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DRAFTING NOTE -

This document represents an Interim Draft Commercial Case of approximately 50%
completion.

50% completion is defined as having:

e alargely complete ‘front-end’, including infroduction, purpose, approach and
methodology, relevant frameworks efc, noting that future market sounding, sponsor
guidance and / or any changes made to other workstreams may impact the front-end
chapters

e indicative packaging opfions based on precedent models, and high level analysis-ef
potential contracting models reflective of available ALR procurement objectives,
technical information, project scope/definition and current gssumptions,

a high level procurement timeframe.

articulation of principles and key considerations for the recommefaed delivery
model, which will be developed further to reflect more defailed projéet scope, staging
technical specifications, and market feedback on greject spéeifie areas.

This document refers to ‘emerging’ outcomes (e.g. emerging preferred packaging options).
This language has been used specifically for the 50%,version-of the document, and will be
removed for future iterations, as this document develops; further.

The Commercial Case focuses primarily on &l delivefy of'the transport intervention, with
limited discussion on the interface betweeniihe transport solution and the urban solution.
This will be developed further in future Updates dnee the urban solution (particularly in the
context of over and / or integratedstation develdpment) is further progressed.



[Drafting Note: this section will be refined to align with Infroduction Chapters of other Cases]

1.1 Purpose

The purpose of the Transport Commercial Case is o provide evidence on the commercial
viability of the Auckland Light Rail City Centre to Mangere project (ALR CC2M / the Project).
The Transport Commercial Case identifies the preferred procurement and delivery madels for
ALR CC2M.

1.2 Scope of Transport Commercial Case

The Transport Commercial Case:

e documents the process and approach to developthe Transpart Commercial Case
e defines and describes the Project, its objectiyes 'dnd key, risks

e defails the information relied upon in developing the Transport Commercial Case,
including:

o New Zealand Government guidelines afd requirements (e.g. Better Business
Case Guidelines, Construction Seetor Accord, and Procurement Rules and
Guidelines

o previous Indicative BUsiness €ase (IBC) assessments

o market precedént, markétinfelligence (undertaken in September 2023) and
market sounding (to besundertaken in early 2024) feedback.

e Outlines the propesed procurement and delivery models for ALR CC2M, including
packaging andicontracting options

e [outlines thelcommergial principles for the relevant procurement and delivery
models]

e [outlines the procurement process, including potential timeframes and evaluation
process]

e [any otherrelevant considerations].

[Drafting NoteYellow highlighted bullets in Section 1.2 will be developed in a subsequent
updatesto the Commercial Case]

1.3 Background

13.1 Project background

ALR CC2M is a 24 kilometre passenger fully autonomous (Level 4 Grade of Automation
(GOA4)) light metro railway running between Wynyard Station and Auckland Airport
including surface, elevated and tunnel running frack. It is infended to be the first part of
Auckland'’s future rapid fransit network and establish the spine of the network. It will
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eventually link intfo the Northwest Rapid Transit and the Waitematd Harbour Connections
projects.

The Project will enable the City Centre to Mangere Corridor (CC2M Corridor) to accommodate
significantly higher growth in a way that enhances the quality of life, equity, social cohesion
and the environment. It also will provide critical connectivity to jobs, education, health and

social services, and amenities.

Currently, the wealth, transport access, liveable places, and quality housing are inequitably
shared among residents along the ALR CC2M Corridor, with disparities often apparent
between demographic groups. Given the critical role of the ALR CC2M Corridor in the life and
economic performance of Tamaki Makaurau Auckland as a whole, addressing these
challenges is of fundamental importance.

132 Unique requirements of the Project

The Projectis a significant investment for Auckland and is of a scale that wilkchallenge the
market and New Zealand'’s financial and delivery capacity. ALR.CC2M's complex scope will
require the integration of multiple different elements that arellikely te~be&  delivered by
different suppliers.

These factors suggest a bespoke delivery model will b&seguired, failored to:

the Project risks

staging and phasing

market capacity and conditions

stakeholder requirements

availability of funding

the client side experience délivering projects of this scale and complexity.

While there is significant globakéxperiencendelivering light metro projects with a similar
scope, it will be a completely’new'mode inRNew Zealand. Accordingly, lessons learned from
international precedent projects mustbe adapted to respond to the local market.

1.3.3 Indicative)Business Case

An Indicative BGsiness Case (IBC) was submitted in October 2021, which assessed a wide
range of tfransport optionssincluding various modes of public transport and route options.
Further analysis hastbeen undertaken since the development of the IBC to optimise the
Project scope. ThedBC analysis has been reassessed in this context.

The packaging’adnd contracting assessments undertaken as part of the IBC informed the
assessmefitof'delivery models that are unlikely to be suitable for ALR CC2M. However,
greatef reliance was placed on market precedent and the Market Intelligence process when
detémining the emerging packaging and delivery models.

14 Project and sponsor objectives

14.] Project requirements

Informed by the development of the Investment Logic Map (ILM), a number Project
requirements have been developed, which have informed the Transport Commercial Case.
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Figure 1: Minimum Project Requirements

Transport

The sclution shall provide high capacity, rapid public transport
batwesn the Wynyard Quarter, Liniversity precinct, Mount
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Accessibility

Tha sodution shall be wniversally accessible with products,
services, ard ervironments that can be acoessed, understood
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- . . disability ar ather factors.
Te Tiriti o Waitangi o ' '

Thi solutson shall be consistent with Te Tinti o Waitangi
[Traaty of Waitangi} and embody trug partnarship with Mana
Whenua and Maataa Waka

Future Proof

Tha sclution shall future proof and provide capacity o
accommodate integration and the current and planned
trangporl reebwork.

Community Disruption

The sclutson shall manage adwerse impacts 1o the community

during construction and operation Urbawy Devirdo pmatt

Tha sodution shall enable significant urban denvelopmesnt
potential.

Urban Form &
Thie solution shall support a compact urban I’nrr—rQ~
Integrated Communities
Thie soluticn shall enable quality integrat urities with
comnecthons and efficient access to key enerating
destinations such as emiploymsnt [ ication and health
facilities
Value for Mu@ : n;
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Thiz soluti e ve Oy Owar its anting
IiI'L*c:.'cIr_'

Exp
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Climate Change

The scdutson shall meet of excesd the MNew Zealand
Gowernment and Auckland Council's climate change
objectivas

Reliability and Availability
The sodution shall cperate with high reliability and availakdlity

Frequency
The sclution shall cperate with turn wp ard go frequency

Maintenance & Operations
The salutian shall be practical and economical U maintain
and opserang

Safety wvalues custamers, thair time and their
The selutian shall be safe 1o Canstruct, coerate, usa, mamntain

and dacommession
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A2 Public service delivery mo

Q.

Sponsor guidance requires that ALR CCQ\(\ is d ed under a ‘Public Service Delivery
Model’ for the fransport compone as interpreted as excluding the detailed
hi Xé;,

”%

consideration of Public Private P and or other private financing options.

Accordingly, the Transport C erC|c1I e does not include detailed analysis of the PPP /
private financed procure r the transport scope. However, for completeness,
packages that may be v‘ Ie o) ing delivered under these models have been identified.

1.5 Pr

g.organisation
[Drafting Note: this \M‘QeQur’rher populated following input from the Management Case;
which may also b, ?bjecf to the preferred contracting model, funding model and level of
\.é! e

government g e needed for particular contracting models.]

1.5.] blishment of ALR Ltd

&s ight Rail Ltd (ALR Ltd) was established as a limited liability Crown Entity Company
und chedule 2 of the Crown Entities Act. It is responsible for the planning and
development of the Project. The Transport Commercial Case assumes that ALR Ltd will be
the procuring organisation.

15.2 Capability and capacity assumptions

The Procurement Strategy was developed without being constrained by the required
capability and capacity of the procuring organisation. This includes an ability of that
organisation to deliver under a range of potential delivery models and complexities.
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Consistent with the New Zealand Construction Procurement Guidelines, a Client Capability
Assessment (in conjunction with the Management Case) would consider the following, and
as required supplement existing expertise in the ALR Ltd with any required support and

experience.

[Drafting Note: To be updated to align with the Management Case as relevant]

Table 1: Client capability assessment

Assessment
areas

Key questions

ALR CC2M Considerations

and contract
administration

ability to manage
complex delivéry
models?

What is AR [td's
ability/f6 develop'or
administer a new.
formdoOf'contractthat
has not beenused
previows|ye

Resource Are there adequate Managing a project of this scale and complexityAwill
resources within ALR require a large and experienced team.
Ltd to manage Additional resources are likely to be requiredito
complex delivery deliver the Project, which could be sourced through
models? recruitment or through precuring a Delivery Partner.
Oversight What level of The level of oversight yequired depends on the
oversight is ALR Ltd procurement model. Given the'degree of
able to provide? disaggregation and complexity'of certain package
scopes (eg thedlineswidedrains, Systems and
Signalling, Operations and Maintenance package), a
high degree“of/oversight is likely to be required.
ALR Ltag'willbe fullwrésourced to oversee the Project
delivery, with clearly established responsibility and
aeceuntability throughout the governance structure.
However s likely to require additional oversight,
which eould*be sourced through a Delivery Partner.
Management What is ALR Ltd’s ALR Lid is assumed to undertake a significant

recruitment programme to support project delivery
and have the ability to draw on local experience from
City Rail Link (CRL), PGhoi fo Warkworth PPP and
Transmission Gully PPP.

However, given the complexity of the Project and it
being a new public fransport mode, global expertise
with managing large and complex greenfield rail
projects is likely to be required.

Experience

Does ALR Ltd have
experience in
delivering complex
infrastructure
projectse

ALR Ltd was established to deliver the ALR CC2M
Project, and therefore, does not have experience
delivering any projects as an organisation.

It does have individuals with experience delivering
large projects, and can draw on the experience of
Sponsors and Partners. Further, a Delivery Partner
can supplement ALR CC2M's experience and
capability.

Private sector
and other
Government
agency support

What level of private
sector and other
Government Agency
support can
supplement ALR Ltd
capability and
capacity?

Specialist advisors across the technical, project
delivery, commercial, financial and legal disciplines
will supplement internal capacity and capability.

Input can also be sought from Government agencies
including Waka Kotahi, NZ Transport Agency (Waka
Kotahi), New Zealand Treasury and CRL Ltd.

ALR Ltd is assumed to supplement internal resources with international and local capability
required to deliver the Project.
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2.1 Policies and guidance

The Procurement Strategy documented in this Transport Commercial Case was developed
with regard to New Zealand procurement policies and guidance, including the Government
Procurement Rules 4th Edition (GPR) and Treasury Better Business Case Framework, and
global best practice. A summary of the key policies / guidance is provided in the table pelow.

Table 2: Key Proc

Policies /

guidance

urement Policies and Guidance

Description

ALR CC2M considerations

Government
Procurement
Rules

e The GPRs support
sustainable and inclusive
procurement through the
promotion of good practice
for procurement planning,
approaching the supplier
community and
contracting.

e ALR Ltdis a ‘mé@ndafed’ ageney and required to

follow the GPRs.

e The ProclUremeént Sfrategy must align with The

Principles of Goyernment Procurement and
meet, as many-€harter expectations as possible.

e Relevdnt rulesinclude those relating to open

adyertising, improving New Zealand business
involvement, contributing to social outcomes,
ang previding sufficient time for tendering.

Construction
Procurement
Guidelines

e Construction procurement
guidelines set out
standards of goddrdctice
for Governmefitagencies 1o
apply to projects.

e The guidelines’supplepient
MBIE's..Guide to
procurement’ Gnd'must be
read fogether with them
and the "Government
Rrocurement Rules’.

e, InCludes guidance on components of a good

procurement strategy.

e Additional relevant guidelines on matching

capability fo complexity, construction project
governance, project brief, whole-of-life, market
engagement, risk management, construction
skills and training, health and safety, sustainable
construction.

Better
Business
Cases

e ThHe'wurpose of Better
BUsimess Cases is to provide
objective analysis and
consistent information to
decision-makers, enabling
them to make investment
decisions for public value.

e The Better Business Case Framework outlines

the requirements for a Commercial Case at the
Detailed Business Case phase.

e This Transport Commercial Case is consistent

with the requirements, and supporting guidance
material.

Construction
Sector
Accord

e The purpose of the Accord is
to strengthen the
partnership between
Government and industry
and be a catalyst to
fransform the construction
sector for the benefit of all
New Zealanders.

Priority for better risk management and fairer
risk allocation so it sits with the party best able
to manage it.

Priority for better procurement practices and
improved pipeline management.

e Initiated changes to GPRs and construction
procurement guides

e Significant focus on growing the New Zealand
workforce and capability in any model.
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22 Broader Outcomes and Progressive Procurement

221 Overview and requirements

As noted in Table 2 above, the Procurement Strategy has been structured to deliver Broader
Outcomes which are the secondary benefits that are generated from procurement activity.
These include environmental, social, economic, and cultural benefits, and will deliver
long-term public value for New Zealand!.

An overview of the Broader Outcomes is provided in the figure below.

Figure 2: Public Value and the Broader Outcomes

\J

Public value Oa
Good quality

% Gnud price
i r r ru F.'“.“ |.--'\."'5-L' EOILIIlI:l'I ary _'fll' ar COSES ACinoss

that delivers your needs @Q Q e P:.-ula-l- .!-."l e

Efficiant Exonomic Ongaing
Effective ) . Market
Daliverad in i Up front and end
Mests ) supplier / .
e the right . LOFE PAsiL. e price of life
objectives skills < g y costs
W development @S

Source: New Zealand Government ProcuremeWe .

The Government has identified f rit b@jer outcome areas agencies should focus

on2, These are:

. increasing access f@ businesses to Government procurement
YE ve

2. increasing the g | of the domestic construction sector workforce
3. improvm Workers and future proof the ability of New Zealand
busine ’rrod

4, supporting ’rhé\onsiﬂon to a net zero emissions economy and assist the Government
to meet i’r;&’& of significant reduction in waste by 2020 and beyond.

As part of deli g against the Broader Outcomes, ALR Lid is required to follow the
Governmentis,Progressive Procurement Policy.

222 Q/ Progressive Procurement Policy

The Procurement Strategy has been developed consistently with the Progressive
Procurement Policy (developed by Te Puni Kokiri and the Ministry of Business, Innovation

! Public value includes good quality, good price, and good outcomes. It is defined in the Government Procurement
Rules as getting the best possible result from your procurement, using resources effectively, economically, and
without waste, and taking info account the total costs and benefits, and its contribution to the results you are trying
to achieve.

2 Broader Outcomes - New Zealand Government Procurement. (2019, May 27). New Zealand Government
Procurement.
https://www.procurement.govt.nz/procurement/principles-charter-and-rules/government-procurement-rules/planni
ng-your-procurement/broader-outcomes/
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and Employment), as well as Te Rautaki Maori (Maori Outcomes Strategy), which outlines the
high level approach for delivering on mana whenua and Mdori expectations.

From a policy objective perspective, this means:

e Setting progressive procurement targets - annual targets for volume and value of
contracts to be awarded to mana whenua and Maori enterprises, including baseline,
equality and equity targets

e Building capability and capacity - support the development and connection of
Maori businesses to increase participation in procurement processes, education and
training and access to finance and capitall

e Providing progressive employment opportunities - progressive procurement
policies and strategies include opportunities for Maori employment and workferCé
development.

[Drafting Note: The contractual mechanisms of the Progressive Proedrement(Pelicy will be
developed in further iterations of this Case]

22.3 Sustainable procurement

The Procurement Strategy is also designed to drive enyirommemptal /sustainable outcomes,
which is one of the four Broader Outcomes. A key inpuf into fhe'Procurement Strategy is the
Environmental Sustainability Strategy, which aims tox

e protect and restore the ecosystem withinitiHe corridor, improving the quality of
nature and human life

e create climate positive and low, carbon oute6mes for future development along the
ALR CC2M corridor

e encourage a regenerative\and circular approach fo development.

The Environmental Sustainability Strafegy will be considered at a number of points during
the procurement process and Reguest for Proposal (RFP) stage to ensure long-term
sustainability objectiyves are met over the Project lifecycle, including:

[Drafting Note: Deifdiled information of Environmental Sustainability Strategy application and
other sustainability policiesywill be included in further iterations of the business case]

224 Implementation of the Broader Outcomes

ALR Ltd and ifssRartners must be committed to delivering the Broader Outcomes
throughout the whole procurement lifecycle. This is likely to be best provided through the
development and adoption of a Sustainable Procurement Framework, which provides a
consistent’approach across the whole Project / programme.

The Procurement Strategy delivers on the Broader Outcomes and Progressive Procurement
through: [Draffing Note: Subject to further refinement in commercial principles.]

Table 3: Implementation of Progressive Procurement and Broader Outcomes initiatives

P t
rocuremen ALR CC2M considerations

phase
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Initiate Project

e ALR Ltd will confinue to work with its partners to leverage existing programmes,
shared understanding and expertise, and lessons learned.

e Establish partnerships with external enterprises to support delivery of Broader
Outcomes (eg Amotai). ALR Ltd partnerships facilitate the interface between
international contractors, the domestic market, and target groups to deliver
learning, employment, and supply chain opporfunities.

e Establish partnerships with mana whenua / Matawaka groups to identify and
understand potential opportunities for Maori businesses, and how local Maori
communities want to be involved in training, apprentices and programmes.

e Ongoing engagement with the local supply chain to ensure it is well briefed on
the potential opportunities and when they may come to market.

e Obftfain a cenfralised registry of Mdori businesses distributed to major localand
international contractors, including making it available through Government
Electronic Tenders Service (GETS).

Identify needs
and analyse the
market

[Further work to be undertaken on the Maori economy and the skillseiS«available
to deliver ALR CC2M]

Plan approach
to market and
evaluation

e Commercial clauses, including in the performance’/ payment mechanisms to
be included in major contracts to provide financial emd{other incentives for
confractors to deliver Broader Outcomeéesy4 Progressive Procurement.

e Broader Outcomes will be included in the Benefits realisation plan, risk
management plan, risk register, efc;
e Further work will be undertakef 0 yunderstand opportunities to directly

appoint certain scope elements where Maoribusinesses have the necessary
skillset.

Approach the
market and
select suppliers

e Be clear during all market engagement that delivery of Broader Outcomes
and Progressive Precurement’is.a critical success factor for the Project and
that it will be antevaluatiorncriteria.

e In sefting reqliréments,iftfender documentation and the evaluation
framework, refefencéxovthe following:

o p@ast performangeand any current internal diversity initiatives
o (plansfor engaging with the New Zealand supply chain
o, loCal content and supplier diversity requirements (subject to capacity).

¢ Tender responses to questions on Progressive Procurement and Broader
Qutcomes Will be evaluated with appropriate weight given.

e Thetender documentation will clearly articulate ALR Ltd's expectationsin
relation to the Broader Outcomes and Progressive Procurement.

Negotiate and
award contracts.

e, Mana whenua/Maori targets will be agreed with suppliers during negotiations
and incorporated into the contract.

e Joint development of Sustainability Management Plans.
e A mana whenua representative will be included in the Evaluation Team.

Manage
contracts,
reporting and
relationships

e A robust measurement, monitoring, and reporting framework, including a
Progressive Procurement Policy Reporting System.
e Conftractors will be required to regularly report on Broader Outcomes and

Progressive Procurement data / metrics, with the information consolidated in
the Project wide monitoring.

Reviews

e Ongoing regular reviews of the performance, impact and assessment of
performance, including holding sessions with partners, and contractors
throughout and / or after the project.

Commercial Case - Transport Page 8




3.1 Statutory approvals

[Drafting Note: this will be populated following input from the Consenting / Legal Teams.]

3.2 Consenting pathway

[Drafting Note: this will be populated following input from the Consenting / Legal Teams.]

33 Property acquisition

[Drafting Note: this will be populated following input from.th€ Propéerty. / Consenting / Legal
Teams. Noting some property acquisition may not be considered pre-implementation, and
respond to the staging options for the project.]
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4]

This Section sets out the service requirements for the Project, including technical

Infroduction

requirements for the construction, operations and maintenance for the transport solution, as

well as the staging profile, urban development scope covered in the Transport Commercial
Case, and the staging profile.

42

Project scope elements

[Drafting Note - Project Scope to continue to be developed refined through nexi’iterations]

421

Overview

A high levelidentification of the scope elements that comprise the ALR CC2M programme is
provided in this Section, which forms the basis of the pagkdging and contracting analysis in
the following sections:

Ancillary works

Civil works:

o

(0]

o

Tunnel
At grade and elevated

Stations (undergroundy at
grade, elevated) and station
developments

Line-wide works

o

(e]

(o]

Track work

Sighalling, raikand
felecommunication
Power‘and other systems

Depot/ maintenance and
stabling facilities

Rolling stock

Operations and maintfenance

(O&M)

Urban Development (including
adjacent station development).

Figure 3: ALR CQ2M proposed route

solilt
!

[PreE

This high level scope definition is sufficient for the purposes of the Transport Commercial
Case and developing a packaging and procurement model. More detailed scope and
requirements definition is provided in the Appendix A.

Commercial Case - Transport
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422 Civil works

The Project consists of 24 kilometres of civil works, including major funnel works between
Wesley and the Auckland CBD, with elevated, at grade and trenched works for the remainder
of the alignment.

Tunnel excavation and station excavation
The proposed tunneling works runs from Wesley station to Waihorotiu (Aotea) station.

The tunnel will comprise a single bore twin tfrack tunnel (monotube tunnel) with the up and
down tracks stacked on top of each other, separated by internal precast concrete structures.
It is anticipated that there will be one Tunnel Boring Machine (TBM) for the Project with/the
southern dive site located at the corner of Mount Albert and Sandringham Road (Wésley
Station). The southern portal will include a cut and cover structure and dive strucfure.

Following breakthrough at Dominion Junction, the TBM will be remoyved. The.second stage
will be a northern TBM drive from Dominion Junction to Vernon Street\ShaftyWhere the TBM
will be extracted. The tunnel civil works will also include station . excavation,for all
underground stations.

Figure 4: Tunnelled alignment

r

Statwon

Station

Domlmon Junction Sandringham
Un|ver5|t|es Statlon ngsland Station
Aotea Stauon Balm_oral i
' Station i
T 1
1 H

ﬂ

<
e

Az,\/ A\

Key
Earth WM Station — Alignmenttunnel Bl Viaduct et

At grade, trenched and elévated

The proposed surface, frenehed, viaduct and bridge works runs from Wesley Station to
International Airport(Station.

Approximately hdlf of the ALRMCC2M alignment is surface running (ie not in a tunnel, viaduct
or bridge). Viadécts arerequired in Onehunga and Wesley to overcome topographic
challenges, adverse badsalt ground conditions, groundwater, flooding and other spatial
constraints. Finallys, there will be a new bridge structure that crosses Manukau harbour to the
east of the existing SH20 southbound bridge.

There will be\one rail depoft situated in Onehunga. Whilst it is anticipated that the fitout of
the depof will be managed by a line-wide package (alongside operations, maintenance,
systetnsiand signalling), the depot civils structure could be managed by an at grade and
elevated civils structure.

The construction methodology programme recognises that contractors for Stage 1a will be
similar to those required for Stage 3a (and possibly Stage 3b). The programme as developed
has been structured so that the majority of contractors for Stage 1a can fransition across to
Stage 3a.
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Figure 5: At grade, trenched and elevated alignment
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Station civil works

Station civil works include a mixture of elevated stations»ah grade stations and underground
stations. Te Waihorotiu station, University sations, Dominion Junetion, Kingsland, Balmoral/ St
Lukes and Sandringham stations will be undergroundstations. Dominion Junction is a cut
and cover station, allowing for opportunities for,Integrated Station Development (ISD) /
Over-station Development (OSD) / Adjacen#”Stadion RDeyvelopment (ASD).

Wesley and Onehunga stations will be elevated stations with a viaduct running through the
middle. The remaining stations will be,at gradesstations, with minimal complicated civil
structures.

Utilities

Utilities are generally located within thesoad reserve to service adjacent properties. Gravity
assefs (sewers and storwdter infragstructure) may, however, run through private property
outside the road corfidar: Utility @ssets are owned by several companies that operate and
engage with third parties (such*as ALR Ltd) differently.

There are a number of existing services which are in direct conflict or close to ALR CC2M
infrastructure which heed to be diverted or relocated.

In order to undertake this investigations are required, and services protected or relocated (or
new services previded). New connections also need to be made for ALR CC2M infrastructure
(such as TBMeower, high voltage power (HV power), tfraction power (refer further below),
telecopmmunications infrastructure, water supply, wastewater connections, etc).

Utilities risk is lowered on this Project given the monobore tunnel typology (as compared to
at grade / trenched).

423 Line-wide works

Line-wide systems and works are critical to ensuring that the finished metro product is able
fo run smoothly, with integration of these works a key driver of overall Project success.
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Track

There is expected to be 24 kilomeftres of track along the ALR CC2M corridor. It is expected
that the frackform will be enftirely Slab Track for the mainlines.

Signalling and systems

The signalling system will facilitate the operation of 30 frains per hour per direction at peak
times.

Rail signalling will utilise the principals of a moving block system underpinned by a
Communication Based Train Control (CBTC) system. The CBTC provides continuous
communications between the wayside and frain, thereby enabling continuous Automatic
Train Control (ATC). ATC will be deployed to provide operational efficiency, whilst inclading
Automatic Train Protection (ATP) to automatically regulate train movements andmdintain
safe distances between trains. Automatic Train Operation (ATO) functionality willprevide as a
minimum, speed regulation, programmed stopping, and door control.

Telecommunications

Conftrol and Information Systems (CIS) and Information ang Gommunica@tions Technology
(ICT) systems are pertinent to railway operations and encempass girange of assets, including
the fibre network, data communications network, internalielephone’system, wayside to train
communication system and Operational Radio System((ORS)=~All underground areas (tunnel
and stations) require specialist ICT tunnel infrastructure.

Power

The Traction Power system is to be poweted by two'HV bulk feed intake stations. These
stations intake from the electrical network¥o feedthe Traction Substation and the Overhead
Contact System. They are to providethe necessary redundancy (N-1) and reliability of the
overall ALR CC2M system. HV pawershallfee,reficulated to the stations by the relevant
electricity distribution compgahyector kimited. The station HV power supply will be
independent of the traction HV poweprsupply system.

Rolling stock

There are likely to Joe betweené8'- 80 units of rolling stock in operation for ALR CC2M, each a
conventionallybogied 5+car unit with a nominal length of 85 meftres. However, this will be
implemented over fime“as’demand increases.

Station fit-out works

The remaining.scope elements of the stations (excluding elements identified below) are
anficipated %o e delivered under a station fit-out package. The fit-out of each underground,
at grade ana elevated station will include the following scope elements:

o Veftical fransportation (considered as standalone package)

e electrical power supply (Mechanical, Electrical and Plumbing (MEP)

e small power and lighting

e hydraulic services

e platform screen doors (considered as part of the line-wide package).
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424 Depot

There will be one rail depot situated in Onehunga. It will accommodate all maintenance
functions for the rolling stock (passenger and infrastructure maintenance vehicles) across the
entire lifecycle of the railway. The depot is also envisaged as being the operation and
administrative headquarters of the O&M entity. The depot will house a power intake
substation which will provide power for traction both in the depot and along the mainline as
well as the load cenftres in the depot itself.

425 Key risk categories

The Procurement Strategy has been developed with consideration of key Project risks that
were identified in previous projects and from industry feedback.

Table 4: Key Project risks

Key Risks

e Design risk e Systems Integration o Disruption

e Utilities relocations e Changes / Modification e Trafficyresolution

e Third party agreements e Commissioning e Jaurney fime and

e Property Acquisition Risk e Future stages punctuality

e Traffic Interfaces e Heritage ¢ Asset condition

e Constfruction e Consenting sisk e Patronage levels

e Interface risk (scope and e Service ayail@bility / e Customer Satisfaction
package) Reliability: e Future Changes

43 Urban development

[Drafting Note - Approach(to procuringdevelopments alongside stations / transport assets to
continue to be further deyelopediforsubsequent versions of the Commercial Case, post
testing with market.]

Urban development

ISD and OSD opportunities/support the delivery of the desired outcomes and Project
requirements, such as.enhancing the environment and public realm and delivering a
superior customer ‘experience. For some high value sites, there is the potential for these
development tepportunities to provide additional funding sources for the Project.

Transporti€Commercial Case focus on transport solution

The Commercial Case focuses on the procurement models relevant to the fransport scope
elements, rather than outlining the approaches for the urban development opportunities,
which are covered in the Urban Commercial Case.

Given the significant interface between development opportunities and the fransport
solution aft stations, ISD / OSD / ASD opportunities have been considered as part of the
Transport Commercial Case. Specifically, where there may be potential to procure these
developments alongside fransport infrastructure (eg packaging the delivery of a station with
an OSD), or where there is a direct interface that will need to be considered as part of the
procurement (eg input from the developer into the station design).
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Figure 6: Overview of ISD / OSD opportunities
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[Drafting Note: Further analysis will be undertaken as part of the ne i’rero’rion@he
Transport Commercial Case to identify the crifical interfaces betw he p c% d ISDs /
OSDs and how these will be managed.] é

44 Staged delivery and operations %Q/Q&Q"?\

A staged approach has been developed to manage t a Qond market capacity
constraints associated with delivering a project of thefize an le of ALR CC2M. Under the

staging approach, the ALR CC2M Project will b ivere (overlapping) stages. The
tunnelling between Wesley and Dominion ion e first partial stage (Stage 1b)
alongside the at-grade and elevated sectio e’rwe& esley and the Depot site near

Onehunga (Stage 1q). %
This does not preclude procurem ck@ncluding works over multiple stages - with
the figure below representing ing st , not necessarily packages.

A
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Figure 7: Staging approach
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The& ges / substages start and finish at different points in fime (with the exception of
Stage Ta and Stage 1b). The first stage is scheduled to open in Q2 2032, with the final stage

completed in Q1 2036.
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Figure 8: Project staging programme

2026 2027 2028 2029 2030 203 2032 2033 2034 2035 2036

Stage 2

The programme is considered in the Transport Commercial Case in ’rne conte Q

A
X

e Funding and packaging: The programme assumes the Pr tisf ded, and
f

‘stages’ represent staged opening of operations. This Qsﬁnc’r

not fully funded and only stages that are fully fundea@ e ed.
o

Project which is

e Packages are not limited to stages: As a fully fund%f) ject, works which are across
multiple stages (as represented in the diagra &Ow) e procured in a single
package. %

e Stagesland 2:Stage 1a, Stage Tb an 2 lap significantly with
commencement and completion of g ively (compared to the length of

the construction) close foge’rheﬁ

e Stage 3: Stage 3 works are spread, furt %in the programme, in particular, Stage
3b, which is due to comms@ﬁpr tely 4.5 years after Stage 1 is due to
om

commence. Whilst S’rogx
h

more closely aligned t&{
months after S’roge@uf ollo o] years before Stage 3b opens.

s significantly after Stage 1 and Stage 2, it is
se stages from an opening perspective, opening [four]

includes material works within the [Auckland Airport]

e Airport works: ?“Sb, %'\
designatio ow st, as noted above. This provides further time to deal with
QW’ e} e

} ry in the brownfield airport environment.

the com
e Market Qacity' e programme has significant scale, and may strain market

capacity, with paetential cost and programme risks.
%h

e Interfaceris

T

st
45 Q/ Future stages

eeking early contractor involvement or contracting an integrator.

e packaging and confracting methodologies will respond to the
to reduce interface risks, which could include procuring packages across

ALR CC2M will form the first part of Auckland's rapid transit network. ALR CC2M will form the
spine of the network and will integrate with the Waitemata Harbour Connections project

which is planning a multi-modal fransport option, including light rail, across the Waitemata
Harbour to Orewa. Other future stages include integrating with the Northwest Rapid Transit

Project, which will connect the City Centre to Kumeu / Huapai.

Future stages are outside the scope of the Transport Commercial Case.
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Figure 9: Project scope elements
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5. Market precedent and trends

51 Overview and relevance

Recent market precedent and lessons learned from comparable large scale fransport
projects has been a critical input to the development of the Procurement Strategy.

Figure 10: Precedent and tfrend insight &
-

Market Precedent, Insights and Lessons Learned

Market Intelligence

Sydney Metro (high level, miniral

Spotlight Project inform.atiop
shared, market)

Market Precedent and
C Studies for

Comparable Projects

52 Precedent project reviews Q/v O<<

A review of recent similar infrastructure proj Y ealand, Australia and globally was
undertaken. The case studies identify ’rhe t rcial models adopted, outcomes,
and lessons learned. They provide insi s info ing market tfrends in major transport

projects, and the potential opphc% rth N§ C2M Project.

The case studies considered are ble below, with the detail provided in the
Appendix. The projects are |n ’rsT fThe|r lifecycle, from procurement, into

delivery and / or operations:

Figure 11: Case study project C

Major Tuim eiling Projecis Major At-Grade Projects

M £t ir'.P. 'ﬁc ia, Australia) Puhoi to Warkworth Motorway (Mew Zealand)

Road Great Weste hv-:-_-,- Upgrade [Mew South Road

Walas (NS ustralia)

4y I
West% our Tunre! (MSW, Australial )

Transmission Gully Motarway (Mew Zealand)

Auckland Manukau Eastern Transport

ail Link [Mew Zealand] Initiative [AMETIY The Eastern Busway
Ibourne Metre Tunnel [Victoria, Australia) Cantral Intercaptor (Maw Zealand)
Sydnay Metro - City and South Wast [MSW, Parran'!atta Light Rail {Mew South Wales,
Australiz) HAwstralia)
Sydnay Matra - Narth West [NSW, Australia) Rall Sycney Light Rail (Hew South Wales,
Australia)
iyds?ea:'ll-;?erm - Western Sydney Alfpart (NSW, Canberra Light Rail (Australian Capital
ML Territory, Australial

Sydnay Matra - West [MNSW, Australia) Gold Coast Light Rail (Queensland, Australia)

Cross River Rail [Queensland, Australia)
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53 Market intelligence

A ‘Markeft Intelligence Process' (the Process) was undertaken to develop a more detailed
understanding of selected precedent projects, their procurement model, the client and
market response and lessons learned. The findings from the Process supplemented the
analysis completed as part of the precedent project review.

The Market Inteligence Process engaged with sponsors and market participants of a
number of precedent projects of relatable scope, scale / size, range of contracting model and
local market context. Projects included were:

Figure 12: Client participants for Market Intelligence Process

<=
O~
' _
Warious large scale, greenfiald Large tunnel road project with Z8psisted of wvie/rail tunnels
transport and urban renawal unigue commercial delivery ang/development of
projects in varying stages of structure relationship model wndepgradnd [/ overground
delivery (including tunnels). with private finance, and stapinpEaalivared by an
separate State Toll Co. Aflidpce model.
53.1 Partficipants and insights explored

The Market Intelligence Process involved méeting with select client sponsor and market
participants involved in the development and delivery'of those selected projects:

e Sponsors provided insight info market appetite and behaviours, risk profile, and
responses to different procurémentianodels. They also shared their experiences using
different governance andGovernment delivery entity models.

e Financiers / investorsorovidedinsight into project outcomes, risk profile, contractor
behaviour, and different sfructuring and procurement models.

e Civil contractors'pdrficipafing in recent projects provide insight on project success
factors and“experience~operating under different project structures, packaging and
contracfingimodels, approaches to project risks and client / sponsor models.

e Rolling stock, systems and operations contractors including rolling stock providers,
O&M confrdeteors, and systems providers shared experience in their areas of expertise
and critiealiintegration and interface issues.

e Property developers shared insight on procuring transport infrastructure alongside
ang.\orintegrated with broader property and precinct development.

53.2 Key themes
Overarching messages from the Market Intelligence Process include:

e ‘No single best model’: Delivery models respond to project circumstances, with
different procurement models adopted on projects across Australia. Whilst there are
some preferences, the market can respond to the various models.

e ‘Don’t start too early’: Clearly define requirements upfront, secure agreementin
client team and across stakeholders. Clarity of project definition and acceptance is
essenfial.
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e ‘Avoid ‘temptation to tinker’: Manage client team changes, design review and
stakeholder change during delivery. Reduce temptation to make it expensive and
disruptive during delivery.

e ‘Keep it familiar’: The proposed Project is extremely complex. Complex or unproven

structures make it unnecessarily difficult to manage and challenging to attract a new
market.

e ‘Capable and appropriately resourced client’: Success isn’'t defined by an
organisational structure or contract model, but rather a capable client making
decisions efficiently and managing stakeholders.

e Scale: While the nature of the package scope and risks impact market capacity 9§d
scale, generally, packages in the order of $4-5bn were seen as the upper IimiQ~

Refer Appendix F for a more detailed summary of the Market Intelligence Process.o

3.3.3 Spotlight on Sydney Metro 4 %Q

Sydney Metro is a multi-stage automated rail system connembojo ivity centres
h

across Sydney. It is being delivered through four projects, wi ﬂrg~ e operational
(Northwest), and other three in various stages of procur, GV& livery.

Figure 13: Overview of Sydney Metro @VN
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Syd?i%e’rro is an excellent case study for ALR CC2M because of the similarity in scope and
scale between each of the underlying projects and ALR CC2M, which is shown below.
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Figure 14: Sydney Metro scope similarities to ALR CC2M
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Sydney Metro has iterated its procurement models over time, with each project being
procured through a different approach. The lessons learned through delivering the projécts
under different procurement models has been used as a critical input into the develc@.e t
of the Procurement Strategy for ALR CC2M.

A simplified summary of the Sydney Metro packaging approaches is arovide W.
Figure 15: Simplified Sydney Metro packaging and procurement @ %
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Insights a sons learned through the different Sydney Metro projects were collected
direc rough engagement sessions with ‘Sydney Metro’ (as the client delivery agency),
an ractors with experience (tendering and delivering) with the project.

Key lessons and insights:

e Client capacity / capability: Sydney Metro has built strong organisational experience
through multiple large scale projects. As this capability and capacity has grown, the
ability to undertake more innovative approaches (and to take ‘risk’) expands.

e Packaging and interfaces: More aggregated procurement models (North West and
Western Sydney Airport) are simpler to manage from an interface and integration
perspective. As projects increase in scale, further disaggregation may be required.
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e Tunnelling: Procuring tunnel confracts before other main works contracts can
provide programme benefits.

e Risk allocation: The market is steering away generally from taking on too much risk,
with less aggressive risk allocations and / or collaborative approaches becoming more
normal. Fixed price confracts have been able to be procured however, including a
$5bn PPP for Western Sydney Airport in 2022.

e Market capacity: The market has been able to respond to significant infrastructure
works, and the programme of works has supported new confractors entering the
Australian construction market.

e Trains, Systems, Operations Maintenance (TSOM): The market understands a TSOM
type package and sees value in trains, systems, signalling, operations, maintenapce
and / or depot together. Non-rail systems and / or station fit out are commonly
procured separately where ‘'TSOM’ type packages become too large.

e Urban development: ISDs can deliver quality outcomes. Where developments are not
procured with the stations, it is critical to ensure master planning is.derne and the
design of the stafion does not limit the property develepment abeye (and the
corresponding urban outcomes in the surrounds).

54 Targeted market sounding

[Drafting Note: To be included following detaile@d market sounding specific fo ALR, expected
post October - this section may also be emlbedded in the‘options assessment.]
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6.] Context

The Procurement Strategy defines the approach to contracting for the delivery of the various
components of the Project’s scope elements and services. The Strategy spans planning,
design, construction, commissioning, maintenance, and operations. The following objectives
were used to influence the selection of a preferred model.

Figure 16: Procurement model objectives
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6.2 Practical application

The overarching principle for the Procurement Strefegy was adopting a practical rather than
theoretical approach. While theorglically, there are alarge number of potential packaging
and contracting combinations, a proje’ct ofitherscale and complexity of ALR CC2M requires a
practical approach that draws on precedent projects and the experience of the Project team,
market parficipants and clientssponsors. This practical approach considered:

e Project complexity: The Prgjectis of a scale and nature that is considered highly
complex, in anymarket. This is particularly important in the New Zealand context, as
ALR CC2Mwillbe a firsh of a kind GOA4 Project, and of a scale not previously delivered.

e Market and client\sponsor feedback: Feedback obtained from client sponsors and
industry through\Market Intelligence sessions in New Zealand and Australia provided
insight in relation to packaging. [Drafting Note: To be updated and refined for detailed
market seURding]

e Collaborative Project team sessions: SMEs from the Design, Financial, Urban
Commercial, Te Tiriti Partnerships, and Sustainability workstreams (a summary of
these sessions is provided in Appendix B).

e “Previous IBC analysis: Significant analysis was undertaken at the IBC and earlier
stages on potential packaging models, considering where interfaces and integration
is particularly complex or risky, identifying detailed ‘long-list’ and ‘short-list’
assessments (boftom up) which supplement the top down approach.

A high level summary of the overall approach to developing the Procurement Strategy is
provided below, with further detail provided in Appendix B.
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Figure 17: Overall methodology of procurement process
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options (no ‘long list') @F CONCErns packaging option

Review packagl M ns a -Ilstfmrn previous
ess Test against value drivers

Analys SO Ing and interdependencies and
6 é&&pmsm abjectives

tren.ds and themes (including capability,
capacity and risk profile]

Define ‘preferred’
contracting option(s)
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6.3 Guiding value drivers

In considering packaging and confracting for ALR CC2M, guiding value drivers have been
identified through the market context and precedent projects, and are informed by Project
objectives. The guiding principles are similar fo those developed as part of the IBC, which
align with the GPRs.

The value drivers are set out in Table 5 below. These drivers apply to both packaging and
contracting models, although will vary in relative importance or extent to which the value
drivers influence respective packaging and confracting model choices.

The combined value drivers are expected to inform an overarching value for money outcéme,
including optimising market appetite, driving competition and whole-of-life outcomies:

Table 5: Value drivers

Value drivers Considerations

\/

Customer The extent to which the approach suppo er,60tcomes. This includes
outcomes factors such as an operator voice in desi @e 9& o select the preferred
operator, and operational commissionl proac

Design The extent o which the approachrovides far market participants (‘scope’
expertise) to inform design outeomes, and menage design interface risks.

e e S
Timing The extent to which the rodch ses the programme to
commencement of operdiions, ports other milestones such as
procurement and coaiucﬁo encement.
Q A
Risk The extent to which thé approach supports effective risk management

including interfaceyisks, inferdependencies across design, construction, O&M
and cope specific deliverynrisks.

A J
The exfrw?"rxwhii:fwzpprooch attracts market interest.

management

Market appetite

The extent to which the approach supports outcomes related to infegrated
property development (eg OSD).

TR EVERET %e ex’re \Nhlch the approach encourages innovation (through the
O ro ent process, design and delivery phases).

Urban outcomes

The ex’ren’r to which the approach is flexible to accommodate unexpected
Changes to scope or specification during delivery (i.e. changes in stakeholder
approvals, client changes) and support future stages / augmentation(s).

Flexibility and
staging

Broader ?b The extent to which the approach supports Broader Outcomes (noting these are
omcom@ part of detailed specifications regardless of option).
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7. Top-down approach to packaging

Packaging is an important, and in many ways foundational, element of the Procurement
Strategy. It determines how the overall scope is ‘packaged’ together for contracting and
delivery purposes. The packaging approach underpins the procurement model, with contract
models optimised for each package of works.

The 'top-down’ approach to packaging draws heavily on insights from the Market
Intelligence Process and precedent projects. This experience provided clear guidance ©n-a
preference for aggregated packages, reducing the number and extent of interfaces
between contractors and different market participants to be managed at a client level.

In this context, the starting point for the top-down approach is tg"deliver the Rroject in a
single ‘aggregated’ package (i.e. all works in a single contract) Howevergsasithe scale of ALR
CC2Mis too large for the market to deliverin a single package, scopéielements are then
disaggregated. The extent and nature of the disaggregation/ie packaging) is then
considered in context of the value drivers.

/2 Establishing broad packaging structire

Consistent themes from the market inteligeneé and gre€edent experience guided the
development of a broad packaging strueiure.

Table é: Principles informing the development of edckaging options

Theme Description Relevance to ALR CC2M packaging

Civil works Civil works tygicallyof.® ALR civilsinclude funnels, af grade, frenched and
a high-capital cost elevated structures. These could be packaged together or
and.can be dalivered separately, with scale and market capacity influencing a
discreéetly. need for further disaggregation in packaging.

Moving rail Critical'interfaces e The complexity of a GoA4 railway and extent of critical
between ‘moving rail’ interfaces needs all parties working effectively together.
components (rail This has been more effectively achieved through
systems, signalling, combining these aspects in a single package.
fieet, O&M) 5h9U|d to o Subject to scale and market depth, related packaging
The' extent possible be decisions include design and delivery of depot, delivery of
delivered together. line-wide track, station fit-out and ‘non-rail’ systems.

Opératof Packages should e Operator input to track design, station design,

enable early input from maintenance facilities and aspects impacting customer
experienced operators. outcomes and operational performance is beneficial.
e This can be achieved within a package or through
package interface arrangements, but regardless,
requires ‘early input’ of an operator.

involvement

Early works packages e The risk exposure for large civils packages from utilities

can de-risk the and ground conditions can be significant. Early works

corridor. packages that help to de-risk these aspects can support
the value of larger scale civil packages.

De-risking
civils
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Adopting these themes, the following broad packages were developed (Figure 18):

Figure 18: Broad packaging solution

Aggregated Package
(All Scope)
’ Scale | Size requires disaggregation

Civil Works Package(s)

Ancillary works (Including early works and Project finalizatiun)

<</O «Qy

The broad scope in each of these packages includes: %
e Civils: Tunnelling, excavation, at grade ond@:ed ures (including bridges and

viaducts).

e Line-wide and Stations: Line-wide w ?@ck rolling stock, systems and
signalling, station fit out, O&M preliminary position, this includes
station fit-out in response to I|ne ei ’r hon and operation design elements.
Further analysis will explor iono poro’rlon of this scope.

e Ancillary works: Enoblmg -ris & orks procured early and packaged
separately from mcu

e Integration: Overall Proj c’r ’rlon such as adjacent corridor works, parking,
landscaping on o be considered separately.

certain scope € allocated between civils and line-wide, is considered in the
following Secti I des review of “contestable scope elements” which could
reasonably be |ncl m multiple broad package categories.

Further analysis of mb ckoges within each broad category, and / or where
S. Th|

13 & ace overview

Physic mmercial interfaces exist between most, if not all, scope elements in the
del d operation of significant fransport infrastructure projects like ALR CC2M. The
poc ing approach allocates responsibility for the delivery and, together with the contract
model, management of interfaces.

The degree of interface between each scope element informs the packaging approach, with
a preference to package scope elements together where there is a higher degree of
interface.

Other considerations related to interfaces informing packaging analysis includes:

e Client team impact: Generally, a more disaggregated model (i.e. greater number of
packages) requires the Project Sponsor (ALR Ltd) to retain greater responsibility for
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interface management. Conversely, a more aggregated packaging approach (i.e.
fewer packages) transfers primary responsibility for the management of interfaces to
the head conftractor(s) for each package. Whilst interface risk can be transferred to the
confractor(s) via the packaging approach, overall Project integration sfill ultimately
rests with the Project Sponsor.

e Staging and augmentations: The ALR CC2M interfaces are not confined to interfaces
between specific scope elements within a package. There will be interfaces between
concurrent or consecutive Project Stages (refer to Section 4.5), as well as with the
existing (and planned) fransport network and services. Responsibility for these
interfaces, will likely need to be retained by ALR Ltd (or other Project Sponsors).

The following diagram illustrates the key interfaces between scope elements, includin "&se
identified as ‘line-wide’ (i.e. spanning different geographical sections of the exis’rir@é&e).

Figure 19: Key interfaces between scope elements
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These interfac provided to inform the consideration of packaging (and subsequently,
contracti tions for ALR CC2M.

/4 ’& Packaging the civil works

741 Overview

As identified in Section 4.2, ALR CC2M consists of 24 kilometers of civil works, including major
tunnel works between Wesley and the Auckland CBD with elevated, at grade, and frenched
works for the remainder of the alignment.
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Feedback from the market indicated a likely maximum package size of $4-5bn, which is less
than the estimated cost of civil works. Accordingly, a single aggregated civils package is not
considered to be feasible for market capacity andrisk appetite.

/4.2

Civil works package value drivers

The civil packages can be split info two packages, reflecting precedent projects and the
different skills and expertise for the different construction methodologies:

e funnelling and station excavation works package
e atgrade/trenched / elevated works package.

Guiding considerations for the split in civil works, and interfaces with other potential scepey/
packages, as against the value drivers set out in Table 5 are summarised below:

Table 7: Civil works packaging value drivers

Value
drivers Tunnel package At Grade / elevated package
Customer Not a distinguishing factor. Not{as/distingwishing factor.
outcomes
Design Relatively limited design interface with Relatively limited design interface with
interface other civil works. tunnels.
Impact of other packages on tufinel [mpact of other packages on base
design limited (subject to tunrel design also limited (subject to structures
specifications being set up front, and specifications being set up front, and
some track design impaet), some track design impact).
Timing Splitting funnels and\ciVvils"could=-allow As per funnelregarding the
one package to go @ahead ofothérsand | commencement timing.
optimise the programme: Stage 1a may be procured significantly
Delays to the packagewillimpact other | earlier than Stage 3a / 3b. Construction
packages: methodology for Stage 1a to 3b also
changes between surface, viaduct,
bridge structures and trenched sections,
limiting efficiencies of a single civils
package across stages.
Opportunities to extend or augment
Stage 1a could be explored or embedded
in contract for Stage 3a works, subject to
budget, performance and market depth.
Stage 3bis assumed to be delivered by
[Auckland Airport] utilising their
designations. [DN: TBC]
Risk Civil risks (ground conditions, etc) can be |Civilrisks can be managed within the
management |Managed within the package. Access  [package and are relatively contained.
regimes will be needed for Access regimes will be needed for
commencement of line-wide works. commencement of line-wide works.
Market Scale of single tunnel bore likely to be Works for Stage 1a, Stage 3a and Stage 3b
Appetite manageable. It is assumed there willbe  |are significant. There will likely be a
one TBM continuous drive north from significant appetite from civil contractors.
Wesley to Te Waihorotiu, breaking af [DN: Total package scale to be confirmed]
Domln.lo[q Junch(')n.' ) There may be opportunities to explore
There is likely a significant appetite from smaller discrete packages as ‘early works’
Tunneling contractors. Additional material for local contractors or as contestable
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scope may limit capacity.

items (refer Section [XX]), subject to
managing programme risks (this could
also be embedded in head contractor
requirements).

Urban
outcomes

Limited influence on package separation
with other civils. The main influence with
station design and urban planning
requirements is established by the client,

and flexibility for line-wide design inpufs.

As per tunnel.

Innovation

Construction methodology innovations
within the package.

Construction methodology innovations
within the package.

Limited flexibility with core tunnels

Limited flexibility with core civils during

Flexibility
and Staging during delivery regardless of package. delivery regardless of package splifwith
tunnels (flexibility limited to the-spécific
scope element / type of work).
Broader Defined within package requirements Defined within package reqéirements
S EETES irrespective of split. irespective of split.
/43 Civil works emerging preferred packegss

The emerging preferred option for the civil works is;

e Tunnel and stations - Stage 1b and Stage, 2: TUnnel and station excavation works
procured as a single package, reflectingdhe construetion methodology (single TBM
drive) and expected fiming. This mayfequirela‘joint venture / team with confractors.

e Civils package - Stage 1la: Single package(of-sufficient scale for market interest, and
can be procured ahead of Stage/3a.

e Civils package - Stage 3a: Single/package, separately contracted from Stage 1a.
Subject to timing, and 8tage 1a perfarmance, potential for Stage 1a confractor to have
an option or right tordeliver Stage.3a (regime to be embedded with Stage 1a), or for
this stage to be procured separately to drive competitive outcomes.

e TBC civils package\-'Stage\3b: [Draffing Note - Stage 3b procurement strategy to be
further devéloped for next iteration of the Commercial Case, subject to airport
requirements]

Refer to discussion of Ceonfeéstable Items at section 7.5, which discusses specific scope items
may be excluded, from«the civil packages (such as specific bridge structures, viaducts and
flyover ramps) oradded to the civil packages (such as power systems and track slab).

/44 Packaging line-wide works

745 Overview

Market feedback and project precedents suggest where possible, integrating line-wide works
is a more attractive market opportunity, and supports management of critical interfaces and
customer outcomes. Feedback consistently suggested GOA4 systems and infrastructure (rail
systems, signalling, rolling stock and depot) should be packaged together.

This approach is subject to the scale of the package not being foo large and ensuring the
relative influence of participants, is balanced through the tender process (i.e. not dominated
by capital costs).
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The scope areas with sufficient scale to reduce the overall scale of the integrated line-wide
package, whilst allowing the maijority of the ‘moving rail’ to remain together include station
fit out and non-rail systems (such as heating, ventilation, and air condifioning (HVAC)).

748

Line-wide package value drivers

The two packaging options considered against the value drivers are:

Single line-wide package - including frack, signalling and systems,

telecommunications, power, depot, rolling stock, station design and fit-out and O&M.

Line-wide package and a station package - separafing station design and fit-out

from the line-wide package. (Track is considered as a contestable item (refer to
section 7.5) rather than a separate package).

[Drafting Note - The cost, size and scale of line-wide packages is o be de’rermined\&nd fested
against the market capacity]

Table 8: Line-wide packaging value drivers

Value

drivers

Single line-wide nackage

Line-wide package and station
package

Customer The approach to adopting a line-wide ng! stations away from line-wide
outcomes package is fundamental to achievin ay compromise customer
positive customer outcomes. \/ outcormes in station design. Approaches
@ o nage this can be provided through
Q, < rator input into stations.
4 & ounter fo this, relative cost of stations
% to total package cost may impact the
\/ \ operators ability to ‘stand out’ in a
@ \% consortium and selection of ALR Ltd
A preferred operator.
/&\ @ Note also discussions re staging and
C) ?\ relative cost of stations under different
O " staging approaches.
Design As dbove. Integrated package provides | As above, the ability for the operator
interface fordhe mostefficient design integration. | (line-wide package participants) to

influence station design is expected to
be critical to both delivery interfaces and
operational outcomes. Strong
management of interfaces between
packages is critical.

A

Timing e Subject fo handover regimes and access
@ to the civil works package sites, the

integrated line-wide and stations
package should deliver a more efficient
programme.

‘Breaking’ stations from line-wide
delivery creates additional access /
separation requirements, with potential
for delays between packages
compromising programme outcomes.

An integrated package provides for the

Risk Some additional risk management

management most efficient risk management, complexities are infroduced with separate
including with respect to commissioning [station delivery (including design and
and operational outcomes. access as addressed above).

Market [Drafting Note: Subject to capacity and [Drafting note: Subject to capacity and

appetite staging] staging]

There is likely to be significant interest for
the combined works from various

As with a single line-wide package,

expected to attract significant market
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providers irrespective of the packaging
approach with stafions.

The approach o staging may also impact
appetite as aresult of capacity and scale.
Inclusion of stations for all stages may be
the factor that makes the package ‘too
large’ (refer staging discussion).

interest.

Urban
outcomes

Integrated station and urban
development outcomes can be achieved
through line-wide packages.

However, station design is likely to be
influenced more by operational /
customer needs than by urban outcome
objectives.

The separation of stafions allows
increased focus on urban outcomes and
integrated stafion and precinct activity,
with a differential in relative influence of
operations / rail elements.

Innovation

Integrated package encourages more
innovation (during bid and delivery) for
the various parties to work together to
optimise outcomes.

Opportunities for innovation within each
package remain. As for cdstomer
outcomes, operatorinflience into
stations is limited*to one padrty (the
selected lineswide operafor) and may be
more difficult foinfluénce outcomes
withih the’package.

The integrated package provides

Theflihe-wide package will have flexibility

:,I:;“sb;::i,ng flexibility to manage scope elements and as«with thesingle line-wide package.
respond to changes within the packagders [Howeyer,there is likely to be less flexibility
The extent to which this results in time for changes at the interface between
and cost changes is influenced by the”  |stafions and other line-wide scope
confract model (refer to contracting elements (again, subject to contracting
assessment Section 8). models).

Staging presents a particwlar challehge “|Separation of stations (and associated
for the integrated line;Wide package civil costs) may provide more value for
which cut across all §telges. From=a different staging options, given the need
practical and value\stehdpeint, this limifs |fo commit fo the predominant aspects of
the ability to separately préeure line-wide [the line-wide package at the outset (ie
packages for each stage: stations may be procured separately for
e the O&M providér fér Stage 1 will be  |future stages).
the'Operator.forthe network
e [olling stock and systems providers
tend to Bedhe same.
This, generally requires a single line-wide
package, for all stages. However,
approaches to drive value through
augmentation could allow for:
e, 'O&M, fleet, systems in the initial
package appointed for all stages
(pre-priced options, rates, margins)
e ofher (civils) providers committed for
say Stage 1 and 2, and then
separately contested for Stage 3.
Further consideration of commercial
regimes for augmentation and staging
are in the confract model assessment.
Broader Defined within package requirements As per single packages.
S TES irespective of split (noting urban

outcomes separately assessed).
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147 Line-wide emerging preferred package
[Drafting note: Subject to further review of staging, 3b airport role and cost and scale]
The emerging preferred opftion for the line-wide scope is:

e Single line-wide package: full scope (rolling stock, systems, signalling,
communications depotf, track, stations and O&M) for Stage 1 and Stage 2 with ‘core’
operational scope subject to agreed commercial augmentation regimes for stage 3
(noting other aspects of Stage 3 can be separately procured subject to timing).

Figure 20: Emerging solution for inifial single line-wide package

Systems, Power and Fit-0Out Rolling stock Q&M Scope
Signalling and Telscommun

Figure 21: lllustrative packaging and staging approach for line-wide
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1.5 Line-wide and civil package centestable scope

[Drafting Note: To be refined with déteiled capital*costs and market testing]

The detailed scope and specifications ofd¢he ‘eivils and line-wide packages set out above will
require development during the tender preparation phases. There will be areas of scope
detail to be tested as to whether theybest sit in the respective civils orline-wide package(s).

These detailed scoperdegaisionssmayrbe influenced by options to address scale, opportunities
to engage differeptymarket pdricipants, or to drive Broader Outcomes such as local content.

The Table belowsets out examples or areas that may present opportunities for refinement in
the packaging sfructures. The purpose of this analysis is not to identify all scope elements,
but rather to identify areas where precedent or market feedback has varied. These will need
to be tested duringwthe procurement and tender documentation phase.

Table 9: Contestablé scope options

Scope item Project and market considerations

Civil structures: e Currently assumed to be part of the Civils package, these structures /
e PBridge works could be separated and procured as standalone and discrete
structure works packages, with their own design and work programme.
(Mangere) e This may assist in reducing the total size of an at grade / elevated civils
e Viaducts package that is too large for one contractor / consortium.
f:cr)\gev%gg?) e Separation of the bridge may also allow local contractors to bid directly
e Dominion and deliver (although main civils packages can also require this
Road flyover participation).
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ramps

Benefits would need to be balanced against risks of delays and design
interfaces.

Depot civils

Currently assumed to be part of the line-wide package, there is an
option for depot build to be contracted separate to line-wide.

The depot civils and structures could be procured separately as a
discrete package or moved into the main civils package. The preferred
approach will depend on timing and market capacity. More
importantly, it will be subject to the ability of the O&M and systems
providers to influence the depot design.

Site preparation could be procured separately (as early works package
and / or with the civils package).

Systems and
power civils (eg
conduits and
poles)

Currently assumed to be part of the line-wide package, therg dreva
number of civils elements that have direct physical interfaegswith the
line-wide systems and power scope elements| This inclydes, but is not
limited tfo poles and conduits for the rolling'stock power.,

Given the close interface with the systems and’power'eontractor, these
scope elements may be included in eitherithe civils'\or line-wide
packages, depending on the package scalesand Capacity.

Critical to a preferred solution willdoe the levehof design influence able
to be achieved from O&M andrsystems providers (from the line-wide
package).

Track works
(slab track)

Currently assumed tose part of the line-wide package, frack work is
more civil works in\nature andCould be delivered as part of the civils
packages, or as separate stand-alone packages.

Given the size and scale of the line-wide package, there may be
benefitsin separatingfrack work.

As with systéms and power civils, critical to the preferred solution will
besthe level ofidesign influence from the O&M and fleet provider.

A further consideration is the extent to which the track work requires
separated and ‘free’ access to the civil works sites (i.e. post completfion
or duringhdelivery of broader works). This may vary within the funnel
relative to the at grade and elevated areas.

Platform screen
doors

Currently assumed to be part of the line-wide package, platform screen
doors (PSD) present a material interface at stations and with
operations, systems and fleet.

There may be an opportunity to separately procure the PSDs, provided
as free order materials to the line-wide package (or separate station
package if adopted), and enabling selection of the PSD supplier ahead
of / separate to the line-wide. Design interfaces remain critical.

Stationfit-out

As discussed in the packaging approach for the line-wide package,
there is potential for station fit-out to be packaged as a stand-alone
stations package (as discussed at the line-wde package and subject to
scale and staging).

Some aspects of the station fit-out could be packaged within a civils
package, where appropriate (likely dependent on civils construction
methodology and / or timing - eg underground versus at grade
stations, or by operational staging)
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e Location specific choices may be required for stations, for example
where there is material OSD / ISD works, these may be better placed
as a separate package.

e [Drafting note - packaging of station fit-out, in any of the methods
above, is to be further tested during the next iteration, once the OSD /
ISD opportunities are further developed, and specific opportunities
have been tested with the market]

Non-rail systems e Whilst the interface between rail systems and signalling, rolling stock
and the O&M is very high, there is a lower (but still high) level of
interface between other ‘non-rail’ line-wide systems (HVAC, ventilation
etc).

e Thereremains the opportunity to procure these works separately,
where scope and scale requires it.

Vertical e Vertical transport includes escalators, passenger lifts andfire liffs. It
transport allows passengers and emergency services.personnel te-dccess
underground and elevated stations.
e Like PSDs. there may be options for this,seope’to bepdckaged
separately or as part of a station fit-gutpackagé)
e [Drafting Note - To be tested threugh markét seunding]

16 Ancillary works package(s)

7.6.] Overview

Within the context of a broad preferenee for aggregation on major transport projects, the
market feedback also identified opportunitiesforsmaller, discrete works packages procured
ahead of ‘main works’ to de-risk the Projeat. \Common ancillary works often include utility
relocations, geotechnical invesiigationsy{and site clean up if required) and demolition works
as enablers for the main projeet, or discrete adjacent works such as enabling road works.

Potential scope that could,be delivered as ancillary packages or as discrete components in
the broader procurement strategy; have been identified as:

Figure 22: Potential aneilldry scope items

Ancillary works
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162 Ancillary works packaging considerations

By their nature, ancillary work packages seek to optimise broader procurement strategy (ies),
rather than a driver of material value themselves. As such, the consideration against the full
suite of value drivers is not appropriate. Rather each is considered against selected drivers
being timing, market appetite, and risk management.
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The Table below outlines a high level review of the potential for the ancillary package to
enhance value o the overall packaging strategy. Like the contestable scope items, detailed
scope definition and preparations during the procurement phase are expected to influence
the ancillary works packages.

[Drafting Note - Value to larger civils packages is to be tested through market sounding]

Table 10: Potential scope items for ancillary works

Scope item

Project and market considerations

Emerging solution

Utilities
identification
and relocation

Utilities are a high risk scope item, often
lacking reliable information on location,
type and ownership.

Where there is strong understanding of
the type and location of assets, there is
limited value in a separate works package
(ie it adds time without reducing risk).
Investigations to date have identified
uftilities around Dominion Junctiori ana/Mt
Albert Road as high risk (withinga
developed area and significant:
underground power).

Risk / market: It is expeCledthere=will be
value to the main pdckagde in, & separate
package that identifiles andrelocates
utilities in key risk areas aléngithe corridor,
reducing risktocivil packages.

Timing: Deldyed relecations can have
brogdereonseguences to main works.
Procuring them ifviime to provide timely
Site mccess for main contracts is critical.

Procured as a separate
package(s) of works<fOr
targeted, higherrisk areas to
de-risk and previde greater
certainty«dn=pricing fo main
works paekages.

Consideration as to timing for
precurement to minimise risk
of delay causing delays to
main packages.

Could be procured in
separate discrete packages
for certain areas on the
corridor and as part of Stage 1
and 2 separate to Stage 3.

Site
Investigation /
Geotechnical

Geoteehnicalrisks (particularly with
tunnelling) are a major risk for
underground metro rail projects.

Risk / market: Sufficient (extensive) site
investigation and geotechnical studies can
inform TBM design, program assumpftions,
construction methodology and price.
Timing: As with utilifies, site and
geotechnical investigations needed to be
sufficiently ahead of civil procurement to
realise value.

Delivered as a separate
package of works, procured
as early as possible. (Note
some of these works have
commenced).

Landscaping of
station and
line-wide

Landscaping is typically one of the final
scope elements completed on a Project.
Given the long delivery program, it may
be reasonable to procure station and
line-wide landscaping separately (and
closer to completion).

Risk / market: This can add flexibility to
inform design requirements and enable

Options to procure a
package as awhole orin
stages, as the Project is
completed.
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different providers to participate in the
Project.

Timing: Timing needs fo be managed to
ensure the Project is not completed
ahead of landscaping works.

Demolition

The Project will require the demolition of

substantial amounts of property and land.

Risk: Procured early, following land
acquisition, this can de-risk a site and
expedite main works contracts.

Timing: As with other ancillary packages,
tfiming of works needs to ensure start of
main works is not delayed.

Procured as a separate
package of works for high
value or higher risk sites.

Decontaminati
on / site clean
up

Subject to geotechnical and demolifion
works, there may be areas that require
decontamination and site clean up.
Risk: Procured early, with appropriate
disposal methods, and if the market cdn
rely on outcomes this can materially
de-risk main works.

Timing: Time needed to decontaniinate
and access a site may add'te the overall
programme, and defermainsworks star.
If managed by a mairlworks confraetor, a
more optfimal programme may/be
achieved.

Subject to furthersiie
studies and.findings.

Independent Standard practice inmgjor infrastfructure Procured as a separate
Certifier projects\noting theysmust be appropriately package of works, with
resourced, and,provided with reasonable interface agreements
decision®'making power to avoid double up between relevant confracts.
of review activities with the Project Team.
1.7 Integrationpdackage
7.7.] Overviewnarnd scope

There is a needdolintegrate all packages with ALR Ltd responsible for integration and
interface between packages. Due to the size, scale and complexity of ALR CC2M, there are a
number of infticate interfaces and stakeholders that will need to be managed.

Subject to the structure of the ALR Ltd feam, there may be value in a separately appointed
and’accbuntable ‘Project integrator’ to guide and direct integration activity. This should be
considered in the context of the integrated line-wide package that will be responsible for

many of the critical interfaces, and could subject to their detailed scope and specifications be
accountable for package interfaces.

Given the complexity of the Project, ALR Ltd may consider the support of a third party to
assist with and / or lead the management of interfaces between packages.

[Drafting Note: Integration section to be further developed pending input from the
Management Case, given strong interface with organisational structure and governance]

Commercial Case - Transport Page 38




/8 Broader objects and outcomes

Mana whenua and opportunities for Maori businesses

Regardless of the packaging approach, the procurement process and commercial principles
will ensure that benefits of the Project to local contractors and mana whenua and Mdaori
businesses are a key driver, and set the local market up for future success. As relevant,
irrespective of the package, these are to be embedded in the procurement processes and
evaluation criteria, design / technical specifications, and contract posifions.

[Drafting note - future iterations will continue to identify standalone opportunities for Manu
Whenua and Maori opportunities to be reflected in tender processes and contracts]

Environmental

As with mana whenua and Maori businesses, the packaging approach itself is not,expected
fo influence environmental outcomes. These are defined by the design / tfechni€al
specifications for the scope elements, and not their inclusion within a‘packKage’'type.

Local content

While the scale and large package sizes may make it meretchallefiging for direct local
participation (local contractors are unlikely to have capdcity todid dlone and will need o
partner with internationals). It is expected that the procurement processes and evaluation
criteria can encourage appropriate local participationdnd orportunities for the local market.

Local content targets and levels will need to.b€ gonsidered for specific elements such as
rolling stock) with reference to existing capabilities ih New Zealand, ability fo mobilise for the
Project and future pipelines.

19 Overall packaging’/madel: Emerging solution

79.] Overview

Based on the above andlysis, thespreposed packaging solution currently include:

1. Civils packages
a. Tunnel and stations - Stage 1b and Stage 2: funnel and station excavation as
a singlé'package, reflecting the construction methodology (single TBM drive)
and expected timing. May require a joint venture / team with contractors.
b. _Civils'package - Stage 1a: Single package of sufficient scale for market
interest.
€.™ Civils package - Stage 3a: Single package, separately contracted from Stage
1a. Subject to timing, and Stage 1a performance, potential for Stage 1a
contractor to have an option or right to deliver Stage 3a (regime to be
embedded with stage 1a), or for this stage to be procured separately.
d. TBC civils package - Stage 3b: [Draffing Notfe - Stage 3b o be tested]
2. A Line wide package, with future augmentations
a. Single line-wide package: full scope (rolling stock, systems, signalling,
communications depot, frack, stations and O&M) for Stage 1 and Stage 2 with
‘core’ operational scope subject to agreed commercial augmentation regimes
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for stage 3 (nofing other aspects of Stage 3 can be separately procured
subject to timing).

b. [OSD /ISD packaging approach subject to further testing in coordination with
Urban Business Case]
3. Other packages
a. Ancillary works packages
b. Integration package

The emerging packaging solutfion for the Project is summarised in Figure 23 below.

Figure 23: Emerging packaging solution

Stage 1A
riegration

Ancillary warks

At Grade |
Turmel and Statlon Excavation Elevated Clvils

|5tage a}

Patnntial 150 ar Q50D

IS0 CA0 wirks ane indicative only and ara
ot of scope of this CRC

station bas with sation
chstructed in future
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8. Contracting model assessment

8.1 Introduction and approach

The procurement strategy will be a combination of contracting models selected as
appropriate for each package. This reflects large-scale fransport infrastructure projects that
have adopted different confracting models in response to emerging market trends and
project specific characteristics. Notably, with an increasing scale and complexity of projects,
there has been an increasing shift to risk sharing mechanisms and collaborative mode&

As with packaging, a practical approach has been adopted to assess different contrg
models for each package. Informing this approach is a shortlist of precedent co @ fing
model types, identified through market participants, client sponsorsa nd prec de t projects.

Importantly, each of these contract types has the flexibility to oc@’ro Proj pecific
requirements through refinements to underlying procureme@o commercial
principles. Areas for refinement are identified through the @

re considered in

Package characteristics, market capabilities and spon
shortlisting contracting options appropriate to parti Qes

[Drafting Note: A preferred contracting model
market sounding and once the exact scope

ide q Qfor each package post the
sovﬁ~ risks for each package is known]

82 Overview of contr c’rjhg r@el opftions

Generally, a large spectrum of CQ in &R ns exist, which can be represented as below:

Figure 24: Representative Confroch&\dels

‘Traditional" procurernent, typically imvehing a
lirmited mumiber of larger contracts ot by the
project sponsor, with a defined praoject

specification supporting high levels of risk
transfer regarding 'fit for purpose’ design and
CONStruction outcomes.

’wu-: n and Construct
N

-

: Early Contractar
v Invehement

| Caonstruct Only

NS ‘B|QIREYY 20W

of risk transfer

cost and Lime ¢¢I‘t#||"lt}'

‘Collabarative’ procurement, ypically facused
on more complex projects with greater difficulty
ta soape [and price] with certainty, ar where
there is potential for greater innovation in design
and dalivary

| Managing Contractor

SO IR LY dLLY, 19]5E

| Dalrsery Partner

Incraasing levels

Incentivised Target Cost

| Allianice Contracting

‘Cost reimbursement” models, typically focused
on highly comiplesx prog LIFMCertain Soop-e
{or a clear prioritisation of time ower cost)
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Noting the potential for refinement within each contract (eg specific risk sharing regimes can
be adoptedin a fixed price D&C contract), a shortlist of preferred contracting models has
been selected. These models were deemed most appropriate in the context of the Project
scope and requirements and preferred packaging approach. They also reflect market
precedent and are supported by the analysis undertaken during the IBC.

The different contracting models were split between two broad categories: collaborative
models and fixed price models. A third category ‘other’ includes procurement approaches
that can be used alongside other models (ie early contractor involvement approach that
converts to a fixed price design and construct contract).

Figure 25: Shortlisted contracting models

. . Design-Build-Operate- \
[ Alliance ] [ Design and Construct } [ Maintain } [ Pelitery Partner }

[ Incentivised Target Cost ]

[ Early Contractor Involvement ]

The rationale for shortlisting each contracting medelis odtlined in the Table below. A
detailed overview of each contracting model.in€lyding-advantages and disadvantages can
be found in Appendix F.

Table 11: Overview of shortlisted confracting models

Description and relevance to ALR CC2M

Collaborative models

I
Alliance %ﬁens%cooperohve and flexible approach to design, Project delivery,

vo‘rl d shared commercial risk and reward (Target Outturn Cost (TOC)).

Illonc ve been adopted for technically complex packages with unknown
aspects, risks and significant integration requirements. They establish
rm collaborative working relationships between parties.

ﬁnces can progress to procurement earlier, as a result of not requiring
detailed specifications to be priced in the procurement process. Depending on
whether a competitive TOC process is adopted, they can however require

& extended procurement to appointment.

e The Alliance model is well understood and accepted by the market, particularly
in large civil packages and brownfield risk elements.

Incentivised e An adaptation of an Alliance model, this contracting model provides a
Target Cost collaborative, open book, shared risk approach.
(ITc) e A key differential for the model is fixed time delivery (excluding adjustment

events), increasing time certainty for Project delivery through contractors
sharing in cost exposure risks but bearing fime risk.

e [TC can have a higher level or risk fransfer than a fraditional Alliance, with a
painshare / gainshare arrangement commonly limited margins.

e [TC's are becoming more accepted in the Australian market as a ‘middle
ground’ between fixed price D&C contracts and Alliance contracts.

e |TC's can be adapted to arisk profile that is suitable for the market’s risk
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appetite as well as the specific risks of the Project.

Given the emergence of this model in recent years a more detailed summary of
this model is included in Appendix F.

Fixed time and cost models

e A "traditional” approach whereby a Confractor is engaged to deliver to a well

Design and M -
defined scope with risks able to be managed and priced by the market.

Construct
(D&C) e During RFP, the Contractor responds to a preliminary design and project
parameters to tender to design and construct the asset within contracted price.

e This model provides alevel of price and time certainty and is well understood on
traditional civil projects, allowing contractors to develop their response and
manage risks appropriately.

e Decreasing market appetite to accept fixed price risk for high risk scop€ areas,
with emerging D&C positions to include some risk sharing of specific#isk areas.

Design-build- e Similar to the D&C model for the delivery phase, whilst merging also the

operate- operations and maintenance arrangements under fixed price régimes.

maintain e Benefitsinclude intfegrated design, construction ahdimdintenane€ development

(DBOM) and potential forinnovation, with all parties workingtogether fo develop the
delivery model solution and accepting intedration and cG@mmissioning risks.

e This model can improve certainty for operaiions integrefioh and provide whole of
life outcomes, where the full lifecycle of.theasset is'eonsidered from design, to
delivery and operations.

Early e Merging Alliance principles with the® @ &C, the,model engages contractors early
Contractor through a detailed design deyelepment and pricing process (similar to the
Involvement Alliance), however, on completion, confractors are appointed under a fixed price
(ECI) D&C (rather than the Allidnee-lOC pdin /"gain share mode).

e This model was shortlisted as it is.reasonably well understood by the market and
merges principles of théxcollaperdtive alliance with D&C. It has been used in both
early works and ymain works‘eackages.

Other models

Delivery e The delivery partner model enables a client to supplement its infernal capability
Partner through bringing or’d’partner to assist with tasks such as planning, design
oversight’‘and ‘eonstruction management.
e Thissmodelywas shortlisted because of the delivery benefits it brings to complex
projects, {particularly those implementing complex procurement strategies.

¢ Can ke overlayed with other contracting models.

8.3 Civilkworks packages

8.3.] Bérging preferred packaging approach
The emerging preferred packaging approach includes (at least) two civils works packages:

e “funnelling and stafion excavation
e atgrade / elevated civil works.

The key features impacting the potential contracting model for the civil works packages are
summarised in the Table below.
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8.3.2 Application of the value drivers

Table 12: Application of value drivers to civil works packages contract model

Principle Contract model considerations for civil works packages
Customer e Lessrelevant to the civil works packages, given the operational input is
outcomes largely being managed through the packaging approach and line-wide.

e Confractual mechanisms to enable the operator and systems provider to
feed intfo contractor design are likely to be beneficial.

e Collaborative models that provide more flexibility for change can assist
with delivering customer outcomes, to the extent there are changes driven
by an operator / systems provider post confractual close.

Design e ALRLtd will develop the Reference Design and undertake consentingon
that basis. The contracting models reflect the level of construetdbility
design responsibility that will transfer to the party(ies),contraeting for
delivery scope elements.

e The tfiming and extent of the design for each package'needs to be
appropriately coordinated. For example, ifthereg’is ageedifor early design
input from one package to another, this' mdy inppact the preferred
confracting model.

e Preference for flexibility fo be incorporated intofhe timing and extent of
design for each scope element ANgaekage'such that there is sufficient
design integration between packages.

Timing e The preferred contractiigimodels’should consider the expected / required
time to market and tensions wifhin the contract to manage risks that
result in delays to ensure an 6pfimised delivery programme as well as
ensuring that markelrexpeefafions are met.

e Collaborative\miodels can'toe procured faster, but do not necessarily result
in faster delivery, with collaborative processes for key decisions in delivery.

Risk e Risk ifems shouldbésransferred / retained through the contracting model
management bythe.partyswho, can best manage them.

o ~Market tfrendssshow a move towards more collaborative, risk sharing
approagehesifor main delivery packages (either collaborative confract or as
part offixed price contract). The appropriate contract model depends on
extent of scope definition, and package risk profiles.

e/ BespOke ‘hybrid’ models may be pursued where specific scope elements
with less uncertainty are incorporated as ‘fixed price’ elements, and more
uncertain elements are collaborative.

e Preference for risk sharing mechanisms for high risk scope items which are
unable to be appropriately priced and managed by a contractor.

e Delivering the at grade / frenched / civil works in a highly urban
environment has significant risk and complexity, which may be better
delivered via a collaborative model.

e [TC and fixed price models have been adopted for major tunnels.
Approaches to managing project specific risks such as contamination (eg
Westgate Tunnel in Victoria) are required in any model. Major early and
enabling work packages (utilities / demolition) can help reduce risk.

Market appetite e Market expectations for major greenfield civil works in a complex urban
environment, and / or for major tunnelling works are that the contracting
model is not fixed price (ie is an Alliance or ITC).

e The civil works required for the Project are of significant scale, including
major tunnel works, elevated, at grade and trenched works over 24 kms.
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e With a desire for greater aggregation of packages to reduce interface risk,
the packages are of a significant size and scale.

e At thisscale, the market will have increasing difficulty achieving a fixed
price.

Urban outcomes o Additional flexibility available through risk sharing models enables greater
flexibility to respond to urban value drivers if not part of an integrated
contract (noting higher interfaces in line-wide rather than civils).

e Ability for the approach to support outcomes related to property
development.

Innovation e During the Market Intelligence Process the market outlined its preference
to provide innovative solutions for the Project. Innovation can be drive
through the procurement process (compete to win) or through deliv.

e The preferred contracting models should provide sufficient flexibili
allow forinnovative solutions, helping to drive cost and time effi

as well as greater customer outcomes. !
e The preference to provide contractors with scop novos%
Flexibility and o Generally collaborative models, where the s€ope and.cost dre less fixed,

staging are more flexible to respond to changes&nd /or stagifg: This supports a
preference for collaborative models where’scope flexibility is required.

e Augmentation regime needs to be considered/for line-wide packages to
respond to the staging proﬁle.

Broader e Broader Outcomes can b IVIS hrough all confracting models.
outcomes e Collaborative models h vered well against the broader
outcomes, prowded the oode es form part of the Key

Responsibility Are RAs) /&‘ rformonce Indicators (KPIs).

8.3.3 Shortlisted contrgcting mQdels

Both of the civil works packdges are large'scale packages with complex construction and
potentially high risk elements) Theylrequire significant coordination of contractors,
programme and cost._refleetivewf market precedent for packages of this scale and nature,
the Alliance, ITC and'D&C coniracting models have been shortlisted for the civils packages

Figure 26: Contractihg models for the “civil works packages

Civil warks packages

Shortlisted contracting models

8.3.4 Contracting model assessment

The contracting model assessment for the civil works packages is provided in the table
below. Generally, the assessment of the different contracting models follows a similar logic
for both the Civils Packaging analysis.

Commercial Case - Transport Page 45



Table 13: Tunnel and station excavation shortlisted contracting models

Contracting
model

Civil works packages

Alliance e Fast to procure, subject to fender process and if competitive TOC, although does
not necessarily result in overall programme benefits.

e The ability fo procure faster reflects the ability to develop detailed specifications
and Project requirements collaboratively. This ability to defer some decisions and
collaboratively manage risks presents flexibility benefits, and to respond to
unknown Project conditions, but does necessarily drive fixed time outcomes and
presents a challenge impacting flow on packages (line-wide, stafion fit-out, etc).

e Collaborative environment assists in managing significant unknown risks,
potentially helping o realise greater value for money outcomes, as there,may‘oe
reduced risk pricing and claims during delivery. However, where risks are.relafively
more known or understood, contractors may be better placed to manoge directly
rather than sharing risk exposure with the sponsor.

e Flexible to adapt to design changes from approvals {ielif consehiedpost
procurement) or other packages (ie line-wide) subjeci«to fiming‘ef«changes.

e Collaborative models allow decisions to be defepred ard managed together during
delivery, which provides more flexibility howgver can alse résult in a tendency fo
make more changes during delivery whichremain costly.

Incentivised e Similar time to procure as an Alliance, subject to€ampetitive tender process.

Target Cost e An ITC provides similar ‘open-bookpficihg and cpllaborative approach to setting
(ITc) target price as the Alliance modeél. It diso sgpports a collaborative detailed design
development process.

e However, the ITC model intffoduces incrgdsed fension on contractors to deliver on
fime. A liquidated damdgesvegime alongside Key Result Areas (KRAs) can be
implemented to incenfiVise on timmeycompletion.

e Somewhat flexible #0,addpt to design changes from other packages (ie line-wide)
subject to iming‘ofichiange.

o With a major edrlysand enabling works package, the scope is somewhat de-risked

across the/dlignment, which may provide opportunity for a greater level of risk
fransfer nder an ITC srélative to an alliance.

Design and o A P&C modelteguires a more developed understanding of project scope prior to
Construct procurement. \Contractors need sufficient information to appropriately price scope
(D&C) and risks of.jhe works. This may increase the procurement time of the Project, and

requiresiclients to make key decisions up front to avoid costly changes.

¢ Thisssnodel may provide a level of price certainty, subject to the understanding and
nafure of particular risks. Experience has shown where risks cannot be
dppropriately priced they can attract premiums or resulf in claims. Risk sharing
regimes for specific risks can be applied. For example, ground conditions and
ufilities risk sharing with fixed price and fime on all other areas of delivery.

e This model provides fixed time mechanisms to incentivise on time delivery.

e Market appetite to participate will need to be tested.

e Less flexibility fo change from other packages, without raising claims.

8.3.5 Emerging solution - Tunnel and Statfion Excavation Package

[Drafting Note - the following remains subject to further development of the project scope
and analysis, and to be tested through market sounding. Following that, the preferred
solution will be presented].
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8.3.6 Emerging solution - At Grade / Elevated Civil Works Package

[Drafting Note - the following remains subject to further development of the project scope
and analysis, and to be tested through market sounding. Following that, the preferred
solution will be presented].

8.3.7 Emerging solution - Airport Civil Works Package

[Drafting Note - the following remains subject to further development of the project scope
and analysis, and to be tested through market sounding. Following that, the preferred
solution will be presented].

Civils works in Stage 3b, which are completed within Auckland International Airport Limited's
(AIAL) designation and a live airport environment, are particularly high risk and may.need to
be delivered or contracted by AIAL. This supports a more collaborative approach,

8.4 Line-wide package(s)

8.4.1 Emerging preferred packaging approg€h

The emerging packaging solution identified an initichsingle line-wide package. This
package will include all line-wide scope such as rollig’stock, fragk; rail systems, signalling,
communications, depot fit-out, station fit-out and @ &M.

8.4.2 Application of the value drivérs
Table 14: Application of value drivers to line-wide packages«contract model

Value
Drivers

Contract mode! considerations for line-wide package(s)

Customer e Increased focUs on eystomer outcomes generated through combining
outcomes delivery, operations-and maintenance, which is reflected in the packaging
apperodch.

e contracting.models can differ in relation to how embedded the operatoris in
the early phoses, and the extent to which a ‘consortium’ is responsible for
delivering the customer and whole of life outcomes. Delivery phase contracts
with o *stapled’ O&M role likely to be less effective than a consortium approach
that extends into operations.

o \Carefully designed KRAs during the confracting phase may achieve better
performance and value over the lifespan of the contract.

Design e ALR Ltd develops Reference Design and consenting on that basis. The
confract models reflect alevel of constructability design responsibility to
fransfer to the party(ies) contracting for delivery scope elements.

e The line-wide package structure seeks to encourage more active input from
Operators and System providers into the detailed design. Contract models
that reinforce this position can enhance outcomes.

e Flexibility within the package contract needed to allow the operational
interface. Flexibility fo respond to design changes from other packages may
also be needed (although line-wide may be more likely to influence other
packages, rather than civil packages needing line-wide flexibility).

Timing e Operatorinvolvement in the delivery phase is critical, which is addressed
through the package scope. Line-wide design and delivery inferfaces with the
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major civils package may require earlier appointment of line-wide.

Fixed time tensions may support programme outcomes, with the ability to
manage interfaces with the package driving outcomes.

Risk
Management

Systems integration, interface with civil works, commissioning risk are the
maijor risks for the line-wide package. Rolling Stock supply is likely to be lower
risk given the less bespoke model chosen.

With most, if not all major systems in the package, most of the major complex
project interfaces are managed within the package. The consortium will need
to manage these internal interfaces (design, physical or timing) within the bid.
Incentives to manage these may vary depending on the nature of the
contract.

Whilst not providing fixed priced (for D&C), an Alliance structure will provide‘a
collaborative environment to manage significant unknown risks. However in
the greenfield environment for GOA4, the expertise fo manage thesesis likely
within the consorfium parties and as such they may be best placed+o

manage within the contract, rather than sharing responsibility with e client.

Market
Appetite

With a desire for greater aggregation of packagestareducetinterface risks at
the client level, the line-wide package is likely #6e of a signiflcant size and
scale. However, this is subject to the contestableiifems.dnd staging discussion
in Section 7, and will be structured to be mardageable fer the market.

Alliance / ITC models have strong appetite formaijer civils, market feedback
varies for line-wide scope. A consortiumsmodel with fixed scope and price
across the package is preferred in some areds, and reflects predominant
precedent.

Some areas of scope may requifessomesisk sharing regimes, for example,
interfaces with civil packageswith theving=wide expected to take a more
active role in overall Projectintegratien than the civil works parties.

Urban
outcomes

Contracting models for fhe delivery phase associated with the station fit-out
components mayenefit from having additional flexibility to deliver urban
outcomes.

[Drafting néte: Te be considered further once the urban development solution

has been further progressed, and the packaging approach at stations is
further defined.]

Innovation

The pockaging'approach brings together the suite of scope elements and
parficipdnis\from the outside, driving innovation in the integration approach
both during procurement and through delivery.

Oufputspecifications can enhance opportunities for the market to develop
and deliver solutions that respond to these outcomes as distinct from client
defined inputs. Output specifications are more relevant in fixed price models.

An Alliance model provides more flexibility for change during delivery which
may drive innovation in response to a challenge or risk.

Flexibility
and’staging

Augmentation regime needs to be considered for line-wide packages to
respond to the staging profile and address the need for the Operator, systems
and fleet providers to be across the whole network.

Broader
outcomes

Broader Outcomes can be incentivised through all confracting models and
would be expected to form part of the KRAs /KPlIs.
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8.4.3 Shortlisted contracting models

Two contracting models have been shortlisted, which are summarised below.

Figure 27: Line-wide packages contracting models

Shortlisted contracting models

DEOM ECl into DBOM

Of note:

e Alliance and O&M: Given the scope and nature of the package, with Q&M part of the
delivery, an Alliance model is proposed to include a ‘stapled O&M’ cantfact. This brings
O&Minto the Alliance participants from the outset, and pasi/deliverythe Alliance falls
away and a new O&M contract commences, with the ©&M provider{and potentially
fleet and systems as maintfenance) accepting operationalpetformance risks and
network / asset conditions ‘as built’ by the Alliancé to which they were a party.

e DBOM model: is a single contract that embeds the"O&M(and other operational
parties) into the consortium with fixed price @nd scope at outset. There is stronger
market precedent for privately financed Design-Build, Finance, Operate, Maintain
(DBFOM), (this contfracting model wasn'¥shorilisted based on Sponsor guidance)
then a DBOM. However, the DBOM features'closely align with the DBFOM.

e EClinto DBOM: A variant on the Alllance and DBOM is an ECI process that resultsin
fixed price DBOM. Alliance ringiplesediring procurement and establishment of the
contract (price, scope, fime) lead intoxortraditional DBOM contract with all scope
elements.

Similar to the Alliance model,)the ITC €ould be adopted for delivery, bringing fixed time
tensions. However, it is.expectedigiven the nature of the line-wide package and complexities
that time risks are asiembeddediwith the package as delivery cost risks and the ITC not
expected to enharice outcomes. If the Alliance is preferred, this could be re-tested.

8.4.4 Confracting model assessment

Key value driverssiimpacting the potential contracting model for line-wide works are
summarised in‘the table below.

Table 15: Valdesdrivers impacting the confracting model for line-wide works

Contract ) . . .
Line-wide package (including 0&M)

Alliance e Fast to procure, subject to fender process and if competitive TOC, although
with stapled does not necessarily result in overall programme benefits.
o&m e Collaborative models allow decisions to be deferred and managed together

during delivery. This provides flexibility but can result in a fendency to make
more changes during delivery, which add time and cost.
e Where risks are known or understood by the market participants within the

consortium, those parties may be better placed to manage directly rather than
sharing risk exposure with the sponsor. With the line-wide package, the main
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risks relate to interfaces between complex rail systems and ‘moving rail’ scope.
These may be best managed by participants and not the sponsor.

e While Alliance brings O&M into delivery, the confract structure is more unusual
on the O&M obligations and links to the delivery phase (relative to the DBOM).
Under the risk sharing model, the Alliance is unlikely fo have any continuing
obligations info O&M and as such, the O&M contract would need to accept the
Alliance outcomes as part of its fixed contract.

Augmentation:

e Subject to the timing of whether the alliance has finished or not, there will be
flexibility to add scope / changes for future stages, with fixed margins and open
book pricing.

e The stapled O&M confract would require negotiated changes with some

opportunity for pre-agreed augmentations for example, fleet pricing, O&M
pricing, performance regimes.

DBOM e A DBOM requires a developed understanding of Project scope prigf o
procurement. Contractors need sufficient information tolappropriately, price
scope and risks of the works. This may increase the precurement fime of the
Project, and requires clients to make key decisions up front t&iaveid costly
changes.

e This model provides price and time certaintygdubject todhe-wnhderstanding and
nature of particular risks. In a greenfield eriviromMment it isfexpected that the
scope of the line-wide package will be.relativelyvell understood with the
complexity and risks part of the contractorexpertise (unlike ground conditions
and utilities risk in major civils which'e@nrbe genuinely unknown risks).

e Market appetite to participate i DBOM is understood, however the scope /
scale is to be fested.

e Embedded operator outcomes during precurement, delivery and continuing
info operations drive outcomes.

Augmentation:

e Subject to the timing of whettier'delivery works have finished or not, civil
aspects of future stages could be procured separately or negotiated as a
variation to PBOM scopenwith fixed margins and open book pricing embedded
in DBOM fer those sgepe dspects.

e The aspeet of the, DBOM would have pre-agreed augmentations. For example,
fleet pricing, O&M'pricing, performance regimes.

ECl into Hybrid ‘modifications:

DBOM o) An ECI process may provide similar outcomes to the Alliance during
progurement (flexibility fo work collaboratively through the design solution)
and converts info the DBOM model.

e \JThé DBOM embeds the risk management into the consortium parties who
have most expertise in the line-wide scope.

8.4.5 Emerging solution

[Drafting Note - the following remains subject to further development of the project scope
and analysis, and to be tested through market sounding. Following that, the preferred
solution will be presented]
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8.5 Ancillary / standalone works

8.5.] Emerging preferred packaging approach
The emerging packaging solutfion idenftified the following works packages:

e Ufilities identification and relocation
e site investigation and geotechnical
e vertical transport

e line-wide and statfion landscaping

e demolition.

[Drafting Note: We will consider consolidating the analysis below for each of the inﬁhml
ancillary works packages intfo a single piece of analysis as part of the next i’rerqﬁq\].

8.5.2 Utilities identification and relocation

The shortlisted contracting models for the utilities identification and relogafion package is
outlined in Figure 28 with further analysis below.

Figure 28: Utilities identification and relocation shortlisted confracting, medels

Shortlisted cortracting models

8521 Contracting mode| assessment

Key value drivers impacting the patential contracting model for utilities identification and
relocation early works dre.summarised in the table below. By its nature the utilities package
is addressing unknown and unidentified utilities and lends itself to the collaborative models.

However, the ability to mandge timing of works being completed by utility owners/providers
is likely to constrQin the toenefits of the ITC approach. As such, in principle the Alliance model
is preferred for mangging scope of this nature (noting the extent of scope is to be defined).

[Drafting Note - subject to further development of the project scope and analysis, and to be
tested ’rhromere’r sounding. Following that, the preferred solution will be presented]

Table 16: Valve“drivers impacting the contracting model for utilities identification and relocation early works

Va_lue Alliance ITC

Drivers

Timing e The Alliance model provides the e Procurement length could be slightly
opportunity to quickly procure a longer, given the need to agree to a
package. fixed time component.

Market e As a high risk package(s), with e Nafure of works are unknown scope

Appetite material unknowns, and some work and likely to be unknown challenges
which will not be capable of being dealing with ufilities providers. The
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self performed, the market will market may be hesitant to accept time
expect a highly flexible and risk.

collaborative contracting model
(Alliance).

e Given the significant amount of
unknowns, and the recent history of
precedent projects in having
challenges with utilities identification
and relocation, an Alliance contract
will be anticipated by the market

Risk e Flexibility of an Alliance model likely | e Ability to manage utility providers may
Management to be preferred given the scope and be constrained, reducing the
risk profile. Significant risk with effectiveness of the tensions o e f
utilities identification and relocation. the ITC.

e Risks (including time) ass . erh
negohohn nd interfa W|‘rh third
parties wo er ne be retained.

8.5.3 Site investigation and geotechnical

The shortlisted contracting models for the site investigatiomdnd geotechnical package is
outlined in Figure 29 with further analysis below.

Figure 29: site investigations and geotechnical shortlisted¢Contracting=meodels

Site Investigation and Gectechnical

Shertlisted contracting models

Alliance Design and Construct

8531 Contracting. model.assessment

Unknown geotechnical or confamination issues present a significant risk to project costs and
programme. Sifelinvestigation and geotechnical works should be procured as early as
possible, ahead'ef and ouiside the main civil works, in order to de-risk those major packages.

The market has demonstrated capability and understanding of the scope, which means fixed
priced scopes.could be achieved. However, the number and extent of samples to be taken
may need te respond fo the findings, requiring either a flexible approach of an Alliance, or a
D&C ‘scopesladder’ type approach for additional testing.

[quf(ﬁé)(ofe - selection remains subject to further development of the package scope]

Key value drivers impacting the potential contracting model for site investigations and
geotechnical surveys are summarised in the table below.

Table 17: Key Value Drivers impacting the contracting model for site investigation and geotechnical

Value
Drivers

Design and Construct
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Risk e Interface with third parties may create |e Known scope for site investigation and
Management complexity when undertaking site geotechnical work suits a fixed
investigations / geotechnical works. confracting approach, providing cost
e Alliance provides flexibility to respond and programme certainty.
to unknown, crifical, high risk third
party interfaces.
Timing e The Alliance model provides the e Similar to Alliance. Fixed tfime to
opportunity to quickly procure. delivery if scope is known may
Nature of the scope however suggests improve overall fiming.
most models can be quickly procured.
Flexibility and |e This approach offers flexibility to e Less flexibility for changes, unless
staging respond fo any emerging risks or embedded in an pre-agreed ©ptions’ /
evolving scope, reducing Project cost variations regime (eg pre-agreed
and programme risk. additional samples).
Market e Consistent with general market trends e Scope welrundersioed by the market,
appetite towards a more collaborative risk and stfeng market-precedent for
sharing models. simifar,works ufidertaken with D&C
goniracting”approach.
8.5.4 Vertical transport

[Drafting Note - the following remains subjectdofurtheraeyelopment of the project scope
and analysis, and to be tested through mafkei'sounding: Following that, the preferred
solution will be presented]

8.5.5 Line-wide and statief) lendscOoing

[Drafting Note - the following reqiains sulbjest to further development of the project scope
and analysis, and to be testéd, through market sounding. Following that, the preferred
solution will be presented]

8.5.6 Demolifion

[Drafting Note #thefollowing remains subject to further development of the project scope
and analysis, and to e fested through market sounding. Following that, the preferred
solution will be presented]

8.6 Integration

8.6.] Emerging solution

[Drafting Note - the following remains subject to further development, and will heavily
leverage the outcome of the Management Case]

8.6.2 Assessment
[Drafting note: the assessment analysis and outcomes will be included in a later draft]

This section will set outf the assessment of the different procurement models and will be
informed by the ‘market intelligence’ activities completed in late August/Early September.

Commercial Case - Transport Page 53



8.7 Preferred procurement option

[Drafting note: the preferred procurement option will be included in a later draft]

This section will outline the preferred procurement model (i.e. preferred packaging
approach, with the preferred contracting model for each package of works).
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9.1 Type of contract

[Drafting note: the type of contract will be finalised following the delivery model assessment.
Further details will be included in a later draft.]

This section will outline the type of contract used for each package.

9.2 Commercial principles

[Drafting note: the commercial principles will be developed following the delivepsmodel
assessment. High level commercial principles will be included in a Idier drafid]

This section will outline the commercial principles that underpin each of theseontracts
outlined in the section above (i.e. principles for design, approach to integratien/interface
management, future expansion/augmentation, fares, etc.)s

93 Risk allocation

[Drafting note: the risk allocation will be develgpedfollowing the delivery model assessment.
A detailedrisk allocation table has been provided inAppendix C]

This section will summarise the risk allocations for each of the conftracts, with the detailed
risk allocation tables included in the Appendix:

94 Performance{framework

[Drafting note: a performanee framework will be developed following in a later draft.]

This section will summarise theYoérformance framework for the different contracts (e.g.
KPIs/KRAs, etc.).

9.5 Paymentmechanisms

[Drafting note; apayment mechanism will be developed following in a later draft.]

This section. Will'summarise the payment mechanism proposed for each of the contracts,
building upon the risk allocations and performance frameworks outlined in the sections
above.

9.6 Contract management

[Drafting note: contract management will be developed following in a later draft.]

This section will outline how the contracts will be managed going forward.
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10. Accounting implications

10.] Accounting freatment
[Drafting note: the accounting treatment will be developed following in a later draft.]

This section will outline the accounting freatment for the preferred procurement model.
Depending on the level of detail available /degree some options are still open, the potential

implications of different implications will be included. &
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11. Procurement plan

1.1 Tendering process
[Drafting note: the procurement plan will be developed following in a later draft.]

This section will outline the proposed tendering process (e.g. the procurement timeline,
whether a two-stage tender process will be used, etc.).
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12.

Evaluation team and process

[Drafting note: this chapter will be developed in a later draft.]

12]

12.1.1

12.2

1221
12.2.2
1223
12.24
12.2.5

12.2.6

123

[Drafting note: this chop’rer Xdev

Procuring feam

Roles and responsibilifies

A

Evaluation methodology Q.

%
Evaluation criteria and weighting 0@4 ?&
Innovation %Q/ &Q~

Assessment of bids against the e Q}Tlob iteria

Evaluation model

Due diligence

Additional process Q‘ &Q‘

Key procureme ;: holders
el d pending clarity and further thought on the key

messages for this sec’rlon n ude f the Management Case]
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13. Procurement timeline

[Drafting note: the procurement timeline will be developed in a later draft. Note that the
procurement timeline should have reference to the delivery fimelines - faster procurement
doesn’t necessarily reflect faster delivery, for example, design development could be in
pre-procurement or post procurement pending the contracting model type]
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14. Insurance plan

[Drafting note: the insurance plan will be developed in a later draft.]
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15. Next steps

[Drafting note: next steps will be developed in a later draft.]
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Appendix A Detailed performance output
requirements

[Drafting note: the detailed performance output requirements will be developed in a later
draft.]
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Appendix B

Procurement methodology

[Drafting note: a PDF of the procurement methodology report will be included once

finalised]
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Civils package

The advantages and disadvantages of the emerging solution for civils packages are outlined
in Table [xx].

Table [xx] Advantages and disadvantages of emerging civils packages

Emerging Advantages Disadvantages
solution

Tunnel and Allows for a consistent contractor to The depth of the tunpéling market

Pl N e e il fransfer lessons learned (and now in NZ may not betsufficient for a
experienced and skilled contractors) singlestunnelling.edhiract.
from the initial stage of the tfunneling [Profiiig nafe; fo be tested in

works (i.e. Stage 1B) to the second stage » moye fopmnalitnarket sounding]
of tunneling works (i.e. Stage 2).

Facilitates an single end-to-end Qs oppor’runl’rles for multiple

solution that could lead to be’r’r% eling contractors to get
service and customer experl perience within NZ (and
outcomes by better integr. orks potentially limifing the future

0~ /Q~ market for funneling works).

Reduces the design=and consirection

interface risk behween funnels-and

stations given.thal*this will-be

fransferred to the same‘centractor;
\‘ :

for innovation as

the o ’rroc’r r greo’rer flexibility to

gn develop alternative
régram solutions or adopt
fe struction approaches; and

Creates cost efficiencies as there will be
ene TBM operator and a single dive site
required for both stages.

At Grade, Allows for the lessons learned on the Potential reduced competitive
Trenched and Stage 1A package to be understood tension through aggregating large
immediately for Stage 3A, providing package of work.

potential efficiencies.

Elevated

Where Stage 3A is not confracted Reduced number of packages
immediately with Stage 1A (i.e. ALR Ltd  available for the market to tender
has the right fo go to market), the Stage  on, potentially impacting

1A confractor is further incentivised to development of the broader

perform strongly. contractor market in NZ.
Reduced interfaces ALR Ltd will be Reduced competitive tension
required fo manage (i.e. between Stage  where Stage 3A is not more
1A and Stage 3A civil works). competitively tendered (noting
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Reduced procurement costs for ALR
Ltd.

Line wide package

ALR has the capacity to go to
market).

The advantages and disadvantages of the emerging solution for the line wide packages are

outlined in Table [xx].

Table [xx] Advantages and disadvantages of emerging line wide packages

Emerging
solution

Advantages

Reducing interface risk which ALR Ltd
is required to manage particularly in
the context of:

Tunnel and
station excavation

rail systems) to be package
tfogether

e All customer facing @
components packaged
together

e Rollingstock, d %ﬂd rg
systems are po@ged g

e Complex noh-civil components
of delivery a po@d with
O&M \/

W

Will al \q op@ondron

sys’rﬁd des'$~

~Reduced the need for multiple
procurements

O

Disadvantages

»

The%k&ge wli‘@ire complex
JV's

<:/Q ’&Qy

e Allcomplex systems (includini

ALR Ltd may lose flexibility to lose
their preferred provider in all
categories (i.e. proponents will be
selected on a consortium basis,
not an an individual major
supplier basis);

The scale of the package and
complexity may be too significant
for the market [draffing note - to
be further tested during market
sounding].

The voice of the operator may be
reduced in a package where their
scope does hot make up a
material component (in $ terms)
of the package.
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Appendix D  Detailed procurement plan

[Drafting note:a PDF of the procurement methodology report will be included once finalised]

[Page intentionally left blank]
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The risk allocation table below allocatesrisks to the stakeholder who is best able to manage
them in order to achieve the best value for money for ALR Ltd. Identified risks are either:

e Retained by ALR Ltd
e Transferred to the private sector; or
e shared between the parties

[The risk register will be developed further for the next draft, headings and descriptions are indicative
only for 50% draft]

Table [xx] Project Risk Summary

Risk No. Type of risk Description ALR Ltd Contractor Shared
1 Land Acquisition A.Ov/ ,1< <
2 Site conditions Risk of unexpected (:)

geotechnical site Q

condifions along fh@ O
CC2M corrido@@ng

flooding Q~
Risk of m ing/ &
removm& nta

site &Qcpver

%chn

3 Force Majeure ‘\* tha \rOjeCT is
del e to

anx cted / unforeseen
I\Q NSNS

a Des:% ;&lsk that the Project does

not meet the contractual

Q design requirements.
5 Constr?@} Risk that construction is
de i delayed and the Project is
unable to be completed
E on fime.

\Constructnon cost Risk that construction
« overruns activities are completed
over budget.

Interface risks Risk in managing
interfaces and
coordinating the
combination of design,
construction and O&M
activities associated with
ALR CC2M.
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10

1

12

13

14

15

Other
Government
Projects

Defects Risk

Change of laws

Financing

Foreign Exchange
risk

Market capacity

Interface with the
wider Auckland
Rapid Transit
Network

Surrounding
community

Impact that other projects
funded by the
Government cause delay
to the ALR CC2M Project
activities.

Risk that post
construction defects are
identified in the Project.

Risk that laws related to
the construction of ALR
CC2M change which
directly impact the
Project.

Risk that financing is
unable to be attained.

Risk of forex movements.

The delivery and
procurement of ALR Ltdhis
expected to occur
concurrently with other
Major projects¢arourid
New Zealapd)(Lets get
Wellington Meving,
Waitemdta Harbour
Copinections). There€ is
sighifigant riskihat there
will not be sufficient
market capacity to deliver
the desired outcomes of
theProject.

The Projectis a
component of the
potential network of rapid
fransit projects including
Waitemata Harbour
Connections and North
West Rapid transit,
resulfing in interface and
integration risks.
associated with further
extension.

Risks that construction
imposes on the
surrounding community
and local businesses,
considering the impacts
COVID-19 lockdowns have
had on similar businesses.
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[Drafting note: a PDF of the options assessment report will be included once finalised]

Table[xx] Evaluation of contracting models

Contracting Model

Design and Construct
(D&C)

In a Design and Construct
delivery model, the main
contractor takes on the
responsibility for both the
design and construction of
the Project, and the O&M is
separately procured. Under
this model, the client will
design a brief which
outlines the functionality
and key user requirements
for the Project, which is less
detailed than a construct
only brief. The client will
seek tenders for the Project,
and tenderers will
nominate a fixed price for
design and construction of
the Project.

Construct Only

Under a construct only
confracting model, ALR Ltd
is responsible for the design
of the Project (either

Potential early start on site
as the construction is able
to begin soon after the
confract is awarded.
Compared to other
fraditional methods, this
method can result in an
earlier completion.
Contractor is able to utilise
its supply chain and
flexibility in construction
methodologies, this can
result in deSign.nnovation:
There is\a sihgle point of
responsibility for60th
deésign/and. coenstruction
resulfingdniless design/
constrection interface. This
may.result in fewer disputes
overdesign-related issues.
[Ffrequirements are clearly
defined during the tender
process, there can be a
higher degree of cost
certainty

Construction delays and
cost overrun risks are
transferred to the
contractor

This contfracting method
would be suitable for a
Project with a well defined
scope and few ‘unknown
risks’. This allows for
efficient fransfer of risk and
pricing.

ALR Ltd retains conftrol of
the design process

Fixed price and fime
construction contracts

This contracting moedel is
less suited for projects that
haye highly @ermiplex design
requirements or require
exceptiondal quality
The.confractor generally has
the.hoice of final selection
ofisystems and materials
Tender period is long, as the
confractors need enough
fime to develop the design
proposals. These designs
also need to be assessed
alongside the programme,
construction methodology
and price

Cost of tendering tends o
be higher than a traditional
model, resulting in fewer
applicants in the tender
process

This confracting model may
not be suitable if the client
wants to have a significant
level of control over the
design phase

Limited opportunity to drive
value over the whole of
Project life through design
innovation

Difficult to mitigate risk of
cost overruns and time
delays.

ALR Ltd retains the scoping,
interface and design risks.
This can lead to price
uncertainty as the final
construction price depends
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internal or external). A
tender process is then
conducted for the
consfruction phase of the
Project and awarded on a
fixed price basis.

Managing Contractor (]

Under a managing
confractor model, the client
prepares a project brief
(with a budget and
estimated completion S
dates), and the managing
confractor must work with
the client in order to revise
and refine the design and
Project delivery eg
engaging with
subcontractors, thereby
accepting some of the
Project risk.

Design, Build, Operate, °
Maintain (DBOM)

A DBOM model allows the
contractor to procure the
Projects O&M services for a
specified period of fime, Qs ®
well as the Design and
construct delivery model.

This model would‘allow ALR

Ltd to retain legal and
economic ownership OfRALR
CC2M assets whilst

transferring the L)
responsibility éfsthe design,
construction'and O&M to a
contractor:

Alliance Delivery Model °

In an Alliance delivery

model, the client and one

or more parties work ®
tfogether to jointly execute

the Project, sharing the

provides budgeting
certainty to ALR Ltd.

ALR Lid is able fo retain °
confrol over the Project,

while areliable confractor is °
able to manage the Project

and risks.

This type of model is °
suitable for Projects with

high risk components and
uncertain scope.

This.contractingmodel is °
syitable’if the.private sector

IS best placed fo manage
operatifig.ahd maintenance

risks °
As the contractor is

responsible for combined

design, construction and

O&M there is more

incentive for innovation
compared to a traditional

D&C model °
The contractor is

encouraged tforeduce

‘whole of life' costs as some

of the life cycle risk is
tfransferred to the

contractor

The contractor is

accountable for everything
(benefit for the client).

Allows forinnovation and °
improves efficiency from
collaboration.

The project team works

together throughout

planning, design and

on the completeness and
accuracy of the design
Tunneling represents a
complex element of the ALR
CC2M Project, and these
risks are unlikely to be
transferred to the contractor.

ALR Ltd would retain the risk
of cost overruns

No incentive to consider
costs from an end fo end
view

Given the large-number of
stakeholdersimALR Ltd, the
contractor would need to
managethese expectations.
This couldsbe complex

The New Zealand
censtruction market is
unlikely to be able to provide
a single managing
contractor.

Funding is provided
progressively, and so risk is
not fully transferred during
consfruction

As the contractor is not only
required to be paid upon
completion of the works (as
in a PPP model), risks of cost
overruns and delays are
difficult to mitigate for the
client.

Tends to have longer tender
processes and the client
must evaluate both design,
construction and O&M risks.

Contract and negligence
related matters are
commonly excluded from
legal claims. Claims are
generally limited to matters

Commercial Case - Transport Revision O



risks and rewards. This
fosters a strong group
culfure where unanimous
decision making is
required. An Alliance
delivery model is a
collaborative procurement
method, and is usually used
for larger and more
complex projects that
would be challenging fo
price and deliver under a
more fraditional
procurement method.

Incentivised Target Cost
(1ITC)

construction, encouraging
decisions that are ‘best for

the Project.’ °

Supports knowledge
fransfer between all teams.

Fewer disputes as a result °

of aligned commercial
interests.

Alliance incentivised to
work together in order to

reduce time and costs °

spent on the Project.
Suitable for complex
projects with wide impacts.
Suitable for projects where
significant risks are still
unknown. As there will
inevitably be unpredictable

risks that cannot be °

identified prior to
confracting and therefore
cannot be costed, it canbe
best to manage thése fisks
collaboratively

Ideal for a Pr@ject¥hat has
many stakeholdéer
interfaces, especidlly with
those that,have cempeting
inférests

Allews for greater
eollaberation

Allows for continuous
imprevement, as the scope
aganvary.

Earlier focus on scoping, °
design, costing and risk
assessment

Scope and design are able

to be collaboratively °

developed and costed in

the ITC contract suite, while
ensuring an appropriate

amount of competitive

tension can be leveraged to

drive innovation and °
efficiency in costing.

Greater transparency on

actual cost and delivery
information, so the Project °
team can be a more active

and informed client over

fime in the application of

cost and risk benchmarking
More balanced risk

of wilful default or
insolvency.

In order to meet cost and
timing demands, quality can
often be overlooked
Requires significant
resourcing from the client to
implement the correct
structures needed to govern
the Alliance.

The client needs tfo ensure
they are implementing the
correct culture fromsthe
beginning of the project.
This is imperatiyvefor/the
success of thevAlliance. All
parties mustwork together
and coll@porate on all issues
The clieptwltimately bears
the siskrelated to price.

Reduced time and cost
certainty fo the Client due to
risk sharing nature of the
contract

Contracts are less likely to be
appropriate where a projects
risk profile can be
understood and efficiently
priced by the contractor
market

Risk of direct exposure for
the Client and fime and cost
overruns under the Risk and
Reward Regime

The success of the
collaborative contract
elements are contingent on
Client having the necessary
capability and capacity to
provide robust interrogation
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Early Contractor
Involvement (ECI)

ECIl occurs in order to
engage contractors early on
in the Project and gain early
advice and involvement
from a contractor into the
optimisation and feasibility
of designs.

allocation, which is more
attractive to the market.
Risk is allocated to the party
that is best suited to
manage it

Parties are appropriately
incenfivised to deliver on
fime

Cost performance regime
that better aligns with the
interests of the Client and
the Contractor.

Robust set of KPlIs
stfructured as a positive
financial incentives to drive
desired behaviours

Strong cost management

Can improve costs and time
savings

More chance for innovation
with early involvement
Greater change for design
optfimisation

The Project is able to
commit to construction
resources earlier, espeaially
helpful with elements:

of proposed costs, both
during the procurement
process and into delivery.

ALR Ltd weuld retain all of
thesdelivery risk

I order fo manage
interfaces with other
packages, ALR Ltd would
need to be proactive in
maintaining a detailed
schedule of works and
completion date.

It may be difficult to find the
personnel with the required
skills and expertise to
complete the works

There is often uncertainty
around price due to lack of
competition. This may inflate
costs.

Commercial Case - Transport Revision O



Appendix G Market engagement

[Drafting note: copy of market engagement process and methodology to be included once
finalised - to cover the market intelligence process and subsequent market sounding to be
completed post this draft]
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Appendix H Delivering the Broader Outcomes
and sustainable procurement

[Drafting note: a PDF of the broader outcomes and sustainable procurement report will be
included once finalised]
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Appendix | Property acquisition strategy

[Page intentionally left blank]

[Drafting note: a PDF of the procurement methodology report will be included once
finalised]
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Appendix J Consenting strategy

[Page intentionally left blank]

[Drafting note: a PDF of the procurement methodology report will be included once
finalised]



