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Today we will discuss…

1. Procurement:

1. Light rail current market, precedent projects and lessons 
learnt

2. Packaging options and proposed packages

3. Procurement options and proposed procurement models

2. Funding and finance:

1. Cost, 

2. GPS and NLTF capacity

2
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Procurement strategy

The Commercial Case
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Discussion points

• Summary of current Australian market dynamics, 

precedent Australian light rail projects, and lessons

• Refresh on market engagement findings

• Packaging option development and assessment

• Proposed contract packages for CC2M

• Procurement option assessment

• Proposed procurement models for CC2M
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There is a strong pipeline of infrastructure 

activity in Australia which is impacting costs and 

may impact number of bidders for CC2M
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Major Transport Infrastructure Projects - Australia $bn

Forecasts

Value of Work Done by Year (Years Ended June)

WestConnex (incl. Extensions)

Sydney Metro CSW

Roads related to SSA

LXRA

West Gate Tunnel

Pacific Highway Upgrade

M2 & M5 
Upgrades

Southwest Rail 
Sydney

Clem7

Airport Link

BHP Rail Upgrades

Fortescue Rail Lines

Ipswich Motorway

Galilee Rail Links

There is record high infrastructure activity in Australia
1

The operator market is not deep in Australia  and NZ

This means that means that contractors may selectively 

bid opportunities 

Operator Active in Australia?

KDR 

Transdev 

MTR 

Comfort Delgro Buses only

SMRT 

Transit Systems Buses only 

Go-Ahead 

National Express (NX) 

Abellio 

Deutsche Bahn Bidder on PLR

This means that ALR needs to be an attractive 

proposition for operators

There is a deep market for both debt and equity in 

Australia and NZ 

This however is dependent on appropriate risk 

allocation  
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Precedent Australian delivery models

Light Rail Delivery models 

Works to be delivered SMNW SMCSW Melbourne Metro Cross River Rail

O&M TSOM - PPP Franchise TSD – PPP

Rolling stock OTS - PPP
N/A –procured

separately 

Stabling facility SSC – ITC* N/A

Stations Civils Fitout  TSD – PPP

Tunnel TSE – D&C TSE – D&C PPP

Signalling, systems & power

Rail systems –

competitive 

alliance
RIS - Alliance

Linewide  SSC – ITC* Competitive Alliance
Tracks & civils Tracks 

SVC –

D&C

Early and enabling works ECRL Upgrade SSJ SYAB Demo L&E Managing Contractor

Metro Delivery models 

Works to be delivered SLR GCRT Capital Metro PLR 

O&M

Rolling stock

Stabling facility PPP PPP PPP SOM Package 

Signalling, systems & power

Stops
Systems Civil  works

Tracks & civils
Infrastructure package  

- D&C

Utilities 
Initial relocation 

and investigation 
*some sharing of utilities risk 

Early and enabling works D&C D&C

* Incentivised target cost
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Lessons learnt from precedent projects

Government support

► Whole of Government alignment before engaging market

► De-couple political promises for highly complex projects

► Actively manage key stakeholders and confirm scope before 

tendering 

Project governance

► Land governance early 

► Strike a balance between technical and commercial capability

► Strong client representation supported by consultants/advisers

► Engage third parties along the alignment – de-risking strategy

Commercial structuring

► Start with the end state – are there expansions? Consider 

operations?

► Operator incentives to achieve better customer outcomes

► Market capacity key issue in a heated market

► Early due diligence – utilities, traffic priority

► Don’t go to market until scope and 3
rd

party buy-in is landed

► Communicate program to market early (e.g. Industry briefings)

► Genuine interactive workshops 

► Information requirements at RFP – consider bid cost vs benefits

► Land strategies for future expansion – augmentation frameworks

► Right balance between probity and flexibility to evaluate 

► Well resourced OpCo is critical for delivery and operations

► Ensure delivery program is transparent if the need to modify arises 

► Consortia should not be controlled by a single party 

Pre – Transaction Phase Transaction Phase 

► Involve delivery/contract management team during transaction

► Develop clear contract transition plans

► Set the scene early on how you are going to administer the contract

► Know the consortia dynamics – but stick to your contractual 

counterparties

Post -Transaction Phase 

Column A - Projects

33 of 1061

Released under th
e Offic

ial In
formation Act 1

982



The market engagement findings are important 

background to the packaging and procurement 

decisions

There are some thresholds that we must meet in order 

to attract participants

Risk allocation is fundamental. There are 3 key risks:

• Major utilities – market will not take this risk

• Interfaces – prefer to minimise; carefully consider 

who takes responsibility for managing interfaces

• Stakeholders – must have MOUs in place prior to 

signing major delivery contracts
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We sequentially followed 7 steps to assess and 

select packaging options

1. Identify the delivery and service requirements

2. Identify Market Threshold Criteria

3. Identify Option Assessment Criteria

4. Develop the Delivery packaging options

5. Assess Delivery options against threshold and 

assessment criteria

6. Develop and assess Operations packaging 

options

7. Assess the combined Delivery + Operation 

packages
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Light rail involves a number of delivery & service 

components that can be packaged together

Delivery phase Operations phase

• Utilities relocation - high risk
• Utilities relocations - low risk
• Tracks and civil works
• Stabling and maintenance facility
• K’Rd & CMJ crossings
• MHX crossing
• Systems and power supply
• Rolling stock (LRV) supply

• Operations
• Systems Maintenance
• LRV Maintenance
• Tracks & Civils Maintenance

Integration and commissioning are also essential activities.
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Market threshold criteria were developed from 

the market engagement findings

The market indicated threshold requirements for the 

project to be attractive:

• Major utilities risk not transferred

• D&C package scale below approx. $2Bn

• Greenfield patronage / revenue risk not transferred

• Transport and urban development delivery not 

comingled

Packaging options must meet these threshold criteria
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We developed option assessment criteria based 

on project and NZTA objectives

Assessment criteria were developed based on (among 

others):

• The project objectives:

• Transport and customer service outcomes

• Urban place-making

• NZTA’s objectives:

• Value for money (cost, whole of life outcomes, 

performance)

• Delivery timeliness and stakeholder impact

• Flexibility during delivery/operations, and in future

• Market feedback:

• Risk allocation (including interface management)
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A wide range of assessment criteria were used

Product objectives:

• Optimise service integration and customer outcomes

• Optimise urban place making

Value for money objectives:

• Optimise project expenditure (including budget impact)

• Optimise funding and financing

• Optimise whole-of-life outcomes

• Optimise risk allocation

• Market acceptability to drive competition

• Incentivise performance and innovation

Column A - Projects

39 of 1061

Released under th
e Offic

ial In
formation Act 1

982



A wide range of assessment criteria were used …

Interface objectives:

• Allocate construction risk to best party

• Allocate operations risk to best party

• Vertical integration: Single party accountable for service 

and performance outcomes

Delivery objectives:

• Achieve delivery milestones 

• Minimise impacts on customers, stakeholders, community

• Match resource capability/capacity (NZTA and market)

Flexibility objectives:

• Maintain flexibility for delivery and operations

• Provide flexibility for future extensions
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Packages were scored against each assessment 

sub-criteria using an evaluation scale

Evaluation scale

Strongly positive impact on a criterion ✔✔

Moderately positive impact on a criterion ✔

Neutral impact on a criterion -

Moderately negative impact on a criterion ✖

Strongly negative impact on a criterion ✖✖
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We assessed a full spectrum of packaging 

options:  for the delivery phase …

Fully integrated 
package

Fully disaggregated 
packages
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… and for the operations phase

Fully disaggregated 
packages

Fully integrated 
package
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The many possible delivery phase packages were 

narrowed down to 8 options for further 

assessment

MāngereCity

K 

Road/CMJ

Mt. 

Roskill

MHX

LRV

LRV Supply

Stabling 

& 

Maintena

nce

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Utilities – Low  Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

City
K Road/CMJ Mt. 

Roskill MHX

LRV

LRV Supply

Stabling 

& 

Maintena

nce

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

City
K Road/CMJ Mt. 

Roskill MHX

LRV

LRV Supply

Stabling 

& 

Mainten

ance

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

City
K Road/CMJ Mt. 

Roskill MHX

LRV

LRV Supply

Stablin

g & 

Mainten

ance

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

City
K Road/CMJ Mt. 

Roskill MHX

LRV

LRV Supply

Stabling 

& 

Maintena

nce

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

City
K Road/CMJ Mt. 

Roskill MHX

LRV

LRV Supply

Stabling 

& 

Maintena

nce

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

City
K Road/CMJ Mt. Roskill

MHX

LRV

LRV Supply

Stabling 

& 

Mainten

ance

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

City
K Road/CMJ Mt. Roskill

MHX

LRV

LRV Supply

Stabling 

& 

Mainten

ance

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & Maintenance 

Facility
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All but one delivery package option passed the 

market threshold tests

Packaging option Meets market threshold criteria

Option 1 Fully disaggregated ✔

Option 2 Combined civils and low risk utilities ✔

Option 4 Integrated LRV and Systems ✔

Option 5 Combined stabling and systems ✔

Option 7 Combined LRV, Systems and Stabling ✔

Option 10a Integrated excluding early works ✔

Option 10c Integrated including early works ✔

Option 10d Fully integrated (including utilities) ✖

Increasing ability to 
select ‘best of breed 

solution’

Increasing risk transfer 
and reduction in 

interfaces
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The delivery package options were assessed 

against the criteria and 2 were shortlisted

NO

Column A - Projects

46 of 1061

Released under th
e Offic

ial In
formation Act 1

982



7 operations phase packaging options were 

considered

Operations

LRV 

Maintenance 

1

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations A

Operations

LRV 

Maintenance 

1

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations B

Operations

LRV 

Maintenance 

1

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations D

Operations

LRV 

Maintenance 

1

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations  F

Operations

LRV 

Maintenance 

1

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations  G 

Operations

LRV 

Maintenance 

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations  C

Operations

LRV 

Maintenance 

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations  E
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The operations package options were assessed 

and 2 were shortlisted
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This gave us two shortlisted Delivery Packages
City K Road/CMJ

Mt. 

Roskil

l
MHX

LRV

LRV Supply

Stablin

g & 

Mainte

nance

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & 

Maintenance Facility

City K Road/CMJ
Mt. 

Roskil

l
MHX

LRV

LRV Supply

Stablin

g & 

Mainte

nance

Sy stems & Pow er

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Utilities – Low  Risk

Utilities – High Risk

Stabling & 

Maintenance Facility
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And two shortlisted Operations Packages

Operations

LRV 

Maintenance 

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations B

Operations

LRV 

Maintenance 

Tracks and 

Civils 

Maintenance 

Systems & 

Power 

maintenance 

Operations  G 

Column A - Projects

50 of 1061

Released under th
e Offic

ial In
formation Act 1

982



These were then combined to give 4 

delivery and operations package options

City K Road/CMJ Mt. Roskill MHX

LRV

LRV Supply

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Operations Phase

Operations

LRV Maintenance 

Tracks and Civ ils Maintenance 

Systems & Power maintenance 

Utilities – Low Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

Construction Phase

Systems & Power

City K Road/CMJ Mt. Roskill MHX

LRV

LRV Supply

Stabling & 

Maintenan

ce

Systems & Power

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Operations Phase

Operations

LRV Maintenance 

Tracks and Civ ils Maintenance 

Systems & Power maintenance 

Utilities – Low Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

Construction Phase

City K Road/CMJ Mt. Roskill MHX

LRV

LRV Supply

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Operations Phase

Operations

LRV Maintenance 

Tracks and Civ ils Maintenance 

Systems & Power maintenance 

Utilities – Low Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

Construction Phase

Systems & Power

City K Road/CMJ Mt. Roskill MHX

LRV

LRV Supply

Stabling & 

Maintenan

ce

Systems & Power

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Operations Phase

Operations

LRV Maintenance 

Tracks and Civ ils Maintenance 

Systems & Power maintenance 

Utilities – Low Risk

Utilities – High Risk

Stabling & 

Maintenance 

Facility

Construction Phase
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Three of the combined package options were 

eliminated

City K Road/CMJ Mt. Roskill MHX

LRV

LRV Supply

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Operations Phase

Operations

LRV Maintenance 

Tracks and Civ ils Maintenance 

Systems & Power maintenance 

Utilities – Low Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

Construction Phase

Systems & Power

City K Road/CMJ Mt. Roskill MHX

LRV

LRV Supply

Stabling & 

Maintenan

ce

Systems & Power

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Operations Phase

Operations

LRV Maintenance 

Tracks and Civ ils Maintenance 

Systems & Power maintenance 

Utilities – Low Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

Construction Phase

City K Road/CMJ Mt. Roskill MHX

LRV

LRV Supply

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Operations Phase

Operations

LRV Maintenance 

Tracks and Civ ils Maintenance 

Systems & Power maintenance 

Utilities – Low Risk

Utilities – High Risk

Stabling & Maintenance 

Facility

Construction Phase

Systems & Power

City K Road/CMJ Mt. Roskill MHX

LRV

LRV Supply

Stabling & 

Maintenan

ce

Systems & Power

Tracks & Civ ils

K Road/CMJ MHX

Māngere

Operations Phase

Operations

LRV Maintenance 

Tracks and Civ ils Maintenance 

Systems & Power maintenance 

Utilities – Low Risk

Utilities – High Risk

Stabling & 

Maintenance 

Facility

Construction Phase

• Separating tracks and civils maintenance created an 

additional interfaces during delivery and / or 

operations and lost synergy and efficiency

• The two-package main 

works option was less 

preferred due to the 

retention for the NZTA 

of a major interface
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A single main works package with 3 early works 

packages is proposed

1. Major utilities relocations package

2. K’Rd/CMJ crossings package

3. MHX crossing package

4. A single integrated delivery & operations package
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A full range of procurement model options was 

considered for each of the 4 packages

Procurement model options were:

• Construct only

• Early Contractor Involvement (ECI)

• Design & Construct

• Alliance

• Design-Build-Operate-Maintain (DBOM) 

• Public Private Partnership (PPP)

The same scoring scale was used as for packaging 

options
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We assessed the procurement models against a 

range of characteristics and requirements

• Project scale

• Project risk

• Operability

• Flexibility

• Whole of life costs

• Innovation 

• Time to market

• Stakeholder management

• Market acceptability

Evaluation scale

Strongly positive impact on a criterion ✔✔

Moderately positive impact on a 
criterion

✔

Neutral impact on a criterion -

Moderately negative impact on a 
criterion

✖

Strongly negative impact on a criterion ✖✖
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A preferred procurement model has been 

determined for each early works package

1. Major utilities relocations packages: Alliance / ECI

• High degree of uncertainty and complexity

• Market has clearly stated it will not accept the risk = 

must be a risk sharing model

• Alliance or ECI well suited to this package

2. K’Rd/CMJ crossings package: Competitive Alliance

• High degree of uncertainty and complexity, particularly 

with interfaces with other projects and local roads

3. MHX crossing package: Design & Construct (D&C)

• Relatively simple structure; scale suited to D&C

• Risks are well-known as NZTA has built a major 

structure nearby within last 10 years
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3 procurement model options were assessed for 

the main package

Main package is fully integrated during the delivery and 

with the operations phase

It requires a model that incorporates at least Design, Build, 

Operate & Maintain (DBOM). 

Three procurement model options were tested:

• Alliance DBOM  (eg, Waterview tunnels)

• Traditional DBOM  (common in heavy rail and light rail)

• PPP (a DBFOM)  (common in heavy rail and light rail)

PPP was assessed against Treasury and NZTA PPP 

guidelines and found to be suitable

All 3 were assessed as suitable and were further evaluated
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Risk transfer is a key difference among the 

models

Alliance 2 DBOM PPP

Scope / Specification risk Government Government Government 

Site approval Risks

Site availability and access Government Government Government

Site condition risk Government Government Shared 4

Land acquisition risk Government Government Shared3

Environmental approval risk Government Government Shared3

Planning approval Government Government Shared3

Design, Construction and commissioning risk 

Design risk Shared Private Private

Construction Risks Shared Private Private

Construction cost escalation risk Shared Private Private

Supplier risk Shared Private Private

Operating risks 

Demand risk Government Government Government4

Operating performance risk Shared Private Private

Maintenance risk Shared Private Private

Operating cost escalation risks Shared Private Private

Change in specification risk Government Government Government

Obsolescence risk Government Government Private

Competition risk Government Government Government

Other Risks

Interface risk (external) Government Shared Shared

Change in legislation Government Government Shared 

Industrial relations risk Government Government Private 
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All 3 options have strengths & weaknesses.

All involve trade-offs.

Alliance Managing contractor Construct Only DB DBOM, DBM, DBO
BOOT and 

Availability PPP

Private financing
Public financing

Change is generally
difficult and/or costly

Change is contemplated by the arrangements—no 
guarantee that it will be materially cheaper

Lower price certainty and risk transfer for the sponsoring 
government

Contractor’s incentives to improve outcomes may be 
limited

Sponsoring government maximises risk transfer and cost 
certainty

Contractor has strong incentives to reduce cost, and bears 
most risk

Flexibility to change

Price certainty

Risk transfer

Contractor’s incentive (cost, risk, innovation)
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The 3 procurement options were assessed against 

the same criteria

Column A - Projects

60 of 1061

Released under th
e Offic

ial In
formation Act 1

982



PPP is the proposed procurement model for the 

main package

PPP was found to have a number of relative strengths, 

particularly in value for money and interface management

The pressure brought by the inclusion of financiers is a key 

differentiator

However, PPP’s clear weakness is difficulty of making 

unexpected changes 

Therefore, PPP is recommended if and only if we know what 

we are buying or we know what remains undecided, and we 

must commit to not changing this

The primary risk of change is due to stakeholder 

agreements not being signed before contracting

There is time in the programme to develop stakeholder 

agreements 
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Indicative procurement timeframes mostly 

depend on the consenting pathway

All timeframes except utilities are driven by the consenting 

process

• Consenting pathway is to a July 2020 decision

By September 2020, two major packages are contracted 

(Utilities and K’Rd/CMJ ) and utilities work is well underway. 
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Various tools are used to increase flexibility in 

PPPs

Flexibility 

in PPPs

Option Pricing 

Modification 

Regime

Termination 

rights and Plan B 

Detail on 

components 

e.g. O&M, 

integrator  

Equity buyout 

Augmentation

Framework

Get pricing

Agree mechanism 
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Next steps in the procurement strategy 

development involve work to refine models and 

testing with the market

Market engagement summary report will be issued to 

industry

Further detailed work will be done to refine the 

preferred models, in particular to improve their weak 

points and tailor to specifics of CC2M

We will return to do a further round of Market 

Sounding – focused specifically on the preferred 

packaging and procurement models
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The NZ Super proposition 

NZ Super presents a potential funding partner for other 

future projects
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Funding and finance

The Financial Case
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Finance of some form is required to fund CC2M

The base assumption is that the NLTF is used to fund 

CC2M

The Government Policy Statement (GPS) includes approx. 

$3.8Bn allocation to Rapid Transit over 10 years

The profile of this GPS allocation does not match the cost 

and spend profile of CC2M. Cashflows will need to be 

managed with some financing facility

The nominal cost of CC2M is greater than the GPS 

allocation. Borrowing will be required for the difference 

unless additional funds become available

With financing for CC2M the key finanical ratio (debt 

service costs / NLTF revenue) remains within the 8 -12% 

operating range
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The P95 estimate for delivery is $4.2Bn 

(unescalated)

Includes additional LRVs purchased in 2032 for growing demand

Ongoing lifecycle costs are incurred for asset renewals

Annual operating costs are $65M (escalating)

-

200

400

600

800

1,000

1,200

N
Z$

m

Cashflow

CC2M cost as incurred
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Finance is required to match CC2M costs to the 

GPS Rapid Transit allocations

The bulk of funds in the GPS Rapid Transit activity class become 

available in the later years of the GPS period, while CC2M costs 

occur earlier
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After fitting the CC2M spend to the GPS 

allocation, further borrowing is needed to pay for 

the project

This scenario assumes a 15 year repayment and Treasury loan
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After fitting the CC2M spend to the GPS 

allocation, further borrowing is needed to pay for 

the project

Borrowing still required if top end of GPS range is used
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PPP frees cash within existing GPS range but 

creates larger ongoing repayment commitments

This scenario has early works packages paid from NLTF using a 

cashflow management facility, and main works paid from private 

finance and repaid over a 15 year PPP concession period

-

200

400

600

800

1,000

1,200

N
Z$

m

CC2M paid for using GPS fit for early works and PPP structure for main package

PPP package Uncommitted NLTF Revenue GPS Rapid Transit Activity Class (mid)

Column A - Projects

72 of 1061

Released under th
e Offic

ial In
formation Act 1

982



PPP frees cash within existing GPS range but 

creates larger ongoing repayment commitments

This scenario has early works packages paid from NLTF using a 

cashflow management facility, and main works paid from private 

finance and repaid over a 15 year PPP concession period
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Under the GPS fit with finance scenario the key 

financing ratio is under the lower side of the 

target operating range
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Under the PPP scenario the key financing ratio is 

within the target operating range
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Governance and implementation

The Management Case
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An MOU is in place among the project partners 

setting out roles and responsibilities

The Auckland Light Rail steering group is in place with 

membership from Auckland Council, Auckland 

Transport and HLC chaired by NZTA.

Timely achievement of stakeholder agreements is 

being reinforced and enforced by the Partners’ MOU.

The MoU includes a detailed decision making matrix 

defining responsibilities for supporting activities 

required to enable light rail delivery.

Column A - Projects

77 of 1061

Released under th
e Offic

ial In
formation Act 1

982



Consenting, property and utilities strategies 

determine key delivery timeframes

The consenting path runs to a consenting decision in 

July 2020: 

• This assumes no appeals – relies on legislation 

being in place

• If appeals occur the timelines are pushed out 6 

months (to February 2021)

Critical path property acquisitions include the depot 

site

Discussions with utilities companies are underway
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It is propose that NZTA retains ownership and is 

the contractual counterparty, with obligations 

and rights passed to AT as appropriate

• Proposed approach:
• We retain balance sheet ownership
• We align incentives for asset stewardship and performance
• We achieve an integrated network outcome for customers

• This is done by:
• NZTA is main counterparty to all contractual agreements
• AT is licensed by side-agreement to perform certain customer-facing 

functions (eg, ticketing) and has agreed rights of control as needed for 
PT network (eg, timetable)

• Commercial obligations and rights are passed down to AT under 
contract as relevant and necessary

• Implication:
• NZTA retains contract management for light rail – requires ongoing 

resource. Will lead to scale efficiencies as network expands over time
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