahi) AN

- _ 4

89 My proposal includes two layers of governance; at sponsor and project level. The
project sponsors will consist of the Ministers,of Transpert, Finance and Housing,
representatives from Auckland CounCil*and mana‘'whenua. This partnership is critical
to the success of the project and will ‘be/formalised’in a Sponsors Agreement.

90 A Sponsors Forum will be comprised of-senior representatives from agencies
represented at the Sponsorisitevel. This will give effect to the Sponsors Agreement
and allow for a second stream of advice to the Crown, taking a system-wide and
stewardship view.

91 Project-level governarce will comprise a competency-based board bringing the
specific skills and Knowledge séquired, and a series of partnership agreements
between the operatingwunit and agencies including Waka Kotahi, Auckland Council,
Auckland Transport and'Kainga Ora.

92 These partnership agreements will set out what is expected of each agency to deliver
on the nextphase of the project. These will be informed by the Sponsors Agreement
and any othertaccountability mechanisms used to support and clarify the governance
arrangements.

93 | believe that the following principles should be applied when moving forward to
develop and finalise the governance arrangements for the next phase of the project:

93.1 Direct line of sight and influence from the Crown to the project. The next
phase of the project requires a number of significant policy and strategy
decisions to be made, which are the reserve of the Crown. This includes final
ownership and operation of the transport asset, the scope of the urban
development opportunities and how these are realised and, the preferred
funding and governance arrangements.

93.2 A project sponsors partnership between Crown, Auckland Council and
mana whenua, described below.
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93.3 Embedding the integrated housing and transport focus with the inclusion
of the Minister of Housing as a Sponsor, the Ministry of Housing and Urban
Development in the Sponsors Forum, and urban development expertise on
the competency-based board.

93.4 Mana whenua and Maori will be embedded in the governance and entity
arrangements as the project progresses. These roles, responsibilities and
representatives will be worked through with mana whenua and Maori as these
arrangements are finalised.

93.5 Accountabilities will be set up so that there is certainty for Sponsors that
their agreed outcomes are being delivered. This will ensure that the trade-offs
that need to be made during the development of the project can have regard
to Sponsor’s outcomes.

93.6 Clarity of the roles, responsibilities and accountabilities of the many
partners involved in this complex project.

The governance arrangements will evolve over the phases of the project, with a
lesser degree of ministerial oversight being required,overtime. As,strategic and policy
decisions are made, the operating environment (including understanding of risk) will
become more stable.

This will allow increasing levels of operational,responsibility’and decision-making to
be made available to existing agencies and ultimatély'a new delivery entity.

| expect many aspects of governance, skills and eapability and developed
stakeholder relationships within the next phase to endure as the project progresses
into delivery. It will be critical thatthe partnership between the Crown, Auckland
Council and mana whenua‘endutrres to allow for the long-term alignment and
commitment by Sponsars to'the prgject's'outcomes.

At the project levelywhilst | dosnot recommend making decisions at this stage
regarding the naturé ahd form of'the entity to deliver the project, it will be important
that there is a degree of continuity in the membership of the competency-based
board, and in the'skills,and capabilities that are embedded into the operating unit.
This will be critical @s"we.move away from the stop-start history of the project.

This will be andmportant aspect of maintaining momentum through to delivery,
credibility ofithe project, facilitation of enduring social licence and strong stakeholder
relationships, and continuity of expertise.

Establishing an enduring partnership of project sponsors to guide the project over the long-

term
99

This project requires close coordination between the Crown and its partners,
Auckland Council and mana whenua. Auckland Council in particular has significant
responsibilities to enable the project, including:

99.1  working within a wider partnership to develop a shared vision

99.2 planning and investment to enable the required scale of urban transformation

99.3 statutory planning functions

99.4 supporting masterplanning throughout the Corridor
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99.5 confirming long-term ownership and operation, including opex

99.6 supporting the development and implementation of value capture
mechanisms

99.7 community and stakeholder engagement.

Recent experience has shown that Government and Auckland Council can have
different aspirations for how Auckland grows. For this project to succeed we will need
to align our aspirations for the project and work together to realise the full suite of
outcomes that will be unlocked. Given the scale of this project, Auckland Council will
need to commit to this project beyond its normal business as usual planning cycles
and approaches.

Through my initial engagement with Auckland Council they have indicated their
support for the project, an appreciation of their role and enthusiasm to work'in
partnership with the Crown to progress the project.

To support this relationship in guiding the project | am proposing to ‘establish a formal
partnership between the Crown, Auckland Council andmana whenua. This will set
out those responsibilities we each bring to the project’and a cemmitment to resource
and deliver on these.

The partnership will respect the individual deeision-making-rights of each of the
partners, but recognise that given the significant finaneial contribution being made by
the Crown, final decision-making sits-with the Crowne.lt will enable the coordination of
activities, including the various inyestment and pelicy tools available to the Crown
and Auckland Council.

I am working with Aucklandi€ouricil and mana whenua to agree the nature of this
partnership, and intend 40 enter inte@ a.formal Sponsorship Agreement early in the
new year.

| will report back-to«Cabinet no later than June 2022 to seek endorsement for a
Sponsors Agréement that will give effect to this partnership. | am seeking a
delegation from Cabinetto,"in consultation with Auckland Council and mana whenua,
finalise the other governance arrangements. The Ministry of Transport will lead this
work, in close collaboration with relevant agencies and the operating unit.

Building on the success of the Establishment Unit to take the next phase forward

This section to be finalised following steer on option to take forward the next phase and how
that phase is"funded

106

107

The Establishment Unit has demonstrated its success in building relationships with
partners and bringing them together to provide advice on a way forward. | want to
build on that success and maintain momentum. [further rationale depending on the
option]

I am proposing that the detailed planning phase be taken forward by an operating
unit [which will be XXX]. Policy work undertaken in the next phase will determine
which entity/s will deliver the project. With a focus on urban and transport outcomes,
much further refinement of project scope is needed before a decision on the delivery
entity can be made.
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Until further policy work has been undertaken to determine the appropriate powers
and institutional settings needed for the delivery of an agreed scope of works, | am
recommending that a decision on the ultimate delivery entity be deferred. This is
consistent with the Establishment Unit’s advice.

A continuation of the partnership with Waka Kotahi, Auckland Council, Auckland
Transport and Kainga Ora will be at the heart of success for the project, drawing in
the established expertise and knowledge from across the sectors. Partnership
agreements will formalise the expectations of these agencies.

| am seeking a delegation from Cabinet for myself and the Ministers of Finance and
Housing, in consultation with Auckland Council and mana whenua, to determine the
parameters of responsibility of the operating unit. The Ministry of Transport and
Treasury will work in close collaboration with sponsor and partner agencies, Te
Waihanga, and the operating unit to set these out.

The new governance and organisation arrangements will be established no later than
June 2022. This includes the appointment of the chair of the competency=based
board. Until these arrangements are finalised the existing arrangements will continue.

Assurance approach going forward

112

113

114

115

116

Assurance and monitoring is a common component of megaproject delivery and is a
key risk management mechanism used to proteet the, interests of various parties and
increase confidence that the project will deliver effectively.

As complexity increases, the risk to®engfits, cdst @nd schedule can increase
exponentially due to the significantintefactions-and dependencies within and outside
the project. Managing risk acrgss.the ALR project will be critical for successful
delivery.

Assurance and monitoring arrangements will be finalised alongside project scope
and governance. This\will be multi<faceted, with activities being undertaken by the
Crown, the Seniof\Reporting Officer and the operating unit.

Implementation ef monitoring“and assurance will involve multiple agencies in the
project direct. The Ministry of Transport will work with the Ministry of Housing and
Urban Development, Tteasury and Auckland Council to develop a monitoring and
assurance framéwork and the accountability mechanisms for the next phase.

The governarice structure itself has built-in assurance mechanisms through system
and stewardship advice from the Sponsors Forum to Sponsors, and the independent
advice of policy agencies to Sponsoring Ministers.

Funding and value capture

117

118

119

Itis clear that a significant proportion of the capital costs associated with the project
will be paid for by the Crown. To support this, it is important that a broad range of
funding sources, including value capture, is utilised as part of a fair and equitable
funding solution.

This will require an ambitious approach to funding that reflects the scale, breadth and
nature of benefits that investment will bring, based on the ‘beneficiary pays’ principle.

The Establishment Unit considered the merits of a range of funding sources.
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119.1 Infrastructure Funding and Finance (IFF) levy.
119.2 General rates (to recognise regional benefits to regional landowners).

119.3 Business rate supplement across Auckland (with local and regional price
differentials).

119.4 Development contributions, which will recoup growth-related elements of
Auckland Council’s contribution from developers.

119.5 Strategic land acquisition and intervention has the ability to generate funding
for the Project, and will need to be considered in more detail in the detailed
business case phase.

Whilst this has provided an indication of the potential funding tools that could(be
used, further analysis is needed to better understand the affordability and viability of
different mechanisms, and the contributions these could make. | am praposing that
this takes place during the detailed planning phase, led by the Ministry of\] ransport
and the Treasury with input from the operating Unit.

The Establishment Unit has considered IFF as a pfoxy for value capture, although |
note that this mechanism is generally intended {0 recever casts'rather than capture
value. This future work should explicitly explore how valde capture could be pursued
as a core component of any funding solutienyrecognising-that the developers and
landowners who benefit from investmentishould make.a contribution to its costs.

Whilst the use of both targeted ratessand/or the\IER levy could be an appropriate part
of any funding package, | am recemmending that future work develops the policy
approach and a pathway to implement a Spécific value capture tool that could be
used for this project and possibly othefs.

Officials from the Ministry,of Transport, the Treasury and Waka Kotahi are
undertaking a Trapsport.Revenue Review. This will consider how land transport
projects of scale-cah be funded and financed, including the scope of the National
Land Transpofrt Fund (NLTR) to support this. The recommendations from this review
will inform officials advice.omn the preferred funding package for the ALR project.

Given the impact@nJandowners along the Corridor, any announcements the
Government makestabout the project should indicate the possible funding sources to
be used.

Policy work programme going forward

125

126

A signifieant policy work programme is needed to consider the legislative, regulatory
and institutional frameworks that are needed to move the project to delivery and
ensure the project best gives effect to wider government priorities.

The policy work will be integrated into the project work programme. This is necessary
to enable Crown decisions on policy to inform the project’s scope and direction.

The policy work to be undertaken includes:

126.1 supporting future decisions on project scope, confirming the outcomes and
deliverables that are being purchased as part of this project, especially in
relation to the delivery of transport infrastructure and urban development
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126.2 identifying, influencing and implementing further policy interventions that are

needed to leverage the investment and deliver broader outcomes, for
example, influencing Kainga Ora’s large-scale projects

126.3 determining the optimal governance and organisational arrangements for
delivering the project

126.4 shaping and confirming the consenting requirements and processes,
including consideration of the use of the Urban Development Act 2020 and
the extent of legislative change that may be needed in order to deliver the
benefits of the project

126.5 confirming the ultimate owner(s) and operator(s) of the transport assets

126.6 confirming how the project will be funded and financed, confirming the role-of

existing funding mechanisms such as the NLTF, and recommending‘a
funding package including the use of value capture tools

126.7 ensuring that the Crown receives the necessary-assurance thatits Treaty
obligations are being met

126.8 supporting the Crown-Auckland Counciliand €rown=mrana whenua sponsor
relationships

126.9 developing and confirming the approach to fand acquisition

126.10 identifying the approach to,managing and.compensating for business
disruption

126.11 ensuring existing railregulations and standards support construction and
operating of the shodeé being’built-and operated

126.12 determiningrthe need feriegislative or regulatory change.

The Ministry of, Transport will coordinate this policy work, working closely with a
number of agencies including the Ministry of Housing and Urban Development,
Treasury, Public Servicest*Commission, Land Information New Zealand and the
Ministry for the Environment. The Sponsors Forum will guide this programme and
inform advice 6 thexCrown.

| will update,Cabinet by June 2022 on the progress of the policy work programme.

Financial Implications

129

Funding from the NLTF exists for the Establishment Unit to continue until June 2022.

Following this, | propose that the next phase of the project is Crown funded, and a
budget bid is being prepared on this basis. Taking this approach provides a strong
lever of accountability back to the Crown to direct the project through a phase that
requires significant Crown influence.

Legislative Implications

130

There are no legislative or regulatory implications from this paper, however through

the policy work undertaken in the next phase consideration will be given to the most

appropriate legislative and regulatory pathway for delivering the project. This will
cover:
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130.1 the approach to consenting, including fast track considerations and use of the
Urban Development Act

130.2 the legislative and policy changes required to implement the chosen funding
tools, for example implementing value capture options

130.3 fitness for purpose of legislative and regulatory framework for building and
operating the selected mode. For example modes not currently operating in
New Zealand, such as driverless trains; health and safety, building standards.

Climate Implications of Policy Assessment

131

132

133

134

135

136

137

138

The Climate Implications of Policy Assessment (CIPA) team has been consulted and
confirms that the CIPA requirements apply to this proposal as it will have a significant
emissions impact.

The CIPA team has undertaken a high-level assessment of the modelling process
and considers the estimates to be reasonable and to follow good practice for a
project at this early stage.

There is a high level of uncertainty in estimates as Key decisions afe yet to be taken
and many aspects of the project are not fully defined. HMowever,modelling for
different options provides a reasonable order ef'magnitude estimate.

Each option has a different year that the,net\emissiohs reduction benefits are
realised, largely due to variation constructien emissions. For the light rail option
(Option 1), net reduction is realised<4n 2041 while the light metro and Tunnelled Light
Rail options (options 2A and 3) aresealised By-the early 2050’s (between 2053 and
2055).

All three options will result ina‘significant.emissions reduction over the life of the
project through significant’mode-shift, increased urban development, densification
and a shift towards a‘compact urban form along the Corridor, which can be expected
to result in furtherfoyerall emissions reductions across Auckland’s transport network.

The estimated range (+/540_per cent) of cumulative change to emissions between
2022 - 2050 from construction, transport mode-shift and land use intensification
(including estimated in¢rease in emissions from operational electricity use) for each
of the three optionsiis:

136.1 Option 1 Light Rail Dominion road: a net decrease of 139,900 to 59,900
tannes of CO2e.

136.27 Option 2 Light Metro Sandringham road: a net increase of 164,500 to 70,500
tonnes of CO2.

136.3 Option 3 Hybrid Sandringham road: a net increase of 70,600 to 30,200 tonnes
of CO2.

As further decisions are made and a detailed business case is developed, the
emissions impact estimates will be improved and provide results with a higher level
of certainty. The CIPA team will work with the Ministry of Transport as proposals are
advanced to disclose emissions impacts to Ministers, as appropriate.

For further information see Appendix 2.
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Treaty of Waitangi and recognition for mana whenua

139

140

141

142

The Establishment Unit was tasked with pro-actively engaging with mana whenua
and Maori to increase visibility and awareness and develop social licence and
explore partnering opportunities as envisaged under Te Tiriti o Waitangi.

There are 19 mana whenua tribes in Tamaki Makaurau, 15 mana whenua have
interests in the project area. Relationships were built and information shared with
these mana whenua, as well as mana whenua leadership. Engagement was on a
kanohi ki te kanohi basis (face-to-face, except during COVID-19 restrictions) between
the Chair of the Establishment Unit Board and mana whenua leadership rangatira-to-
rangatira (chief-to-chief).

Mana whenua expressed interest in development and decision-making in
governance and management of the project. Citing key areas of interest as:

141.1 growing the Maori economy through employment and procurement

141.2 the environment, the expression of kaitiakitanga and the health and wellbeing
of the Manukau harbour of high significance

141.3 a design framework that reflects Te Ao Maori.

Embedding mana whenua across the governance andientity arrangements is a key
principle for taking the project forward, discussed furtherin the governance section.

Consultation

143

144

The Ministry of Transport worked'elosely with'the Establishment Unit, Treasury,
Ministry of Housing and Urban.Design andd/Vaka Kotahi in the development of this
paper. The Ministry for the Environment, Land Information NZ, Kainga Ora, Te Kawa
Mataaho Public Service'CommissianysTe Arawhiti and Te Waihanga Infrastructure
Commission were all consulted on‘this proposal.

The decisions in-thi§ paper have'been informed by discussions with Auckland
Council and manawhenua.

Communications

145

146

147

The ALR projegt continues to attract a high degree of public interest, and the
announcemehtsiof Cabinet’s decisions are likely to influence commercial decisions
and activity.in the infrastructure markets.

Announcements about the project will be made following consultation with all project
spensors. Before any public announcements, it is important that we first brief
members of the Establishment Unit Board and KiwiRail (as the only ATAP partner not
included on the Establishment Unit Board).

The Establishment Unit has created a platform for engagement and communications,
which shall be used for the purposes of public announcements. [are there any details
to add on an announcement strategy].

Proactive Release

148

It is my intention to proactively release this Cabinet paper, alongside my
announcements on the project.
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Recommendations

The Minister for Transport recommends that the Committee:

1

note the Establishment Unit has now delivered its advice, following the work it
undertook in line with Cabinet’s mandate in March 2021

note that while the project has been through a Treasury Gateway review, this was
completed after the IBC was finalised, meaning the feedback from the gateway
review has not been reflected in the business case

agree to progress the project on the basis of the indicative business case, noting that
the business case was for a transport intervention and did not contain analysis or
options to realise the urban development benefits

agree that a light rail solution following Dominion Road, with an option of tunnelling at
the northern end of the route is this Government’s preferred way forward

agree that the project should proceed as an integrated transport and urban
development programme with a strong focus on the inffastructure, land’'use, urban
interventions and market enablement required to achieve outcomes-specified by
sponsors

agree that the project should progress into a.détailed planning phase over a period of
18-24 months in advance of a Final Investment Decision.and that this will include
work to:

6.1 Scope and complete a Detailed.Business Case

6.2 Undertake further staketiolder, ceamiunity and market engagement

6.3 Undertake the nécessary analysis and planning to understand the package of
urban interventions/heeded\tordeliver sponsors outcomes

6.4 Refine the proposed solution to ensure it is integrated with wider planning for
growth andtransportacross the region, including the additional Waitemata
Harbour CrossingyAuckland Rapid Transit Plan and Kainga Ora Large Scale
Projects

6.5  Agree apreferred entity to deliver the project and confirm the associated
goverpance, roles and responsibilities and accountabilities

6.6 Determine the preferred funding and finance arrangements for the delivery of
the project

6.7 Develop a consenting strategy, route protection and the preparation of
associated applications for consenting, including consideration of use of the
Urban Development Act 2020

6.8 Develop procurement and land acquisition strategies

6.9 Develop an approach to minimise business disruption

6.10 Other required activities, which may include early works
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note that the Establishment Unit concluded that a range of funding sources should
be used to fund the capital expenditure as recognition of the various beneficiaries,
including

71 Infrastructure Funding and Finance levy
7.2 General rates
7.3 Business rate supplement across Auckland

7.4 Development contributions, which will recoup growth-related elements of
Auckland Council’s contribution from developers

7.5 Strategic land acquisition and intervention has the ability to generate funding
for the Project, and will need to be considered in more detail in the DBC
phase

agree that a mix of funding will be needed to cover the costs of the projeet which will
be further investigated during the next phase, this is likely to include, Crown and
National Land Transport Fund funding and value capture

note that the Ministry of Transport, Treasury and Waka Kotahi-are jointly leading a
transport revenue review which will develop guidance fof funding and financing large
scale land transport projects such as ALR and this will‘inferm officials advice on the
funding package for ALR

note that, notwithstanding the need for a mix of\funding sources, a significant Crown
contribution will be required to fund’the project

direct the Ministry of Transpert;Treasury‘and Waka Kotahi to work with the Ministry
of Housing and Urban Dévelopment, Auekland Council and the operating unit to
recommend a funding package that e¢an be implemented for the project, including the
consideration of ap/Infrastructure,Funding and Finance levy and a specific value
capture tool, includihgsany required legislative changes

agree that in accordance with the beneficiaries pays principle, beneficiaries of the
project, including landowners, will be expected to contribute to funding the project

agree for the Goyernment to signal its intent to use value capture as part of the
funding packagenin any future announcements

agree that the Minister of Transport, in consultation with the Ministers of Finance and
Housing, make future announcements for the project based on these Cabinet
detisions

agree that an enduring partnership of the Crown, Auckland Council and mana
whenua should be established as the foundational and enduring framework for
overseeing the project, confirmed through a Sponsors Agreement

agree that the Minister of Transport, Minister of Finance and Minister of Housing act
as the project sponsors alongside representation from Auckland Council and mana
whenua
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direct the Ministry of Transport to work with Treasury, the Ministry of Housing and
Urban Development, Auckland Council and mana whenua to prepare a Sponsors
Agreement

note that taking the project forward and realising the benefits relies on commitments
and investment by both the Crown and Auckland local government

agree the governance arrangements for the next phase will consist of project
sponsors, a sponsors forum, a competency-based board and a series of partner
agreements

agree that [XXX operating unit] is established to progress the project through the
next phase of detailed planning

authorise the Minister of Transport, Minister of Finance and Minister of Housingy ir
consultation with Auckland Council and mana whenua, to take decisions as required
to finalise the governance arrangements, assurance framework and the
accountability mechanisms for the next phase

direct the Ministry of Transport to work with Treasupy,»Atckland Council, Auckland
Transport, Ministry of Housing & Urban Developmént, KaingaxOraiand Waka Kotahi
to finalise the governance arrangements and set up the [XXX"operating unit] to take
forward the detailed planning phase

direct the Ministry of Transport and Treasury to work'with Auckland Council,
Auckland Transport, Ministry of Housing & Urban'Development, Kainga Ora and
Waka Kotahi and the [XXX operatingwunit] to_scope and initiate the next phase
including the parameters of futurebdusinesscase work and the project assurance
mechanisms

authorise the Minister of Transport, Minister of Finance and Minister of Housing, in
consultation with Auckland.Councihand mana whenua, to confirm the detailed
parameters of the flextphase including the scope of the business case and provide
direction to the new.operating unit, to be formalised through a terms of reference

agree that the Establishment Unit will continue until such a time that the [XXX
operating unit] has p€enset up, and that this will be no later than June 2022

note that Kainga,Ora is preparing its business case for the Large Scale Projects in
Auckland thatincludes the Mt Roskill and Mangere precincts within the City Centre to
Mangere/Corridor, which are due to go to Cabinet in March 2022

note’the need for alignment between the ALR project and Kainga Ora’s Large Scale
Projeets’in Mt Roskill and Mangere to identify dependencies and maximise benefits
fram Crown investment

note that Auckland Council has significant responsibilities and will need to make
commitments to enable the project, including:

28.1 working within a wider partnership to develop a shared vision
28.2 planning and investment to enable the required scale of urban transformation

28.3 statutory planning functions
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28.4  supporting masterplanning throughout the Corridor
28.5 supporting work to confirm long-term ownership and operation, including opex

28.6 supporting the development and implementation of value capture
mechanisms

28.7 community and stakeholder engagement

invite the Minister of Transport to report back to Cabinet no later than June 2022 to
seek authorisation to enter into a Sponsors Agreement and provide any other
necessary updates on project progress

note that funding for the remainder of the financial year 2021-2022 is intended to._be
from the NLTF and that this is a matter for the Waka Kotahi Board to approve
pursuant to the Land Transport Management Act 2003

note that the funding of the next phase of work from 1 July 2022 onwards,will be
subject to a bid as part of Budget 2022

direct the Ministry of Transport to develop a policy.work*programme in consultation
with Treasury, Ministry of Housing and Urban DévelopmentiMinistry for the
Environment and other policy agencies, and for portfolio/Ministers to work with the
Minister of Transport to give direction to departments-on their involvement in this
work

Authorised for lodgement

Hon Michael Wood

Minister for Transport
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Appendix 1: Detailed Options Assessment

Light Rail via Dominion Road

Light Metro via Sandringham

Tunnelled Light Rail via Sandringham

CAPEX P50 - $9bn - $13.7bn $16.3bn - $26.4bn $14.6bn - $23.1bn
P95*

Annual P50 $104m $104m $119m
OPEX

Benefits (NPV) $8.1bn $13.9bn $11.7bn
Costs (NPV)° $7.1bn $11.2bn $10.4bn
BCR without 0.6 0.6 0.6
WEBs

BCR (with WEBs 1.1 1.2 1.1
Project NPV with $0.909bn $2.745bn $1.314bn
WEBs

Project NPV -$3.079bn -$4.242bn -$4/446bn
without WEBs

Travel time: 58 minutes 36 minutes 43 minutes
Full route

Travel time: 37 minutes 27 minutes 32 minutes
Mangere to mid

town

Travel time: 17 minutes 12 minutes 12 minutes
Mt Roskill to mid

town

Number of 22 17 18
stations

Boardings 20.3m 35m 31.2m

Access to City
Centre and
Airport
employment

475,600 households within 45
minutes of central city and airport

969,600 heusehelds within 45 minutes of
central city and airport

515,900 households within 45 minutes of
central city and airport

Carbon tonnes
saved by 2081

860,000

940,000

980,000

Auckland wide
mode shift in
2051

1.34% reductionin“daily car person
trips relative to do-minimum.

1.64% reduction in daily car person trips
relative to do-minimum

1.59% reduction in daily car person trips
relative to do-minimum

Growth in the
CC2M corridor®

4,100 — 20,000 increase in homes
3,700 — 12,000increase in jobs

5,100 — 35,000 increase in homes
5,300 — 16,000 increase in jobs

5,000 — 35,000 increase in homes
5,300 — 16,000 increase in jobs

Deliverability

Disruptionsto traffic and business,
with noise and dust issues along the
route for6.5'years with related
egonsenting risks

Disruption limited to station locations due
to tunnelling

Tunnelling reduces disruption and
environmental impacts. The southern
section creates similar disruption to Light
Rail

Impacts on Te

236% increase in jobs accessible

332% increase in jobs accessible within

283% increase in jobs accessible within 45

Ao Maori within 45 minutes of Onehunga and | 45 minutes of Onehunga and Mangere. minutes of Onehunga and Mangere.
Mangere. Requires Maori land take | Potential impact on aquifers and lava Potential impact on aquifers and lava caves
and disruptions to cultural sites such | caves when boring close to Mangere when boring close to Mangere bridge or
as the effects at Princess Street, Te | bridge or Puketapapa. Puketapapa.

Awa Te Wai o Horotiu along Queen
Street and associated Pa.

Property 489 surface properties 168 surface property acquisitions and 167 surface property acquisitions and 434

acquisition 437 subterranean properties subterranean properties

4 Capital costs shown are nominal and include the cost range from P50 to P95. P50 estimates are within an accuracy range of -40% to + 70%. Benefits are
monetised and are calculated as Net Present Value (NPV), using a 4% discount rate.
5 Escalated P50 capital and operating expenditures, discounted to NPV figures.

6 the range presented reflects a lower impact transport only scenario, through to a higher impact transport plus wider non-transport urban interventions
scenario, including elements such as land use change
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In Confidence

Office of the Minister of Finance

Office of the Minister of Transport

Cabinet Priorities Committee

Auckland Light Rail - decision to progress

Proposal

1

This paper seeks Cabinet’'s agreement to a preferred way forward for the delivery of
the Auckland Light Rail (ALR) project. This is in response to the recommendations
that project sponsors have received from the Establishment Unit.

It seeks agreement to an integrated programme of work that develops aspreferred
option through technical project design and development, policy implementation and
decision-making, delivered as broader approach to urban transformation along the
City Centre to Mangere (CC2M) corridor (the Corridor).

We are proposing that the project is taken forwardwby.a partnership between the
Crown, Auckland Council and mana whenua. [ he proposéd,governance
arrangements will provide for appropriate Cfownroversight.and will incorporate the
necessary skills within the project to set.t up,for suecess® This partnership is also an
appropriate expression of the Te Tiriti.o Waitangifprinciple of partnership.

Relation to government priorities

4

Cabinet has prioritised progressing light-tail from the city centre to the airport in the
next decade as the first spingrof a wider rapid transit network for Auckland [DEV-18-
MIN-0059 refers]. This reflects the €ommitments the Government has made through
the Auckland Transport Alignment Rroject (ATAP). The 2020 Labour Party Election
Manifesto committed-tovbuilding, a\ight rail connection from the City Centre to
Mangere and th€airport.

The Climate Change Response (Zero Carbon) Amendment Act 2019 set a target to
reach net zero emigsions by 2050. The transport priorities being consulted on in the
Emissions Reduction-Plan emphasise the significance of public transport investments
such as these /reducing carbon emissions by changing the way New Zealanders
travel and supporting denser urban form which avoids significant emissions over the
long-term.

Executive summary

6

AR will be New Zealand’s largest and most complex infrastructure project. Our
response to climate change is changing the way we prioritise our investment,
meaning that we need to shift the focus of some of our investment and to consider
large-scale ‘trunk’ transport infrastructure in our larger urban centres.

ALR has the potential to transform Auckland’s transport network, bringing far-
reaching benefits to communities and increasing access across the region. Delivering
this requires the Government and its partners to make bold decisions and enduring
commitments.
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This involves making key choices on the scope of the project and how it can be
delivered in a way that brings its anticipated benefits to fruition and ensures value for
money.

To inform decision making, Cabinet agreed in March this year to set up an
Establishment Unit [CBC-21-MIN-0036 refers]. The Establishment Unit was given a
mandate to recommend a preferred way forward on mode and route, improve social
licence through community and stakeholder engagement, and consider how the
project could be funded and delivered.

Collaboration has been at the heart of the Establishment Unit’s set up. We have
worked as project sponsors, alongside the Mayor and Deputy Mayor of Auckland,
and with input from the Minster of Housing. The Establishment Unit itself has been
governed by an inclusive board made up of representatives from the Crown,
Auckland local government and mana whenua.

The principal output of the Establishment Unit has been an indicative bdsiness case
(IBC) which has clarified the strategic case for investment and presents asshort-list of
options for mode and route. The IBC has now been previded to project sponsors,
alongside the Chairperson’s report.

We are seeking Cabinet’s agreement to a pathway\for the delivery of the project. We
propose the project moves into a detailed planning’phase that'includes further
business case assessment alongside a policy,work programme that provides
strategic and policy direction to the shape,ofithe projeet.

An IBC is an early opportunity to inform/decision*makers of whether or not a project
is viable. Consistent with the current stage-of the'project, we can expect costs and
benefits to change as more détailed work is"Undertaken. While more work is needed
to determine the exact detailsyof'the investment, we are confident that we can make
decisions now on how tg@ proceed that will set this project up for success.

The IBC demonstratesithat ALRwill increase access to jobs and opportunities by
making more of/Au€kland accessible, including for disadvantaged communities.
Delivered as partof a widerwapid transit network, ALR will support a change in how
Aucklanders travel. It willprovide an alternative to the private car, help reduce
congestion and emiSsions, and bring a series of economic benefits that support
agglomeration and booest productivity. A significant portion of the project benefits are
linked to the high’levels of urban development that are enabled. All of the options
support tens of thousands of additional houses to be built along the corridor, over
and above thesstatus quo.

Beyond these core transport and economic benefits, investment in ALR has the
potential to catalyse urban transformation along the Corridor, providing for a
significant number of additional homes and jobs.

The Establishment Unit considered three investment options in detail. These are:

16.1  Surface Light Rail, along Dominion Road (P50 - $9 billion, P95 - $13.7 billion)

16.2 Light Metro, along Sandringham Road (P50 -$16.3 billion, P95 - $26.4 billion)

. P50 and P95 estimates respectively represent a 50 per cent or 5 per cent chance that costs will
exceed this amount

IN CONFIDENCE



17

18

19

20

21

22

23

24

25

26

IN CONFIDENCE

16.3  Tunnelled Light Rail, along Sandringham Road (P50 - $14.6 billion, P95 $23.1
billion)

The Establishment Unit has recommended Tunnelled Light Rail as its preferred mode
option, although has concluded that any option would achieve the investment
objectives.

Informed by the recommendations from the Establishment Unit, advice from Officials
and following recent engagement with Auckland local government, we are
recommending that Cabinet agrees that tunnelled light rail, following an alignment
along Sandringham Road, is this Government’s preferred option.

The Establishment Unit's work demonstrates the value that tunnelling could bring,
particularly ensuring sufficient capacity of the transport network to increase
patronage and drive mode shift, thereby supporting higher levels of growth than
surface running light rail. Tunnelling also keeps the option of a tunnelled conmection
of an additional Waitemata harbour crossing, and helps reduce disruption to
businesses and residents during construction.

In progressing this preferred option, the parameters,ofithe*detailed’planning phase
must reflect a greater focus on the integration of transport and,urban development
outcomes. This is needed to inform decisions by both’Crown and Council on how to
leverage investment in ALR in a way that increases density and boosts the supply of
affordable housing and employment opportunities.

Only by moving forward in this way canwe increase-eertainty that the benefits of
investment can be realised and that value for money is achieved. We expect this will
significantly affect the benefit-costfatio of investment, which at this stage, without the
consideration of the urban benefits, is marginal.

Ministers will need to make choices’on how the arrangements for delivering the
project, including the form and funetion for the ultimate delivery entity, can best
ensure that urban and\ransport eutcomes are realised. This needs to be informed by
further work and=-meére‘detailed ptanning undertaken in the next phase.

To continue to ensuresthat there is alignment on the outcomes for the Corridor, we
are proposing that the project is taken forward through a partnership between the
Crown, Auckland‘Ceuncil and mana whenua. This partnership will be at the heart of
an enduring approach to delivery and enable partners to align our aspirations for the
shape of Auckland’s growth along the Corridor and work together to deliver ALR.

An ALR Unit'will be set up to advance the project through the next detailed planning
phaseyincluding the development of further business case work, technical
assessments and detailed design, masterplanning, and further community and
stakeholder engagement.

In line with the recommendations of the Establishment Unit, we do not recommend
making decisions at this stage regarding the nature and form of the ultimate entity to
deliver the project. We nevertheless expect many aspects of governance, skills and
capability and developed stakeholder relationships within the next phase to endure
as the project progresses into delivery.

The ALR Unit will be guided by a competency-based board that brings the skills

needed to further develop our preferred solution as an integral part of a broader
programme of urban transformation along the Corridor.

IN CONFIDENCE



27

28

29

IN CONFIDENCE

It will require many partners with different priorities and constraints to work
collaboratively, making commitments over a long period of time, which endure
through multiple political and investment cycles.

We expect the project to gain momentum and certainty over the next 15-18 months.
During this timeframe, we expect that a number of milestones will show this
Government’s commitment to the project, including decisions on establishing the
delivery entity, aspects of consenting, possible early land acquisitions, early works
and market engagement.

A report back in April 2022 will provide further details of the timings of the transition
to the legal entity to deliver the light rail project, provide necessary updates on
progress being made on project development and a policy work programme, and
seek Cabinet’s agreement to enter into a formal Sponsors Agreement with Auckland
Council and mana whenua.

There is a strong strategic case for investment in rapid transit in the Corridor

Rapid transit is a core component of our strategy for New Zealand’s cities

30

31

32

33

Despite increased demand for public transport and/active modes,\we need to do
things differently to support the growth of New Zealand’s largest urban areas in a
way that shifts the dial on accessibility, emissions reductiomand equity. Bringing
about the mode shift that is needed to reduée-vehicle kilometres and better connect
communities by walking, cycling and public transportirequires bold investments and
long-term, network-wide commitments,

Rapid transit is a critical part of thissshift, espeeially in our largest and fastest growing
cities including Auckland, Wellington”and<«Christchurch. In cutting emissions from
transport, better connecting.communiti€ssand supporting future development, rapid
transit will play an increasing/role inshow_our cities grow and how we connect
communities.

Rapid transit lies at.the heart of'eur commitments to create vibrant and compact
urban neighbodrhoods, resulting in fewer emissions from how people live and travel,
and giving people real travel ¢hoices and better access.

When integrated with Iand use planning, investment in rapid transit is central to our
strategy to optimise,the use of land, boost housing supply and improve affordability.
While the costs'ef brownfield compared with greenfield development are highly
dependent.on location, supporting patterns of growth that reduce pressure on
greenfield areas to accommodate growth is likely to be less expensive per unit?,
given'the opportunities to make more efficient use of land and infrastructure capacity.

ALR needs to form part of an enduring part of Auckland’s wider rapid transit network

34

Auckland’s population continues to grow significantly, having nearly doubled in the
last 30 years, creating pressures across the transport, housing and infrastructure
systems. This growth is forecast to continue, growing by another 720,000 people
over the next 30 years, roughly twice the population of Christchurch today.

2 Trubka et al, 2009; Hamilton and Kellet, 2016; The CIE and Arup, 2015; Litman, 2015;
SGS, 2016.
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Representing a key component of Auckland’s wider Rapid Transit Network (RTN),
investment in ALR along the CC2M Corridor will be a vital part of supporting growth
and shaping Auckland’s urban form. When integrated with land use to enable quality
compact urban form, projects such as ALR offer the opportunity to support higher
levels of intensification, helping unlock housing supply and providing an environment
that will support different housing typologies.

The underlying conditions and characteristics of the Corridor support the case for
investment in rapid transit. It connects two significant employment hubs (the City
Centre and the airport) via a number of established suburbs as well as two of
Auckland’s major tertiary institutions. The Corridor follows major arterial roads
through the central isthmus before following the direction of State Highway 20
through Onehunga and Mangere onto the airport.

The Corridor is forecast to grow significantly in line with the wider Auckland region;
and already accommodates a significant amount of developable land. This includes
land within Kainga Ora’s Auckland Housing Programme, which will seedup to 20,000
new homes built in Mangere and Mt Roskill.

Providing the Corridor's communities with better access t6°jobs and~education will
support the realisation of equity benefits, including‘in“areas sich as Mangere which
suffers from poor access by public transport.

The ability of the Corridor to reach its full petential and accommodate the
approximately 40 per cent increase in population (by 2051) will be limited by existing
bus service capacity.

Without delivery of rapid transit.inthe-Corridor, additional capacity for the 140 buses
forecast to be terminating in the-City Centre’S"Downtown per hour would be required
as early as 2028, almost doublethe current figure and requiring significant
investment to improve infrastructuré.

While cost estimates,forthis infrastructure are not known, recent forecasts have
shown that it would{cost approximately $350m to cater for 100 buses (15 more than
current) just in‘the"€ity Centre’s Downtown area alone, 40 less than without rapid
transit in the Corridor.«Even with additional investment, high bus volumes would
negatively impact reliable ‘operation and customer experience due to constrained
street space.

It is clear that therexisting public transport network cannot be relied upon to
accommgdatesfuture growth and support the Corridor to reach its full potential.
Without investment, congestion in the Corridor will continue to increase and the
opportunity to realise compact urban form and all its associated benefits will be
missed? This will result in increasing pressure for housing in low density and/or
greenfield areas outside the primary employment centres.

An Establishment Unit was set up in March 2021 to inform decisions on investment

43

In ending the previous parallel process [CAB-20-MIN-0300 refers], Cabinet agreed
that the project should be taken forward through a public service delivery approach.
This followed a number of iterations of the project over many years, with its ‘stop
start’ nature serving to reduce social licence and result in a poor understanding of the
need for investment and the benefits it could bring.
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Recognising the opportunity that investment could bring to delivering a range of
outcomes for Auckland, an outcomes framework was agreed by ATAP partners in
2019. Partners have previously agreed that this outcomes framework should endure:

44.1 Access and integration — improved access to opportunities through
enhancing Auckland’s Rapid Transit Network and integration with the current
and future transport network

44.2 Environment — optimised environmental quality and embedded sustainable
practice

44.3 Experience — a high-quality service that is attractive to users and highly
patronised

44 4  Urban and community — enabling of quality integrated urban

445 Value for money — investment should reflect the priorities of the"Government
and its partners.

In March 2021, Cabinet agreed that in order to deliveragainst these,outcomes, a

number of strategic choices and trade-offs needed‘to’be’made by the Government
and its partners before decisions could be made around thétseope and delivery of the
project [CBC-21-MIN-0036 refers].

These choices reflect critical questions inrelation to the city shaping role that the
project should play, how it can best besintegrated'with the broader rapid transit
network for Auckland, and the level of complexity.that the Government and
stakeholders were prepared for indelivering,the-project.

To support the Governmentin.making(these choices, Cabinet agreed to set up an
Establishment Unit to informifirm deCisions by Ministers on matters such as scope,
delivery entity and funding_and finanee. Cabinet agreed that the Establishment Unit
should:

47.1 completebusiness ease work to inform future advice to Cabinet

47.2 undertake initialiwi, stakeholder and community engagement

47.3 prepare advice on the form and governance arrangements for the delivery
entity forthe project

47.4 prepare advice on the options to take the project forward, including mode,
alignment and decision gateways

4¢5™ support and inform, as required, policy work undertaken by policy agencies.
Collaboration has been at the heart of the Establishment Unit’s set up. We have
worked together as project sponsors, alongside the Mayor and Deputy Mayor of

Auckland and with input from the Minister of Housing, to set direction for the project
and ensure alignment between the Crown and Auckland Council.

IN CONFIDENCE



49

50

51

IN CONFIDENCE

The Establishment Unit itself has been governed by an inclusive board made up of
representatives from the Crown, local government and mana whenua, and has been
chaired by an independent chairperson, Mr Leigh Auton. It was set up swiftly and has
successfully brought together relevant knowledge and expertise from across multiple
agencies.

We commend the efforts of the Establishment Unit Board and the team supporting
them. We acknowledge the commitment and resourcing given by multiple partner
agencies to deliver against Cabinet’s direction within ambitious timeframes.

The Establishment Unit has now delivered its recommendations to project sponsors,

based on the findings of an indicative business case (IBC) that has been provided to
Ministers alongside this paper. The subsequent sections of this paper summarise the
recommendations made and seek Cabinet’s support for our preferred way forward:

Building social licence for investment

52

53

54

55

56

We have placed a strong emphasis on the need to build social licence’for ALR. The
Establishment Unit ran a programme of engagement and consultation activities to
increase awareness and understanding of the need far investment. In-total, two
thousand and seven hundred pieces of feedback have been received by the
Establishment Unit.

Although this engagement did not consult ofi'specific investment options, it
nevertheless showed that there is general support for light rail, with 66 per cent of the
feedback demonstrating support investment. People_recognised the role ALR could
place in supporting higher density hGusing, impteving access to affordable homes,
reducing car dependency, and proyviding better-access to jobs, education and
recreation.

Feedback from those who were neutrak(14 per cent) or not supportive of the project
(20 per cent) expressed\¢oncernsithat the costs of fares could be a barrier to some
people, or that the project delivéry=would cause disruption and may take longer and
cost more than expected. Somevpeople thought congestion could be addressed by
improving the foading system or that the benefits of investment would be limited.

We have learned an-important lesson from the City Rail Link (CRL) that a clear and
principled approach, to managing the disruption experienced by businesses during
construction ofdarge urban transport infrastructure project is a vital aspect of building
and preserving social licence for such investments.

We are recommending that a package of financial support for serious disruption is
developedduring the next phase of the project and delivered from the beginning of
constfuetion. This should compensate for lost revenue or relocation, with details to be
consulted on during detailed design.

The Establishment Unit examined three shortlisted options for rapid transit

57

The IBC has been prepared in response to the specific challenges and opportunities
that exist in the Corridor, the agreed project outcomes, and a series of investment
objectives. These objectives have been used throughout the assessment process,
including the appraisal of a long-list prior to the assessment of a shortlist of options.
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The investment objectives are:

58.1 Objective one: To implement a rapid transit service that is attractive, reliable,
frequent, safe and equitable, is integrated with the current and future active
and public transport network, and that improves access to employment,
education and other opportunities.

58.2 Objective two: A transport intervention that embeds sustainable practice and
reduces Auckland’s carbon footprint.

58.3 Obijective three: To unlock significant urban development potential
supporting a quality compact urban form and enabling integrated and healthy
communities.

Guided by these objectives, over 50 options were considered, at which point options
including heavy rail, bus rapid transit and trackless trams were ruled out. These-did
not meet the investment objectives as they did not achieve the necessary capacity to
meet demand and support urban development, as were investment eptions with
route alignments via SH16 and Mount Eden Road.

A shortlist of three investment options was developed and appraised in greater detail.
These are described below, alongside their costs. Given theiearly stages of the
project’s development and design, costs are indicative only and are expressed as
both P50 and P95 estimates (respectively representing a0 per cent or 5 per cent
chance that costs will exceed this amount).

1: Surface-running light rail via Dominion Road (R50 - $9 billion, P95 - $13.7 billion)

This option involves modern tramswudnning on tracks at surface level, but separated
from traffic. This would largely follow th€ alignment of existing roads and motorways,
and all stops would be on the'surface.

An initial shortlist considered thermerits of an alternative alignment along
Sandringham Roadyalthough this'was subsequently ruled out based on a need to
relocate a Vector/power cable to Dominion Road, requiring two years of works,
leading to additienal disfUption and cost.

2: Light Metro via, Sandringham Road (P50 -$16.3 billion, P95 - $26.4 billion)

Light Metro prévides for higher capacity than surface-running light rail, and would be
tunnelled thfough densely populated urban areas (Wynyard Quarter to Mount Roskill)
and run at surface level through non-urban areas, generally following the motorway
corridor.

Theuinitial shortlist considered the merits of an alternative Light Metro alignment via
Deminion Road. This was assessed as providing poorer value for money than a
Sandringham Road alignment, largely due to lower patronage and urban
development potential. While surface level light rail follows road corridors, the
tunnelled options have more route flexibility, so if a tunnelled option proceeds, we
expect that further investigation at the next stage would confirm the exact route to
optimise project benefits.
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Option 3: Tunnelled Light Rail (P50 - $14.6 billion, P95 $23.1 billion)

65 The Establishment Unit developed a ‘hybrid’ option, utilising light rail vehicles via a
tunnel running from Wynyard Quarter to Mount Roskill, and segregated running for
the maijority of the remaining route to the airport, with two short street running
sections in Mangere.

The key differentiators between options

66 The Establishment Unit found that all three options perform well against the
investment objectives and represented value for money. However, in order to agree a
preferred way forward, a number of trade-offs were considered.

67 There is significant variation in some key aspects, as set out in further detail in
Appendix 1. In summary, the principal differentiators between the options relate ‘to:

67.1

67.2

67.3

67.4

67.5

67.6

Costs — both Light Metro and Tunnelled Light Rail have P50 costs upwards of
$14bn, with Light Rail being more affordable, at $9bn.

Climate change — all options significantly reduce carbon emissions over their
lifetime. Light rail is forecast to achieve net reductions earliest, in 2041, with
Light Metro and Tunnelled Light Rail following in 2055'and 2051 respectively.
This is partially due to the embodied carbonin differentoptions, which is
lower in Light Rail than the two tunnelled options. Recent developments in
concrete technology that lower the ‘embedded carbon component may further
improve these outcomes, especially for tunnelled options.

Urban intensification — Light\Rail achieves high levels of urban
intensification with a net.increase of4,100 to 20,000 dwellings, albeit lower
than the circa 5,000 t0'35,000 for.Light Metro and Tunnelled Light Rail. The
majority of this additiomal growth depends on a number of urban interventions
being made alongside investment.

Disruption’—,Light Raihis\expected to create the most disruption, with partial
or full road €losures along sections of the route for a number of years. Light
Metro wauld cause the’least disruption due to the tunnelled nature of the
project.

RTN integration — tunnelled options (Light Metro and Tunnelled Light Rail)
may cohnect better with future RTN, with the most recent Additional
Waitemata Harbour Crossing (AWHC) work indicated the better option may
bé to\tunnel. Tunnelling in the city centre would allow for faster and more
frequent services across a future RTN, providing for higher capacity across
the network.

Transport capacity — all options would carry significant numbers of
passengers, with Light Rail carrying 20 million per year, Light Metro 35 million
and Tunnelled Light Rail 31 million. If integrated into the AWHC, Light rail is
expected to run out of capacity by 2051.

68 The Establishment Unit has recommended the Tunnelled Light Rail option as the
preferred way forward due to its ability to unlock the same high levels of urban
development and intensification as Light Metro, but at roughly 10 per cent lower cost.
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We are satisfied that the business case and its recommendations provide a clear
pathway forward

69

70

71

72

73

74

In determining our preferred way forward, we have had regard to a number of
important considerations relating to the conditions within which the Establishment
Unit undertook its work.

Firstly, the short timeframes and compressed deadlines that were necessary to
produce recommendations in time for this report back inevitably meant that a number
areas within the Establishment Unit’s programme of work were run in parallel. This
provided limited opportunities for a sequential and iterative consideration of outputs
from individual workstreams.

Secondly, we acknowledge that the intent of an IBC is to provide an early opportUnity.
for decision makers to determine if there is a viable project to proceed with, before
further funding is committed to detailed planning. An IBC is not prepared around
detailed design and costings, meaning that, at this stage, there is a highrdegree of
uncertainty in the estimates of costs and benefits, which will need to be refined in the
next phase.

Acknowledging these challenges, we welcome the@pproeach o assurance that has
been undertaken by the Establishment Unit, inclading/independent advice to the
board with overseas experts providing rapid transit/and lightyrail experience. We have
also received ‘second opinion’ advice from,the"Ministrynof.Iransport and the
Treasury.

A Gateway review has also been completed byiindependent experts, overall
assessing the project as amber an,the"5-pointscale, noting the high quality of the
transport component (which was-tated asigreen-amber) and recommending several
areas of improvement, includings:

¢ the next phase being progressed as an integrated urban development and
transport business case

e acomprehensive partnering strategy is developed that ensures appropriate
contractual and collaborative working arrangements between partners.

Overall, while there\are limitations to the IBC, no issues have been identified that
would materially impact our decision on how best to proceed. We are satisfied that a
robust process has been followed and that the IBC provides the basis on which to
proceed to-déetailed planning.

We are recommending that tunnelled light rail along Sandringham Road is progressed
as the préferred option

75

76

77

In‘moving into a detailed planning phase, we are recommending that tunnelled light
rail along Sandringham Road is further developed as the preferred option, with a
strong focus integrating this with urban development along the Corridor.

Balancing the clear benefits of a tunnel with the higher costs of construction (relative
to surface level construction) is a priority for the next phase of work. As mentioned in
62, the need to relocate a Vector power cable does add to these costs and
constrains the ability to shorten the tunnel down the proposed Sandringham Road
alignment.

In making this recommendation we have considered a number of trade-offs including:

10
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77.1 the additional capacity of the transport network, given the increased speeds
and frequency of tunnelled light rail services

77.2 enabling a potential future connection to an AWHC, noting that this could
require a tunnelled connection in the City Centre

77.3 the larger catchment and accessibility enabled by a tunnel in the city centre,
for example to serve the universities

77.4  reducing disruption to businesses and residents during construction

77.5 the certainty that a firm decision to tunnel the scheme provides to planning of
the wider rapid transit network, as well as to landowners, developers,
businesses and other stakeholders

This option has been selected on the basis of the IBC. Whilst we acknowledge that
the precise details of this option may change as we work through the detailed
planning and consider opportunities to optimise the design, it is our intentthrough
this decision to provide the certainty needed to progress,towards delivery.

Progressing ALR will signal a shift in how we plan, fund/and deliver rapid transit in
New Zealand

79

80
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Rapid transit initiatives such as ALR are onlyssuccessful when they are delivered as
part of broader networks that transform access and’shape long-term growth across
cities and regions. Failing to plan, fupdiand deliver investments such as ALR in an
integrated and consistent manner,across New Zealand will put at risk our ability to
leverage the benefits of investmént, including'the combined role that rapid transit
investments need to play in meeting our emissions reductions targets.

In an Auckland context, ATAP framés,light rail as part of a connected and integrated
rapid transit network inclading the*CE€2M, Northern and North-western Corridors.
ALR must be planpnedtina way,that'supports the delivery of future investments
alongside rapid transit’corridors with this wider network in mind.

We recognise that the,choite of mode and route along the CC2M Corridor will have a
material impact on fature, decisions on rapid transit in other corridors. Misalignment of
planning could result.in’higher costs to integrate the network, or foregone benefits.

Of particular’relevance is the AWHC project, which will enter an indicative business
case phasesatithe same time as we progress with ALR. Previous work has indicated
that a railsbased rapid transit connection for the North Shore, including across the
Waitemata Harbour to the city centre, could be needed.

The Tunnelled Light Rail option would enable a tunnelled connection that the AWHC
project could require. We intend to progress both projects together given they will
need to connect to each other, dependent on business cases being able to be
aligned.

Dependent on Cabinet decisions, we have asked agencies to prepare to align the
projects so they can benefit from coherent integration and the efficiencies of
progressing both projects at once.

This is a nationally significant corridor, providing access within the North Shore, from
the North Shore and across the Waitemata Harbour to the Auckland isthmus, and

11
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acting as the most direct link between Northland, Auckland and the rest of New
Zealand. The corridor is already under pressure and faces some resilience
challenges. These pressures and challenges are forecast to increase further as
population and employment continues to grow.

Integrating both the ALR and AWHC projects would allow us to address the growth
pressures and resilience issues of the North Shore while improving urban
development and creating transport opportunities for those on the Isthmus and South
Auckland. It would also ensure a more linked-up rapid transit network that would
potentially better enable mode shift as well as create efficiencies during construction.

To enhance the combined impacts of investments across Auckland’s rapid transit
network, we expect all projects to be developed in a way that have regard to one
another, ensuring that the costs and benefits of integration are quantified and
incorporated into decision-making.

For ALR, we expect the governance and partnership arrangements to ensure that
decisions made during the detailed planning phase are integrated with decision-
making across other rapid transit initiatives, working clesely with Waka Kotahi,
Auckland Transport and others.

An enduring framework for rapid transit is needed acroSs New Zealand

89

90

91

92

From a national perspective, it is not sustainable for investments such as ALR to
continue to be developed on a project-bysproject basis, To effectively plan and
deliver rapid transit in a way that supports long-termrgrowth in cities and delivers
against our emissions reduction targets, we needito work towards a clearer,
nationwide approach to the planning,funding ‘and delivery of rapid transit. This will be
particularly important to frame.th€ydevelopment and delivery of future projects in
Auckland, Wellington and ChristChurch. Preferred options for rapid transit projects in
Wellington and Christchtrehtare lik€ly come before Cabinet in 2022.

The framework wesarendéveloping through work on the Strategic Planning Act will be
a significant stepsfotward in the integration of planning for transport and land use.
This will provides/aplatform for/a shared understanding for how regions such as
Auckland will grow. It willhelp provide a more consistent approach to identifying and
protecting transit cofridors and creating certainty for the Government, its partners and
the market regarding.the timing and prioritisation of investments.

In responsedorthis new planning regime, and our climate commitments, a nationally
consistent strategy for the planning, funding, ownership, operation and delivery of
rapid transitin New Zealand is needed. The Minister of Transport intends to set out a
high{level direction on these issues in an amendment to the GPS on Transport in
early 2022. As part of the policy work programme needed to take ALR forward, the
Ministry of Transport will lead ongoing work, working the Treasury, Waka Kotahi and
others.

The approach should clarify the definitions and role of rapid transit in wider transport
and planning frameworks, including the wider range of interventions that will be
needed to reduce emissions in our cities. This will form the basis of advice to
ministers on the roles and responsibilities for the delivery and operation of rapid
transit within the transport system.
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Sufficient progress will need to be made on the development of the national
approach to rapid transit to inform policy decisions on funding and delivery entity
choices for ALR. The Minister of Transport will return to Cabinet with details of this
national approach as part of advice to Cabinet on the delivery entity for ALR.

The project should be progressed as an integrated urban development and transport
initiative

94

95

96

97

98

99

100

While the tunnelled light rail solution is key to supporting the desired intensification
and compact urban form, the assurance process demonstrates that none of the
investment solutions in isolation will provide the conditions for the delivery of the
enabled urban development capacity.

Beyond investment, unlocking the scale of urban development and housing upliftwill
also depend on a number of interventions, including:

95.1 investment by both the public and private sector in housebuilding, urban
development and placemaking

95.2 supporting infrastructure investment (e.g. thre€ waters, supporting transport
interventions, placemaking)

95.3 planning policy changes, including zoning and masterplanning
95.4 engaging with communities and stakeholders:

The work of the Establishment Unitrovides artindication on the level of urban
development potential associated withvdifferént.options, although we need to build on
this initial analysis to develop @ more comprehensive understanding of the
programme and costs assogiated/with the,urban interventions needed to enable the
scale of opportunity envisaged.

The next stage of work should, facus.on developing more certainty over how and
when these widertbenhefits would be delivered, by whom and where funding for this
could be sourcéd.

Many of the interventionsineeded to deliver this urban uplift potential, such as
planning and zoning changes, land assembly and complementary investment in
water, energy, ffansport and placemaking, are not within the Crown’s direct sphere of
influence. Muchvof this sits with Auckland local government.

We expect that developing an understanding of the urban opportunity and costs to be
a core focus of the next, detailed planning phase of work

In recognition of the need to focus on the urban development opportunities and costs
in the next phase, the parameters of the scheme’s design, development and
appraisal must more clearly reflect the nature of the project as an integrated transport
and urban development initiative. Progressing the project in such a way is likely to
include:

100.1 collaborative working by partner agencies and mana whenua to clearly
articulate the end benefits being sought, adopting an infrastructure and policy
neutral approach to developing the project scope and appraising options.

100.2 refreshing the strategic case to outline the urban development factors as well
as transport, to help establish realistic and feasible benefits
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100.3 revisiting land use scenarios, including methodologies, modelling and
feasibility assessment of scenarios

100.4 identifying the interventions required to facilitate market development
benefits, particularly increased housing capacity. These interventions would
be focused on infrastructure and land use initiatives and include zoning
changes (including impact of new medium density residential
standards/intensification rules), land acquisition and aggregation, as well as
masterplanning and the ‘packaging’ of development opportunities

100.5 analysis of the viability of the development sites that make up the enabled
housing capacity, providing an indication of the phasing of development sites

100.6 analysis of likely effectiveness and feasibility of urban interventions, incliding
analysis of the effectiveness of different packages of interventions at different
locations along the Corridor

100.7 engaging with the market to enable, promote and incentiviseurban
development to achieve desired density and scale

100.8 developing our understanding of the costings/for‘the urbaniinterventions,
including enabling infrastructure and other amenitiesirequired to support
development (for example water infrastruetdre, urban parks, schools, other
utilities). Investigation and analysistofioptions/ofithese interventions is
generally the responsibility of partpers, namelyAuckland Council and Kainga
Ora. Engagement and commitment from these partners will be required to
support this work

100.9 confirming the requirements, constraints and dependencies of Auckland
Council and Kainga'Oga’s adjacent schemes and land holdings is critical, of
note are the Kairiga Qra Large Scale housing projects in Mt Roskill and
Mangere

100.10 analysis,ef sogial, well-being, economic costs and benefits of different
interventions (or packages of interventions)

100.11 working with”partners to develop a recommended implementation plan
focused on, infrastructure and land use initiatives and other urban
interventionsto facilitate market development.

The project should also consider how broader benefits for the workforce are realised

101

102

103

In addition*to a full exploration of options and value through transport and urban
development lens, we are also committed to ensuring that the options and value in
the'way in which work is undertaken are also fully explored to ensure it is safe, fair
and productive.

Our expectation is that large amounts of value are created through the work through
the training and development of workers, especially those from the local
communities.

The project should from the outset adopt a ‘zero harm and thriving infrastructure
approach’ that embeds a focus on caring for the wellbeing of people at every level,
including governance and procurement. We expect the project to realise efficiencies
and productivity gains as a result of the above.
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The next phase of detailed planning will include work to inform final investment
decisions

104

105

106

107

We are recommending that the project progresses on the basis of our recommended
option, into a detailed planning phase.

Realising the full potential of the corridor will involve a concerted effort by multiple
partners. The next operating unit must consider all the desired outcomes for the
Corridor in refining the nature of the light rail solution, having full regard to the
opportunity for urban transformation, growth and intensification.

It is expected that delivery of tunnelled light rail and the wider benefits realisation
over the longer term would occur across multiple partners. The detailed planning
phase must provide the evidence base that shows how tunnelled light rail and its
benefits can be delivered as part of an integrated programme.

Framed as an integrated transport and urban development initiative as described
above, the detailed planning phase will inform final investment decisiohssand will
involve work by multiple partners to:

107.1

107.2

107.3

107.4

107.5

107.6

107.7

107.8

107.9

scope and progress a business case, undertaking necessary analysis to build
on the IBC and ensure a robust evidence base’for future,decision making,
including final investment decisions

examine and optimise the preferred proposalto coensider whether there are
cost savings that can be made, acknowledging that international comparisons
cost considerably less. This should consider the extent of land acquisition and
corridor widening required in thé context.of moving towards a low emissions
transport system with réeduced vehicle-kilometres travelled

refine the solutioprto'\ensuresit is.ntegrated with wider planning for growth and
transport investmeéntracross the region, including the AWHC, the Auckland
Rapid Transit'Rlan and Kainga Ora Large Scale Projects

develop procdremeént and land acquisition strategies, considering the
potential*for early, strategic land acquisition

develop a,consénting strategy, begin route protection and the preparation of
associated applications for consenting. This must involve working with the
Ministry ‘ef Housing and Urban Development to consider the application of the
UrbanDevelopment Act 2020

undertake further community, Maori and stakeholder engagement, especially
through masterplanning activities, ensuring that local interests are presented
in plans and to build an understanding of the implications of this project for
urban form along the Corridor

determine the approaches to minimising disruption to businesses and
business compensation

further investigate opportunities to reduce embodied emissions across the
integrated transport and urban development programme

agree the governance arrangements for the project in the delivery phase,
including the roles, responsibilities and accountabilities of agencies
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107.10 agree the preferred delivery entity, the powers and form of it, ownership and
operations of the transport asset

107.11 determine the preferred funding and finance arrangements for the delivery of
the project

107.12 develop an approach to minimise disruption to businesses and target
assistance available for businesses affected by the project

107.13 develop options to stage the route, and project as a whole (both transport and
urban interventions)

107.14 develop an approach to the design, delivery and operation of the project infa
way that has zero tolerance for harm, and supports workers to thrive. The
approach should minimise health and safety issues with a target of zero
fatalities during the construction of the project, reflecting approaches‘taken in
other jurisdictions such as the 2012 London Olympics.

Based on current assumptions, Officials have advised that the above represents a

work programme lasting approximately two years, andhthat this wilbe necessary to
ensure that future funding and investment decisions,can’be made'with confidence,

based on sufficient information.

In advance of more detailed scoping of thesnext phase\OffiCials have advised
against making investment decisions in any shorter'timeframe. International
examples of similar projects being developed demanstrate the significant risks of cost
overruns and the need to revisit decisions when,they are made early and on
insufficient information, and based/n. We intend to carefully work these timeframes
through with Officials to ensure.that' we haveéa considered process, while retaining
project momentum.

At the end of the planning, phase, weexpect to be able to progress a Crown
investment decision for the project. Depending on the final advice regarding the
funding packagey other agenciesy in particular Auckland local government, will also
need to make investment decisions to implement the programme of initiatives
required to deliver light rail' and the benefits it enables. These investment decisions
may be subject to négatiation following the business case adoption.

We expect thedproject to gain momentum and certainty over the next 15-18 months.
During this timeframe, we expect that a number of milestones will show this
Governmentsscommitment to the project, including decisions on establishing the
delivery entity, aspects of consenting, possible early land acquisitions, early works
and¢dmarket engagement.

The above mandate represents a mixed programme of policy and project work
across multiple portfolios. An indicative sequencing of Crown decisions based on a
two-year programme is identified at Appendix 2.

We are seeking a mandate from Cabinet for ourselves and the Minister of Housing, in
consultation with Auckland Council and mana whenua, to clarify the specific
deliverables of the next operating unit within this programme, who we expect to work
closely with policy agencies.

A policy work programme will be run in conjunction with the work of the next
operating unit, details of which is set out later in this paper.
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Appropriate governance and oversight arrangements are needed going forward

115

116

117

118

119

120

Good governance is imperative to the success of this integrated programme of work.
The following diagram sets out our proposed approach to governance for the detailed
planning phase.

Sponsor Ministers of Transport, Finance/lnfrastructure, Housing

level Auckland Council

Mana Whenua

Project

level Competency-based Board Sponsors Forum

(sponsor agencies)

Partner agencies

Kainga Ora, Waka
Kotahi,

(hosted by Waka Kotahi) Auckiand Transport,

Auckland Council.

Operating Unit

Our proposal includes two layers of@@overnance; at’ sponsor and project level. In
evolving the existing arrangements,we’are proposing that the project sponsors
consist of the Ministers of TranSportyFinahce.and Housing, representatives from
Auckland Council and mana.whenua. Fhis partnership is critical to the success of the
project and will be formalised’in"a Sponsors Agreement.

A Sponsors Forum will be*comprised of senior representatives from agencies
represented at the, Sponsor’s level. This will give effect to the Sponsors Agreement
and allow for assecond stream of advice to the Crown, taking a system-wide and
stewardship view,

At the project level; ,governance will comprise a competency-based board, which we
see as necessafy te bring the specific skills and knowledge required to advance this
complex project{ A series of partnership agreements between the operating unit and
agencies inchdding Waka Kotahi, Auckland Council, Auckland Transport and Kainga
Ora. These will set out what is expected of each agency to deliver as part of the
detailed planning phase.

The partner agreements will be informed by the Sponsors Agreement and any other
accountability mechanisms used to support and clarify the governance
arrangements.

In finalising the governance arrangements, we expect the following principles to be
applied and reflected as necessary in governance structures and all necessary
agreements:
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120.6
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Direct line of sight and influence by the Crown. The detailed planning
phase requires a number of significant policy and strategy decisions to be
made, which are the reserve of the Crown. This includes final ownership and
operation of the transport asset, the scope of the urban development
opportunities and how these are realised, and the preferred funding and
governance arrangements.

A Sponsors partnership between Crown, Auckland Council and mana
whenua, described below.

Embedding the integrated urban development and transport focus with
the inclusion of the Minister of Housing as a Sponsor, the Ministry of Housing
and Urban Development in the Sponsors Forum, and urban development
expertise on the competency-based board.

Mana whenua will be embedded in the governance and entity arrangements
as the project progresses. These roles, responsibilities and représentatives
will be worked through with mana whenua as these arrangementsiare
finalised. Mana whenua representation is intended to take account of broader
Maori interests.

Accountabilities will be set up so that there is certaifty for Sponsors that
their agreed outcomes are being delivereds/ This will ensure that the trade-offs
that need to be made during the development ofithe’investment can have
regard to Sponsor’s outcomes.

Clarity of the roles, responsibilities and accountabilities of the many
partners involved in this cemplex project:

The governance arrangeménts Will evolvelover the phases of the project, with a
lesser degree of ministefial oversight beirig required over time. As strategic and
policy decisions are made,sthe operating environment (including our understanding of
risk) will become morestable.

This will allow increasing.levels of operational responsibility and decision-making to
be made available to existing agencies as well as the ultimate light rail delivery entity.

Establishing an enduringwatrtnership of sponsors to guide the project over the long-term

123

Delivering ALR as part of an integrated programme of urban transformation requires
close coordination between the Crown and its partners, Auckland Council and mana
whenua."Auckland Council in particular will have significant responsibilities, including:

1231

123.2

123.3

123.4

123.5

working within a wider partnership to develop a shared vision

planning and investment to enable the required scale of urban transformation
statutory planning functions

masterplanning throughout the Corridor

working with Auckland Transport to confirm long-term ownership and
operation of the transport asset, including opex
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123.6 supporting the development and implementation of value capture
mechanisms

123.7 community and stakeholder engagement.

Recent experience has shown that the Crown and Auckland Council can have
different aspirations for how Auckland grows. For this project to succeed we will need
to align our aspirations for the Corridor and work together to realise the full suite of
outcomes that will be unlocked, recognising that this will require bold decision
making. Given the scale of this investment, Auckland Council will need to commit to
this project beyond its normal business as usual planning cycles and approaches.

Through our initial engagement with Auckland Council it has indicated an
appreciation of its role, and the significance of working in partnership with the Crown
to progress the project.

To support this relationship in guiding the project we are proposing to establish a
formal partnership between the Crown, Auckland Council and mana,whenua. This
will set out those responsibilities we each bring to the preject and a‘commitment to
resource and working together in the interests of delivering ALR.

It is proposed that the partnership will respect the individual'decision-making rights of
each of the partners, but recognise that final investment(decision-making on light rail
will sit with ministers, given the significant financial contribution being made by the
Crown. It will enable the coordination of activities, including the various investment
and policy tools available to the Crowmand Auckland-Council.

We are working with Auckland Coeuncil and-mana whenua to agree the nature of this
partnership. We expect to reporthack to Cabinet in April 2022 to seek agreement to
enter into a Sponsors Agreément thatwill give effect to the partnership.

We are seeking a delegation from*Cabinet to, in consultation with Auckland Council
and mana whenuayfinalise the,other governance arrangements. The Ministry of
Transport, the TreaSury and the Ministry of Housing and Urban Development will
lead this work; in“clese collaboration with relevant agencies and the ALR Unit.

Building on the success of the 'Establishment Unit to take the next phase forward

130

131

132

The Establishmént\Unit has demonstrated its success in building relationships with
partners andsbringing them together to provide advice on a way forward. We want to
build on that'success and maintain momentum.

We are proposing that the detailed planning phase be taken forward by a specific
ALRWnit, which will be hosted by Waka Kotahi but overseen by its own dedicated
competency-based board (the ALR Board). This will replace the current
Establishment Unit Board, be accountable to Sponsors and will bring the skills,
knowledge and experience necessary to deliver a mega-infrastructure project in a
public sector context.

One of the successes of the Establishment Unit has been its ability to bring together
a number of agencies to work collaboratively on a project with broad interests. We
want this to continue in the ALR Unit, drawing in the established expertise and
knowledge from across the sectors through partnerships with Waka Kotahi, Auckland
Council, Auckland Transport and Kainga Ora.

19
IN CONFIDENCE



133

134

135

136

IN CONFIDENCE

In setting up the next phase in such a way, the ALR Unit can access corporate
services from Waka Kotahi while providing a direct line of accountability and
influence to and from the Crown. This creates a level-playing field for partners to
participate in the project, ensuring both urban and transport considerations, as well
as national and Auckland interests, are all taken into account.

We expect the role of the Waka Kotahi Board to be limited to its hosting
responsibilities. To best support this, and in a change from the existing
arrangements, we are seeking funding for the ALR Unit through Budget 22. This is
different to the current arrangements where the National Land Transport Fund is
used, for which the Waka Kotahi Board is accountable.

Work by Officials is underway to provide clarity on accountabilities, responsibilities
and liabilities within the system through our preferred governance arrangements,
including providing the necessary clarifications regarding the role of the Waka Kaetahi
Board and the appointment of a designated Senior Responsible Officer.

We are seeking delegated authority, alongside the Minister of Housing and in
consultation with Auckland Council and mana whenuayte take decisions as required
to finalise the governance arrangements, assurance framework and-the
accountability mechanisms for the next phase.

There must be continuity of governance and skills acrossithe project’s phases

137

138

139

140

141

We expect aspects of governance, skills‘and capability. and developed stakeholder
relationships within the next phase terendure as therproject progresses through
further planning and into delivery.This is importantito maintain momentum,
demonstrate the credibility of the‘pfoject, attraet and retain critical expertise in staff
and board members and facilitat€yan enduring-social licence and strong stakeholder
relationships.

It will be critical that the partnership, between the Crown, Auckland Council and mana
whenua endures to"allew for the long-term alignment and commitment by Sponsors
to the project’s putconies.

With a focus on urbanand transport outcomes, further refinement of project scope is
needed before a deCision’on the delivery entity can be made. Outputs of the detailed
planning phase andwolicy work programme will inform this decision, including on
which entity/s willbe responsible for delivering the various aspects of the project and
its broader autcomes. This will include where responsibility sits for property
developnient alongside the core transport project, to realise the urban development
benefits. This is consistent with the Establishment Unit’s advice.

Determining the appropriate powers and institutional settings needed for the delivery
ofithe agreed scope of ALR must also be considered in the context of this
Government’s prioritisation of rapid transit and the need for consistent and enduring
frameworks to support this.

We are clear that the transition from the ALR Unit to the final delivery entity will be
designed to ensure a high-degree of continuity in the membership of the ALR Board
and in the skills and capabilities that are embedded into the unit itself. This will be
critical as we move away from the stop-start history of the project.
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We expect work to determine the nature and form of the delivery entity to be
undertaken as a priority in the next phase. The transition to this formal legal entity will
take place before the detailed planning phase has been completed, to ensure the
commitment of the Board to important part of the project and support processes such
as consenting and land acquisition.

This transition should be planned to occur in the second half of 2022 as this is likely
to be necessary in advance of consenting and land acquisition processes. More
information on the timing of this will be included in our report back in April 2022.

We are seeking a delegation from Cabinet for ourselves and the Minister of Housing,
in consultation with Auckland Council and mana whenua, to determine the
parameters of responsibility of the ALR Unit. The Ministry of Transport and the
Treasury will work in close collaboration with sponsor and partner agencies, Te
Waihanga, and the Establishment Unit to set these out.

We expect the new governance and organisation arrangements will be€stablished
no later than April 2022. The appointment of the chair of the ALR Board will be a
priority. Until these arrangements are finalised the existing arrangements will
continue.

Assurance approach going forward

146

147

148

149

150

Assurance and monitoring is a common compenent ofunegaproject delivery and is a
key risk management mechanism used to protect theéiinterests of various parties and
increase confidence that the project will deliver effectively.

As complexity increases, the riskdtorbenefits,“cest and schedule can increase
exponentially due to the significantinteractions*and dependencies within and outside
the project. Managing risk across/the ALR, project will be critical for successful
delivery.

Assurance and mopitering arrangements will be finalised alongside project scope
and governance. This will be multi~faceted, with activities being undertaken by the
Crown, the Senior.Reporting Officer and the ALR Unit.

Implementation of menitoring and assurance will involve multiple agencies in the
project direct. The Ministry of Transport will work with the Ministry of Housing and
Urban Development, the Treasury and Auckland Council to develop a monitoring and
assurance frameéwork and the accountability mechanisms for the next phase.

The governance structure itself has built-in assurance mechanisms through system
and stewardship advice from the Sponsors Forum to Sponsors, and the independent
advice of policy agencies to Sponsoring Ministers.

Funding and value capture

Moving to a nationally consistent approach to funding rapid transit in a transport system with
less reliance on cars

151

We are entering a period in which the government is having to consider investment in
rapid transit systems in our main urban centres after decades of limited investment in
this mode.

21
IN CONFIDENCE



152

153

154

155

156

157

IN CONFIDENCE

There is currently no consistent approach to this investment as there is with
motorways for example, which have been one hundred per cent funded by Waka
Kotahi or the Crown in recent years. Examples of current rapid transit systems that
are being built or contemplated and the Crown contributions for each are as follows:

. City Rail Link — 50% Crown contribution

. Eastern Busway — 80% Waka Kotahi contribution

o Let’'s Get Wellington Moving — Indicative 60% Crown contribution

. Christchurch rapid transit — Early stage of planning, funding contribution not

yet under discussion
o AWHC - Early stage of planning, funding contribution not yet under discussion
o Interim North-West busway — 100% Crown contribution.

Our view is that there should be a more coherent approach to rapid‘transit
investment that provides a stable platform for discussion with local’gevernment
partners, and ensures a level of equity across regions,

The Minister of Transport is considering these issues as part of an amendment to the
Government Policy Statement on Land Transport (GPS)2021 and intends to report
back to Cabinet in the first half of 2022. We believe that final investment decisions
about ALR should then be considered within this broader context.

The Ministry of Transport is considering what the future state of the transport revenue
system could look like over the-4ong term, t0 ensure it is fit for purpose and can meet
future requirements. The current reliance on charges for vehicle use is not
necessarily sustainableiven the desire to reduce vehicle kilometres travelled to
reduce carbon emissions)while,alse expecting greater levels of investment into
public transport and active modes. The end goal of the future of the revenue system
work is to desigma new, or renewed, revenue system that effectively services
transport needs©ver the-follawing 30 to 50 years.

To address the shaort- and medium-term pressures on the NLTF Officials from the
Ministry of Transpert=the Treasury and Waka Kotahi are also undertaking a Review
of Land Transport Revenue. This will include considering how land transport projects
of scale can\bé funded and financed, with the major emphasis being what the NLTF
should and shoeuld not be expected to pay for. This review will inform Officials’ advice
on the prefefred funding package for the ALR project, as well as potential future MRT
projects,

The Ministry of Transport plans to consider what further direction can be provided
through the GPS 2024. The national rapid transit strategy and the Revenue Review
are among work programmes that could inform rapid transit funding and investment
implementation in GPS 2024.
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A range of funding tools will form the funding package needed to deliver the light rail solution

158

159

160

161

162

163

164

It is clear that a significant proportion of the capital costs associated with the project
will be paid for by the Crown. To support this, it is important that a broad range of
funding sources, including value capture, is utilised as part of a fair and equitable
funding solution. The Establishment Unit's work indicates that $2-3 billion could be
recovered through value capture mechanisms.

The development of the final funding package will require an ambitious approach that
reflects the scale, breadth and nature of benefits that investment will bring, based on
the ‘beneficiary pays’ principle.

The Establishment Unit considered the merits of a range of funding sources.
160.1 Infrastructure Funding and Finance (IFF) levy.
160.2 General rates (to recognise regional benefits to regional landowriers).

160.3 Business rate supplement across Auckland (with,local and regional price
differentials).

160.4 Development contributions, which will reCouprgrowth=related elements of
Auckland Council’s contribution from developers;

160.5 Strategic land acquisition and intervention hasithe ability to generate funding
for the project, and will need te<be considered.in more detail in the next phase
business case.

Whilst this has provided an indication of the‘petential funding tools that could be
used, further analysis is needed-to better understand the affordability and viability of
different mechanisms, and,the contributiens these could make. We are proposing
that this takes place during.the detailed planning phase, led by the Ministry of
Transport and the Freasury withunput from the ALR Unit.

The Establishment-Unit has,considered IFF as a proxy for value capture, although we
note that this meehanism is*generally intended to recover costs rather than capture
value. This future work should explicitly explore how value capture could be pursued
as a core component of any funding solution, recognising that the developers and
landowners who benefit from investment should make a contribution to its costs.

Whilst the-use,of both targeted rates and/or the IFF levy could be an appropriate part
of any funding package, we are recommending that future work develops the policy
approach and a pathway to implement a specific value capture tool that could be
usedfor'this project and possibly others. Given the impact on landowners along the
Carridor, any announcements the Government makes about the project should
indicate the possible funding sources to be used.

The National Land Transport Fund (NLTF) alone will not have the capacity to fund
the capital costs of this project, or all of the operating costs. The NLTF funding model
is well-suited to meet maintenance costs and gradual network improvements but too
inflexible to meet the capital cost profile and the many objectives we want from
projects such as ALR.
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Under the Auckland Transport Alignment Project (ATAP) 2021-31 funding totalling
$1.8 billion has been allocated for CC2M and Northwest corridors in this decade.

Whilst the Government Policy Statement on Land Transport 2021 includes a

commitment to ATAP, this does not direct or guarantee funding for specific projects
such as CC2M. Funding for individual projects through the NLTF must be approved

by the Waka Kotahi Board having regard to a range of priorities for spending.

Policy work programme going forward

166

167

168

A significant policy work programme is needed to consider the legislative, regulatory

and institutional frameworks that are needed to move the project to delivery and
ensure it gives effect to wider government priorities. This will include consideration

given to the development of nationally consistent and enduring frameworks to

support this Government’s focus on shifting to a transport system with increasing

levels of rapid transit.

The policy work will be integrated into the project work programme. This is necessary

to enable Crown decisions on policy to inform the project’s scope and“direction.

The policy work to be undertaken includes:

168.1 supporting future decisions on project scopeconfirming.the outcomes and
deliverables that are being purchased as\part of this\project, especially in
relation to the delivery of transport infrastructure and'urban development

168.2 identifying, influencing and implementing further policy interventions that are

needed to leverage the investment and deliver broader outcomes, for
example, influencing Kaingar Ora’s large-scale projects

168.3 determining the optimal gevernaneesand organisational arrangements for
delivering the project/This shiould.consider the responsibilities of a delivery
entity for ALR and’beyond; how this fits with the wider framework for rapid

transit, and résponsibilities-between central and local government

168.4 shaping and‘confirming the consenting requirements and processes. This

should censider the.mplication of the Government proposed replacement of

the Resource-.Management Act 1991, the potential merits of the Urban

Development Act 2020 and the extent of legislative change that may be

neededyin,order to deliver the benefits of the project

168.5 confirming the ultimate owner(s) and operator(s) of the transport assets

168.6" confirming how the project will be funded and financed, confirming the role of

existing funding mechanisms such as the NLTF, recommending a funding
package including the use of value capture tools, with a view to creating

consistency to how all rapid transit projects are funded in the future

168.7 ensuring that Maori and the Crown receive the necessary assurance that the

Crown’s Treaty obligations are being met

168.8 supporting the Crown-Auckland Council and Crown-mana whenua sponsor

relationships

168.9 developing and confirming the approach to land acquisition
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168.10 identifying the approach to managing and compensating for business
disruption

168.11 ensuring existing rail regulations and standards support construction and
operating of the mode being built and operated

168.12 determining the need for legislative or regulatory change.

The Ministry of Transport will coordinate this policy work, working closely with a
number of agencies including the Ministry of Housing and Urban Development, the
Treasury, Public Services Commission, Land Information New Zealand and the
Ministry for the Environment. The Sponsors Forum will guide this programme and
inform advice to the Crown.

This work will inform (and be informed by) work led by the Ministry of Transpartito
develop an enduring approach to the way that rapid transit is planned, funded and
delivered across New Zealand.

We will update Cabinet by April 2022 on the progress ofithe policy work programme.

Financial Implications

172

173

174

175

The latest National Land Transport Programme‘commits,sufficient funding from the
NLTF for the Establishment Unit to continuewuntil Junes2022. Whilst a further $39
million is signalled for subsequent phases, this will be, insufficient to cover the costs
associated with the next, more detailed phase of work.*Ongoing funding from the
NLTF does also not reflect the apprépriate levehofi@ccountability back to the Crown.

Progressing ALR beyond this period; as autlined in this paper and with the
appropriate oversight by Ministers, is therefere considered to be contingent on further
Crown funding being made available' through Budget 2022.

Crown funding provides a‘strong-lever of accountability back to the Crown, which is
considered necess§ary in the next phase, during which a high degree of oversight will
be required by/Ministérs. Given that Crown funding will establish a strong link of
accountability between the,.new ALR Unit and the Crown, we are recommending that
funding for the next phase is progressed as a Budget 2022 bid.

The Minister of Finance has invited a bid of this nature, which will need to be
considered alongside other government spending priorities prior to Budget
announcements. For a period of two years the bid is seeking $260 million for
professianal services and policy work, and $131 million for early strategic land
acquisitions.

Legislative'lmplications

176

There are no legislative or regulatory implications from this paper, however through
the policy work undertaken in the next phase consideration will be given to the most
appropriate legislative and regulatory pathway for delivering the project. This will
cover:

176.1 the approach to consenting, including fast track considerations and use of the
Urban Development Act

176.2 the legislative and policy changes required to implement the chosen funding
tools, for example implementing value capture options
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176.3 fitness for purpose of legislative and regulatory framework for building and
operating the selected mode. For example modes not currently operating in
New Zealand, such as driverless trains; health and safety, building standards.

Climate Implications of Policy Assessment

177

178

179

180

181

182

183

184

185

The Climate Implications of Policy Assessment (CIPA) team has been consulted and
confirms that the CIPA requirements apply to this proposal as it will have a significant
emissions impact.

The CIPA team has undertaken a high-level assessment of the modelling process
and considers the estimates to be reasonable and to follow good practice for a
project at this early stage.

There is a high level of uncertainty in estimates as key decisions are yet to be-taken
and many aspects of the project are not fully defined. However, modelling fer
different options provides a reasonable order of magnitude estimate.

Each option will initially increase emissions due to construction, before emissions
begin to reduce as users move to more sustainable modes. Tunnelling’creates higher
levels of embodied emissions in the short term, but’dueso higher ‘€apacity and
ridership, the tunnelled options will reduce emissions, at a fasterrate once in
operation. Due to the extent of tunnelling, Tunpelled Light'Rail and Light Metro take a
longer time to achieve net zero emissions (break even),

For the Surface Light Rail option a net_ emissionsteduction is realised in 2041 while
the Light Metro and Tunnelled Light‘Rail options,(@ptions 2 and 3) are realised by the
early 2050’s (between 2053 and20565)¢ Ovefithe,longer term and past the CIPA
analysis period ending 2050, kight'Metro@nd.Tunnelled Light Rail will produce larger
net reductions in carbon than_surface light, rail.

All three options will resulf in"a significant emissions reduction over the life of the
project through significant ‘'modés=shift, increased urban development, densification
and a shift towards_a compact urban form along the Corridor, which can be expected
to result in further.overall emissions reductions across Auckland’s transport network.

The estimated range«(+/-'40 per cent) of cumulative change to emissions between
2022 - 2050 from construction, transport mode-shift and land use intensification
(including estimated, increase in emissions from operational electricity use) for each
of the three gplians is.

183.1 QOption 1 Light Rail Dominion road: a net decrease of 139,900 to 59,900
tonnes of CO2e.

183.2 " Option 2 Light Metro Sandringham road: a net increase of 164,500 to 70,500
tonnes of CO2.

183.3 Option 3 Hybrid Sandringham road: a net increase of 70,600 to 30,200 tonnes
of CO2.

As further decisions are made and the next business case is developed, the
emissions impact estimates will be improved and provide results with a higher level
of certainty. The CIPA team will work with the Ministry of Transport as proposals are
advanced to disclose emissions impacts to Ministers, as appropriate.

For further information see Appendix 3.
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Response to CIPA

186

187

188

189

It's important to note that ALR will be a piece of infrastructure that will stand for far
longer than the timeframe modelled in the CIPA.

The Establishment Unit’'s modelling out to 2081 shows each option results in a net
decrease in carbon emissions of 860,000 tonnes to 980,000 depending on the option
chosen.

We also note that advances in concrete technology may allow for emissions
reductions over and above these estimates across all options, in particular tunnelled
options.

The expected emissions reduction of Cabinet’s preferred option will be refined inthe
DBC.

Treaty of Waitangi and recognition for mana whenua

190

191

192

193

194

The Establishment Unit was tasked with pro-actively engaging with prana'whenua
and Maori to increase visibility and awareness and deyelop social licence and
explore partnering opportunities as envisaged under Te Tiriti o Waitangi.

There are 19 mana whenua tribes in Tamaki Makaurau, and\15"mana whenua have
interests in the project area. Relationships were, built and information shared with
these mana whenua, as well as mana whenua leadership-“Engagement was on a
kanohi ki te kanohi basis (face-to-face, except during €OVID-19 restrictions) between
the Chair of the Establishment Unit Board and manawhenua leadership rangatira-to-
rangatira (chief-to-chief). Engagement as also_undertaken with mataawaka, though
this was constrained as a result.ofthe COV1D=19 restrictions.

Mana whenua expressed interest in development and decision-making in
governance and managément of the project. Citing key areas of interest as:

192.1 growing the’Maori economy through employment and procurement

192.2 the environment,.the.expression of kaitiakitanga and the health and wellbeing
of the Manukau harbour of high significance

192.3 a design, framework that reflects Te Ao Maori.

Embeddingdnana whenua across the governance and entity arrangements is a key
principle fortaking the project forward, discussed further in the governance section.
Mana whenua have also been represented in the governance arrangements of the
currént phase of the project. The governance arrangements for the next phase will
enablesmana whenua to participate in decision-making.

These approaches respect the Te Tirit o Waitangi principles of partnership and
protection. Partnership in the project will be undertaken reasonably, honourably and
in good faith. Positive steps to ensure that Maori rights, roles and responsibilities are
protected will be taken.
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Consultation

195  The Ministry of Transport worked closely with the Establishment Unit, the Treasury,
the Ministry of Housing and Urban Design and Waka Kotahi in the development of
this paper. The Ministry for the Environment, Land Information NZ, Kainga Ora, Te
Kawa Mataaho Public Service Commission, Te Arawhiti and Te Waihanga
Infrastructure Commission were all consulted on this proposal.

196  The decisions in this paper have been informed by discussions with Auckland
Council and mana whenua.

Communications

197  The ALR project continues to attract a high degree of public interest, and the
announcements of Cabinet’s decisions are likely to influence commercial decisions
and activity in the infrastructure markets.

198  Announcements about the project will be made following consultation with all project
sponsors. Before any public announcements, it is important that we first brief
members of the Establishment Unit Board and KiwiRail"(as the only*"ATAP partner not
included on the Establishment Unit Board).

199 A communications approach will be agreed with the Office.of the Prime Minister.

Proactive Release

200 Itis ourintention to proactively release this-Cabinet,paper, alongside our
announcements on the project.
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Recommendations

The Minister of Finance and the Minister for Transport recommend that the Committee:

1 note the Establishment Unit has now delivered its advice, following the work it
undertook in line with Cabinet’s mandate in March 2021

2 note that while the project has been through a Treasury Gateway review, this was
completed after the IBC was finalised, meaning that the feedback from the Review
has not been reflected in the business case

3 agree to progress the project on the basis of the indicative business case, noting that
this focused on the transport intervention and did not contain detailed analysis or
options to realise the urban development benefits

4 agree that a tunnelled light rail solution is this Government’s preferred way forward,
with further detailed work to follow to refine the Establishment Unit's recommended
Sandringham Rd corridor.

5 agree that the project should be planned as an integrated transport'and urban
development programme with a strong focus on the/inffastructure,dand use, urban
interventions and market enablement required to.achieve the sutcomes to be
confirmed by Sponsors

6 agree the project will follow a ‘zero harm and‘thriving infrastructure’ approach, to be
embedded at all levels of the project including governance and procurement

7 agree that the project should progress into adetailed planning phase and the
mandate for this next phase wilkin€lude work across a number of partners to:

7.1 undertake masterplanning acrass the Corridor and investigate the scale and
costs of urban dévelopment.and housing uplift possible and how this could be
achieved

7.2 scope and progress a business case as required to inform a final investment
decisiondncluding.any/necessary detailed business case and programme
business case‘components

7.3 examinesand-eptimise the preferred tunnelled light rail solution to consider
whethercost savings can be made

7.4 Undertake further community, Maori, stakeholder and market engagement

7.5 Undertake the necessary analysis and planning to understand the package of
urban interventions needed to deliver sponsors outcomes

7.6 Refine the proposed solution to ensure it is integrated with wider planning for
growth and transport across the region, including the Additional Waitemata
Harbour Crossing, Auckland Rapid Transit Plan and Kainga Ora Large Scale
Projects

7.7 Develop an approach to minimise business disruption, including the
development of a package of support, including financial support, for serious
business disruption for the project that will apply from the beginning of
construction
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7.8 Further investigate opportunities to reduce embodied emissions across the
integrated transport and urban development programme

7.9 Agree a preferred entity to deliver the project and confirm the associated
governance, roles and responsibilities and accountabilities

7.10 Determine the preferred funding and finance arrangements for the delivery of
the project

7.11  Develop a consenting strategy, route protection and the preparation of
associated applications for consenting, including consideration of use of the
Urban Development Act 2020

7.12 Develop procurement and land acquisition strategies

7.13 Develop an approach to the design, delivery and operation of the projectthat
takes a zero tolerance to health and safety associated harm approach,
following best practice

7.14  Other required activities, which may include early"works

note that Officials have advised that the work programme farthe detailed planning
phase could last approximately two years

note that at this stage it is not expected that'the ultimate delivery entity will be
responsible for the delivery of significant urban dévelopment beyond opportunities
over and adjacent to stations

note the cost of tunnelled light rail is curréntly-estimated to be $14.6 billion (P50) and
$23.1 billion (P95) but that this exXcludés the'costs of enabling urban development
outcomes in the Corridor

note that the Establishment Unit.concluded that a range of funding sources should
contribute to fund the eapital expenditure as recognition of the various beneficiaries,
including

11.1 Infrastructure=Funding and Finance levy
11.2 General'rates
11.3 Business rate supplement across Auckland

11.47 _Development contributions, which will recoup growth-related elements of
Auckland Council’s contribution from developers

115 Strategic land acquisition and intervention has the ability to generate funding
for the Project, and will need to be considered in more detail in the next phase
business case

agree that a mix of funding will be needed to cover the costs of the project which will

be further investigated during the next phase, and that this is likely to include Crown,

National Land Transport Fund funding, value capture and Auckland local government
sources subject to future agreement

agree that in accordance with the beneficiaries pays principle, beneficiaries of the
project, including landowners, will be expected to contribute to funding the project
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note that, notwithstanding the need for a mix of funding sources, a significant Crown
contribution will be required to fund the project

note that the Ministry of Transport, the Treasury and Waka Kotahi are jointly leading
a Review of Land Transport Revenue which will develop guidance for funding and
financing large scale land transport projects such as ALR and this will inform Officials
advice on the funding package for ALR

note that the Minister of Transport is developing a more coherent and consistent
national approach to Crown investment in rapid transit projects and intends to report
back to Cabinet in the first half of 2022 with a view that the agreed approach should
guide final Crown decisions about investment in Auckland Light Rail.

direct the Ministry of Transport, the Treasury and Waka Kotahi to work with the
Ministry of Housing and Urban Development, Auckland Council and the ALR Unit to
recommend a funding package that can be implemented for the project, including the
consideration of an Infrastructure Funding and Finance levy and a spegific value
capture tool, including any required legislative changes

agree for the Government to signal its intent to use yalde capture as.part of the
funding package in any future announcements

agree that a partnership of the Crown, Auckland‘Council and mana whenua should
be established as the foundational and enduring framework’for overseeing the
project, supported by agreed objectives,to be confirmed through a Sponsors
Agreement

agree that the Minister of Transpert, Minister of Finance and Minister of Housing act
as the project sponsors alongsideyrepresentation from Auckland Council and mana
whenua

direct the Ministry of Transport, the Treasury and the Ministry of Housing and Urban
Development to woerk with Auckland Council and mana whenua to prepare a
Sponsors Agreement

note that taking the projectforward and realising the benefits relies on commitments
and investments by/both.the Crown and Auckland local government

agree the governpanee arrangements for the next phase will consist of project
sponsors, aponsors forum, a Crown established competency-based project board
and a seri€s,of partner agreements

note’that an ALR Unit will be established to progress the project through the next
phase,of detailed planning and will continue until decisions are made and
implemented on the transition of this unit to the final delivery entity

note the transition from the ALR Unit to the final delivery entity:

25.1  will be designed to ensure a high-degree of continuity in board members and
staff, to maintain momentum, knowledge and commitment to the project

25.2 will create a formal legal entity to see the project through the final stages of
planning before it moves onto delivery
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25.3 should be planned to occur in the second half of 2022 as this is likely to be
necessary in advance of consenting and land acquisition processes. More
information on the timing of this will be included in our report back in April
2022

authorise the Minister of Transport, Minister of Finance and Minister of Housing, in
consultation with Auckland Council and mana whenua, to take decisions as required
in relation to the setting up of to the governance arrangements, assurance
framework, the accountability mechanisms and, ALR Unit for the next phase

agree that Cabinet will appoint the competency-based board for the next phase, and
for the Minister of Transport, Minister of Finance and the Minister of Housing to
prepare a paper for the Appointments and Honours Committee, expected to be
lodged by April 2022

note that the Minister of Transport, Minister of Finance and the Minister of Heusing
are likely to seek an exception to the Cabinet Fees Framework for the gompetency-
based board given the complexity and scale of the project

direct the Ministry of Transport, the Treasury and the ‘Ministry of Housing and Urban
Development to finalise the governance arrangements, assuranceframework and the
accountability mechanisms and set up the ALR¢Unit 16 take forward the next phase,
working with Auckland Council, mana whenua Auckland Transport, Kainga Ora,
Waka Kotahi, Te Waihanga Infrastructure €ommission ‘and‘the Establishment Unit

note the ALR Unit will be responsiblefer enteringiinte any necessary partnership
agreements to deliver against sponsers/expectations

direct the Ministry of Transporisthe Treasufy"and the Ministry of Housing & Urban
Development to work with Auekland Council, mana whenua, Auckland Transport, ,
Kainga Ora, Waka Kotahi.and the EstabliShment Unit to scope and initiate the next
phase including to caonfirm.the mandate for the ALR Unit and the parameters of future
business case work, and'the project assurance mechanisms

authorise the Minister of Transport, Minister of Finance and Minister of Housing, in
consultation with*Auckland Council and mana whenua, to take decisions as required
in relation to the detailedhparameters of the next phase, the scope of the business
case and the mandateo the new ALR Unit

agree that the/Establishment Unit and the existing governance arrangements will
continue antil'such a time that the ALR Unit has been set up, and that this is
expectedito.be no later than April 2022

note that Kainga Ora is preparing its business case for the Large Scale Projects in
Audckland and these include the Mt Roskill and Mangere precincts within the City
Centre to Mangere Corridor, which are due to go to Cabinet in March 2022

note the need for alignment between the ALR project and Kainga Ora’s Large Scale
Projects in Mt Roskill and Mangere to identify dependencies and maximise benefits
from Crown investment

note that Auckland Council will have significant responsibilities to enable the delivery
of light rail as part of an integrated programme of urban transformation and will need
to make commitments to enable the project, including:
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36.1  working within a wider partnership to develop a shared vision

36.2 planning and investment to enable the required scale of urban transformation
36.3 statutory planning functions

36.4 masterplanning throughout the Corridor

36.5 working with Auckland Transport to confirm long-term ownership and
operation, including opex

36.6 supporting the development and implementation of value capture
mechanisms

36.7 community and stakeholder engagement

invite the Minister of Transport, the Minister of Finance and the Minister of Housing
to report back to Cabinet in April 2022 to seek authorisation to enter into‘a Sponsors
Agreement and provide updates on project progress, ineluding on the approaches to
land acquisition, value capture and establishing the fihal'delivery'entity

note that funding for the remainder of the finangialyear 2024=2022 is intended to be
from the NLTF and that this is a matter for the\Vaka Kotahi‘Beard to approve
pursuant to the Land Transport ManagementAct 2003

note that the funding of the next phase of work from.1 July 2022 onwards will be
subject to a bid as part of Budget 2022 which could fund the next operating unit’'s
activities, including:

39.1 an allowance for strategie’landfacquisition

39.2  supporting policyswvork

39.3 the reimbursément of Waka Kotahi for costs incurred in setting up the ALR
Unit and gevernance arrangements

note the Treasury will also be seeking additional funding to support its involvement in
the next phase through'Budget 2022

note that a pationally consistent strategy for the planning, funding, ownership,
operation.-and,delivery of rapid transit in New Zealand is needed

notesthe Minister of Transport and the Minister of Finance intend to progress the
Additiopal Waitemata Harbour Crossing (AWHC) project alongside ALR

direct the Ministry of Transport to work with Waka Kotahi, Auckland Transport, the
ALR Unit, the Treasury and others on aligning the projects

invite the Minister of Transport to report back to Cabinet in 2022 on progress on
aligning the AWHC and ALR projects

direct the Ministry of Transport to develop a policy work programme in consultation
with the Treasury, the Ministry of Housing and Urban Development, the Ministry for
the Environment and other policy agencies
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46 invite the relevant portfolio Ministers to work with the Minister of Transport to give
direction to departments on their involvement in the policy work programme

47 agree that the Minister of Transport, in consultation with the Office of the Prime
Minister and the Ministers of Finance and Housing, make future announcements for
the project based on these Cabinet decisions

Authorised for lodgement
Hon Grant Robertson

Minister of Finance

Hon Michael Wood

Minister for Transport
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Appendix 1: Detailed Options Assessment

Light rail via Dominion Road

Light metro via Sandringham

Tunnelled light rail via
Sandringham

CAPEX P50° $9bn $16.3bn $14.6bn
CAPEX P95 $13.7bn $26.4bn $23.1bn
Annual P50 OPEX $104m $104m $119m
Benefits (NPV) $8.1bn $13.9bn $11.7bn
Costs (NPV)* $7.1bn $11.2bn $10.4bn
BCR without WEBs 0.6 0.6 0.6

BCR with WEBs 1.1 1.2 1.1
Project NPV with WEBs |$0.909bn $2.745bn $1.314bn
Project NPV without -$3.079bn -$4.242bn -$4.446bn
WEBs

Travel time: 58 minutes 36 minutes 43 minutes
Full route

Travel time: 37 minutes 27 minutes 32 minutes
Mangere to mid town

Travel time: 17 minutes 12 minutes 12 minutes
Mt Roskill to mid town

Boarding’s 20.3m 35m 31.2m

Access to City Centre
and Airport employment

475,600 households within 45
minutes of central city and airport

569,600 households within 45
minutes of central city and airport

515,900 households within 45
minutes of central city and airport

Carbon tonnes saved by
2081

860,000

940,000

980,000

Auckland wide mode
shift in 2051

1.34% reduction in daily car person
trips relative to do-minimum.

1.64% reduction indaily carfperson
trips relative to*do-minimum

1.59% reduction in daily car person
trips relative to do-minimum

Growth in the CC2M
corridor®

4,100 — 20,000 increase in homes
3,700 — 12,000 increase in jobs

5,100% 35,000 increasesin homes
5,300 — 167000 increase in‘jobs

5,000 — 35,000 increase in homes
5,300 — 16,000 increase in jobs

Deliverability

Disruption to traffic and business;
with noise and dust issues along the
route for 6.5 years with related
consenting risks

Disruption _limited\to station locations
due to tunnelling

Tunnelling reduces disruption and
environmental impacts. The
southern section creates similar
disruption to Light Rail

Impacts on Te Ao Maori

An increase from 276¢100 jobs
accessible within 45'minutes of
Onehunga and Mangerefto 652,000.
Requires acquisition of Maoridand
and disruptions’to cultural sites'such
as the effects atPrincess Street, Te
Awa Te'Wai 6"Horotiu along Queen
Street andiassociated, Pa:

An inerease from 276,100 jobs
accessible within 45 minutes of
Onehunga and Mangere to 916,700.
Potential impact on aquifers and
lava caves when boring close to
Mangere bridge or Puketapapa.

An increase from 276,100 jobs
accessible within 45 minutes of
Onehunga and Mangere to 781,900.
Potential impact on aquifers and
lava caves when boring close to
Mangere bridge or Puketapapa.

Property acquisition

489 surface properties

168 surface property acquisitions
and 437 subterranean properties

167 surface property acquisitions
and 434 subterranean properties

3 Capital costs shown are nominal. P50 and P95 costs respectively represent a 50 per cent and 5 per cent chance that costs will exceed this amount. Benefits
are monetised and are calculated as Net Present Value (NPV), using a 4% discount rate.
4 Escalated P50 capital and operating expenditures, discounted to NPV figures.

5 the range presented reflects a lower impact transport only scenario, through to a higher impact transport plus wider non-transport urban interventions
scenario, including elements such as land use change
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Appendix 2: Indicative sequencing of decisions based on two-year programme

Key Crown
decisions

Decision to progress

Project
Work

Programme

Policy Work
Programme




Appendix 3: An explanatory note on Zero harm and thriving infrastructure

Zero Harm

1

The ‘Zero Harm’ concept refers to a health and safety ethos and approach that
ensures no individual (employee or not) is exposed to potential harm. What this
means is that both the work itself, as well as the workplace, are specifically designed
to ensure there is little to no risk involved in any and all activity.

A prominent example of zero harm in infrastructure is the London 2012 Olympics
build, wherein a wealth of safety culture practice, including worker involvement, was
deployed. The build spanned four years and 62 million person-hours, and for the first
time in Olympic history all projects were completed without a fatality.

Among the many legacies of the 2012 Games was a more capable, reliable,
innovative, healthier and safer sector, that has in turn been re-deployed on even
more complex infrastructure programmes.

Embedding a zero harm approach in the design and build of Auckland Light Rail
could see the project completed with similar outcomesta the 2012 Games, resulting
in a more resilient construction sector.

Thriving infrastructure

5

Thriving infrastructure extends beyond the‘eoncept of ‘zero harm’ and refers to the
realisation of broader benefits through the.work. Such\broader benefits include new
and innovative ways of working, including the transfer of knowledge, enhanced
worker well-being and capability development.in,the next generation of workers - and
as a result the opening up of the wider efficieney and productivity opportunities and
benefit inherent in the investment)

The central tenet to thriving infrastructure is ‘care for people’. This means that
worker well-being, propersupervision; and skills and capability development for a
workforce engaged largely from, lecal communities, become an explicit part of the
design, planning;costing and, beyond that, monitoring and governance of the
infrastructure investment.

If done well, ‘care for people’ can contribute materially to increasing human capability
and social cohesion:

A people centred*focus will improve productivity through, for example, improved
worker engagement and alignment of incentives across the supply chain. A recent
New Plymeuth District Council project evidenced a cost reduction of 15% and
impfoved labour productivity of 39% through increased innovation in understanding
andhadjusting the way work is done.
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Appendix 4: Climate Implications of Policy Assessment (CIPA) disclosure

Introduction

1

This carbon emissions estimate for the Auckland Light Rail (ALR) CIPA and CIPA
disclosure is based on the best information currently available. The ALR project is
still early in the project lifecycle, following Cabinet’'s mandate to start a new process
in March 2021. This mandate included setting up an Establishment Unit to produce
an Indicative Business Case (IBC) within 6 months. As such carbon emissions
estimates, as should be expected at this early stage, are indicative only due to the
further work required to better understand wider outcomes, project scope and
detailed construction impacts.

The decisions to be made in November are ‘macro scope’ decisions on route and
mode, reflecting the indicative nature of the work to this point. Final investment
decisions are not being made at this stage. Early stage carbon emissions
assessment has helped to differentiate between route options and modes, by
estimating the relative carbon impacts of each option.

As the project progresses, there will be a number of opportunities for, Cabinet to be
updated on the climate implications of this project, as well as furtherdecision
points/stage gates. These will be informed by ongoirng analysis,of the carbon
emissions estimates for both ALR and the wider pragrammejalongside the next
business case work to determine the scale andwature, of costs and benefits.

ALR is one project within a programme of\works planned through the Auckland
Transport Alignment Project (ATAP)and is an integral part of Auckland’s strategy to
meet urban and transport challengesxThe ATAR ‘plan has been considered within the
Climate Change Commission’s-findings. This represents a holistic and joined up
approach to reducing the climate impagct-ofiransport within Auckland, which requires
a step change through increasing public transport use.

To support development of'the early stage carbon estimate, collaborative
engagement has been‘undertaken with the Ministry for the Environment including
weekly meetingseacly in the project, to guide development and provide early
feedback and challengecen the approach.

As with the IBC itself, the CIPA has drawn on a wide range of subject matter experts
to test key assumptions, undertake quantitative analysis and ultimately improve the
validity of the,forécast.

Approach / basis of estimate

7

Thepresented carbon estimate is a combination of bottom-up and parametric
analyses, reflecting the differing development status of various aspects of the project.
Abroad range carbon estimate has been developed, reflecting a direct impact
scenario that accounts for emissions from activities such as construction, operations
emissions, transport system users and indirect emissions. This includes reduced
carbon emissions due to changes in land use intensification and avoided
construction.

In particular it should be noted that the construction related emissions at this stage of
the project are top down estimates and are especially uncertain as they are not
correlated to a refined construction design that includes detailed quantities of
material.
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10

11

Noting the significant uncertainty with the transport related components and difficulty
in assessing the wider strategic impacts to land use, housing and travel patterns at
this time, we recommend that the CIPA estimates be provided as relative “order
of magnitude” estimates of the options and associated narrative, rather than
absolute estimates.

International experience with similar strategically significant schemes indicates
material impacts to land use and housing in the areas served by rapid transit. Given
the wider strategic impacts of the project, Officials recommend that in addition to the
direct transport emission impacts of ALR, these indirect land use and housing carbon
impacts should also be accounted for, as an integrated transport and land use
solution.

Further, additional opportunities exist to reduce the carbon emissions of construction
as noted above via incentives to optimise construction impacts through design_and'to
reduce operational impacts. Efforts to reduce emissions and improve the
environment through investment in transport is reflected in the project’stoutcomes
and investment objectives. As the project progresses, measures willsbe introduced to
monitor the carbon impacts of design.

Next steps

12

13

14

During the next stages of the project a more detailed scopéwill be developed for
both design and route, and this will support fore accurate_reporting of the climate
change implications and better support decision making by Cabinet.

Cabinet updates and decisions are €xpécted tokerequired prior to completion of the
next business case, providing a fumber of oppertunities to assess the climate
implications before funding is committed.

A number of key climaterelated work programmes will be completed and guidance
released. Noting that one‘ofthe objectives of the ALR project to improve the
environment, it will bexdeveloped-reflecting this guidance and work within these
parameters to deliver against environmental outcomes.

Description of the Green HouserGas (GHG) emission impacts & CIPA methodology

Direct impacts

15

16

17

CIPA requires seporting on the direct GHG emission impacts of a proposal; direct
impacts of transport infrastructure projects are categorised as either embodied
(construction)\emissions or operational (enabled) emissions.

Construction carbon emissions are:

1671 emissions embodied within the materials of construction, particularly steel,
concrete and cement, asphalt, and glass and

16.2 emissions from fuel or electricity used during the construction, for example
during earthworks, plant operation and transport of material and waste.

Construction carbon emissions can be estimated based on concept designs or
derived from construction schedules of quantities. As CIPA is a high-level
assessment, estimates focus on the most significant carbon emissions sources: the
construction of stations, rail tracks, tunnels, and bridges. Estimates of carbon
emissions from construction of new roads associated with the scheme, manufacture
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of rolling stock and fuel used for the transportation of materials are not available at
this early stage of scheme design.

Counterfactual / do-minimum construction emissions exclude emissions due to
manufacturing activities, such as those relating to electric vehicle production. It has
also been assumed that construction materials are sourced from NZ.

Operational carbon emissions are associated with the ongoing operational use of
constructed infrastructure. For light rail, the most significant operational emissions
are those from the electricity used to energise the rail systems and stations; for the
transport network, the most significant operational emissions are the enabled
emissions that arise from vehicles (cars, buses, trucks) using the roads. Enabled
emissions are the largest contributor of carbon emissions across New Zealand’s
transport network - these are the very carbon emissions that New Zealand aims'to
reduce through the transport priorities being consulted on as part of the draft
Emissions Reduction Plan.

The CIPA results present the change in embodied and enabled carben emissions
that is expected to occur as a result of the project (eitheran increase ora decrease
in emissions), rather than the total emissions arising:frem transpaortdemand on
infrastructure. For CIPA, the preference is for change in enabled emissions to be
reported out to 2050. At minimum a timeframe ¢f 10 years (post'construction), in 5-
year intervals is required.

To inform this estimation, the predicted future traffiC and public transport movements
with the project in place (referred to as'the "do-intervention" scenario) must be
compared against the traffic and public tfransport'movements that would be expected
without the project in place (the.cetinter-factual, also referred to as the "do-minimum"
scenario).

For this transport proposal:

221  “Do-intervention’emissions will be those arising from the operational
electricitysusage of the transport system, the mode shift the project is
expectedtorinduce, ‘and emissions derived from construction of the scheme.

22.2 The counterfactual (“do-minimum”) emissions are those that are expected to
arise withoutALR as passengers continue to use existing public transport
optionstand/or light vehicles.

As this projechis intended to reduce light vehicle use and/or increase public transport
throughput, .enabled emissions are expected to reduce as a result of the project
(often referred to as avoided emissions).

Indirect impacts

24

25

The CIPA disclosure may include an assessment of the indirect emission impacts
that may occur over a longer timeframe as a result of the policy or project.
Quantifying these impacts is inherently more uncertain, and it is not a mandatory
requirement of the CIPA analysis, however for ALR these are significant and should
be considered.

For the ALR proposal, indirect impacts are primarily those that arise from/associated
with the land use intensification that the project would encourage. These include:

25.1 Proposed higher density housing to be constructed at stations
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25.1.1  High density housing is more carbon-efficient from a construction
and operational view (optimised and reduced floorplate sizes, more
efficient use of building materials, insulated housing requiring less
heating, energy efficient appliances and services etc.)

25.1.2  More high-density housing avoids the need for expansion of
housing in greenfield areas, and results in reduced new
infrastructure requirements to service these developments (e.g.
carbon emissions savings from avoiding the construction of roads,
water infrastructure, or the installation of utilities etc.). At this early
stage only the carbon emissions savings from avoiding the
construction of roads have been assessed due to lack of available
data.

25.2 Economies of agglomeration can be defined as agglomeration benefits which
measure the productivity gains that arise when increased spatial
concentration results in higher efficiency

25.3 Reduced peak travel demand

25.3.1  Light rail reduces the number of €ars on roads and subsequently
reduces peak travel demand (this\avoids the"need to construct new
roads and car parks).

The counter-factual case emissions are based on the“Auckland plan, with housing
density that is lower than would be allowed with ALR«(due to land, development and
transport constraints). A lower number of pegpleiving in a compact urban form
configuration would generally mean highepemissions per capita.

Results of the CIPA assessment

Direct impacts

Construction emissions

27
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Indicative construction emissions for a light rail system along Dominion Road are in
the range of 3,300 to 7,700-tCO2e/km (tonnes of carbon dioxide equivalent or
“carbon emissions” per-kilometre).

By comparisony’indicative construction emissions for a light metro system are in the
range of 11,4000 33,900 tCO2e/km. Construction carbon emissions for light metro
systems are much higher because of the high level of embodied carbon emissions
produced from the construction of large underground tunnels and stations
(predominantly tunnelling, spoil removal, concrete and steel).

Gapsrin this early stage analysis have been accounted for through the application of
a factor of uncertainty of +/- 40%. This is presented in the ranges below. The
uncertainty factor is due to the early stage of the project and uncertainty based on
the resolved level of detail available at this stage of the project. There are other
variables that are yet to be assessed in the next business case that will also
contribute toward reducing the uncertainty level.

Carbon analysis of shortlisted options provides a range as follows:
30.1  Option 1b Light Rail Dominion Road: 24 km and 22 stations which results in
an indicative carbon range of 79,000 to 185,000 tCO2e
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30.2 Option 2a Light Metro Sandringham Road: 24 km and 17 stations which
results in an indicative carbon range of 349,000 to 814,000 tCO2e

30.3 Option 3 Tunnelled Light Rail Sandringham Road: 24.5 km and 18 stations
which results in an indicative carbon range of 280,000 to 653,000 tCO2e

Any option with tunnelling and large underground stations will have a significantly
larger carbon footprint, due to the large amount of steel and concrete required to
construct underground tunnels and stations combined with increased fuel use
associated with excavating, tunnelling and transporting both excavated materials
from site and construction materials to site.

The construction of bridges along the alignment are acknowledged as another large
source of embodied carbon emissions due to the concrete and steel use. However;
as there is little difference in the length and type of bridges proposed for each, of\the
options, these not seen as a relative differentiator between route options.

Assumptions:

33.1  The construction of new roads, manufacture ofirolling stockyand fuel
associated with the transportation of construction/excavated material have
been excluded from these early stage carbon'emissions‘estimates, due to
lack of available data at this time. This has/teen@ccounted for in the applied
factor of uncertainty of +/- 40%. This uncertainty\factor is due to the early
stage of the project and uncertainty based on resolved level of detail available
in design at this stage of the project. Other variables to be further assessed in
the next business case (e.g. eonstruction*bill of quantities, construction
method and programme, relling stock specifications etc) will refine the carbon
estimation and reduce‘thisyuncertaintytevel.

33.2 Where data and/knowledge{gaps-have existed, early-stage multipliers and
estimates for steel.and conerete material use have been derived from
relevant projecticase studies.

33.3 Embodied"emissions,from the construction of tunnels and underground
stations have been derived from previous studies and other similar projects of
a similar scale.

33.4 Constrdctionris assumed to commence in 2024 and finish by 2031.

Operational emisSiens from electricity use

34

35

“‘Do+intervention” emissions associated with the use of electricity required to energise
theylight'rail system:

34.1 Light rail systems typically consume 0.08 kWh/seat-km, whereas light metro
systems typically consume 0.07 kWh/seat-km.

Gaps in this early stage analysis have been accounted for through the application of
a factor of uncertainty of +/- 40%. This is presented in the ranges below. The
uncertainty factor is due to the early stage of the project and uncertainty based on
the resolved level of detail available at this stage of the project. There are other
variables that are yet to be assessed in the next business case that will also
contribute toward reducing the uncertainty level.
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Indicative total operational emissions (per year) are therefore in the range of:
36.1  For Option 1b Light Rail Dominion Road: 1,100 to 2,700 tCO2e/year
36.2 For Option 2a Light Metro Sandringham road: 1,300 to 3,000 tCO2e/year

36.3 For Option 3 Tunnelled Light Rail Sandringham road: 1,000 to 2,400
tCO2elyear

Similarly, there is significant carbon reduction potential through the application of
regenerative braking technologies to light rail system rolling stock, in order to
optimise operational energy use and reduce energy demand.

Over a project lifecycle the carbon savings can be significant. This will be furthet
investigated as rolling stock specifications are further refined. Gaps in early stage
analysis have been accounted for through the application of a factor of uncertainty of
+/- 40%. The uncertainty factor is due to the early stage of the project and
uncertainty based on the level of resolved design detail available at this stage of the
project. There are other variables that are yet to be assessed in thei\next business
case that will also contribute toward reducing the uncertainty level

Electricity emission factors from 2018 were used andvappli€d-for all years of
operation (the latest emission factors published by/the Ministry for the Environment).
Note that as the New Zealand electricity grid'continues'to~décarbonise toward net
zero by 2050, this will contribute further teward the ‘carbon reduction benefit of this
project.

These estimates do not take into'a€count the impact of slope/gradient on operational
energy usage, nor does it factorin operationalemissions from stations or depots.
Further design resolution daring-the next business case will provide opportunity to
estimate these carbon impacts.

Operational emissions from transport<systém users

41
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The counter-factual-(“do-minimum”) emissions are those that would arise if those
passengers used existingpublic transport options and/or light vehicles.

41.1 Indicativetotal emissions for Auckland’s transport network are estimated at
3,552,000tC0O2e in 2031 and 1,706,000 tCO2e in 2051.

Light rail isexpected encourage mode shift and increase urban development and
densification’along the corridor which can be expected to result in reduced overall
carbon.emissions across Auckland’s transport network

421" Mode shift of passengers shifting from private vehicle to more sustainable
travel modes (active and public transport) is in the order of 5% to 6.5% (by
2051) across the whole of Auckland’s transport network during the morning
peak. This informs the emission savings from in the transport system due to
use of larger capacity of vehicles compared to private cars.

42.2 The options are expected to induce an increase in the residential population
along the City Centre to Mangere corridor by approximately 46,500 to 81,500
people by 2051. Higher density housing can support emission savings when
compared to low density greenfield housing.
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Gaps in this early stage analysis have been accounted for through the application of
a factor of uncertainty of +/- 40%. This is presented in the ranges below. The
uncertainty factor is due to the early stage of the project and uncertainty based on
the resolved level of detail available at this stage of the project. There are other
variables that are yet to be assessed in the next business case that will also
contribute toward reducing the uncertainty level.

Based on this, the change in operational emissions (in 2031) is expected to be in the
order of:

44.1  For Option 1b Light Rail Dominion road: — 4,900 to — 11,300 tCO2e
44.2 For Option 2a Light Metro Sandringham road: — 10,100 to — 23,500 tCO2e

44.3 For Option 3 Tunnelled Light Rail Sandringham road: — 8,400 to — 19,600
tCO2e

Based on this, the change in operational emissions (in 2051) is expeetedito be in the
range of:

45.1  For Option 1b Light Rail Dominion road: — 434400 to -+31,200 tCO2e
45.2 For Option 2a Light Metro Sandringham read: — 17,600 to — 41,200 tCO2e

45.3 For Option 3 Tunnelled Light RaihkSandringham road: — 16,800 to — 39,200
tCO2e

Indirect impacts

Avoided construction of new roads

46
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Emissions savings are €xpected toresult from avoiding the need to accommodate
increased peak travel, demand through the construction of new roads and car parks
(in a scenario where/light rail isspot constructed).

Initial estimates‘show that.alhoptions reduce peak travel demand by approximately
8,900 to 9,800 vehicles, by 2051.

Gaps in this early-stage carbon analysis have been accounted for through the
application of-avfactor of uncertainty of +/- 40%. This is presented in the ranges
below. The uncertainty factor is due to the early stage of the project and uncertainty
based on the resolved level detail available at this stage of the project. There are
otheryvariables that are yet to be assessed in the next business case that will also
contribute toward reducing the uncertainty level.

48y1 This results in total carbon emissions savings in the range of:
48.1.1  For Option 1b Light Rail Dominion road: —17,500 to — 40,700 tCOZ2e

48.1.2  For Option 2a Light Metro Sandringham road: — 18,400 to — 43,000
tCO2e

48.1.3  For Option 3 Tunnelled Light Rail Sandringham road: — 18,200 to —
42,600 tCO2e
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