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[bookmark: _Toc191800534]Introduction
[bookmark: _Toc191800535]Purpose of Document 
This Concept of Operations (ConOp) document aims to create a unified vision between the NZ Transport Agency Waka Kotahi (NZTA) and its network operating partners to manage and operate the transport network effectively. It acts as a tactical guide, detailing the operational framework necessary to fulfil the agreed objectives. The ConOp focuses on high-level strategies and guides infrastructure requirements and network management tools. At the same time, specific operational procedures are documented in each network operating partner's Standard Operating Procedures (SOP).
[bookmark: _Toc182235739][bookmark: _Toc191800536]Intended Audience
This ConOp is tailored for stakeholders and partners involved in achieving operational outcomes within the broader transport network. It targets individuals engaged in daily operations, optimisation, management, maintenance, and incident response and those responsible for customer and stakeholder communications.
[bookmark: _Toc182235740][bookmark: _Toc191800537]Background
Project Description: Outline the project’s key aspects, including its strategic significance and scope.
Objectives: Summarise the primary goals of the project.
Challenges Addressed: Highlight specific challenges the project aims to resolve, such as:
Safety Concerns: Discuss current road safety issues.
Economic Bottlenecks: Explain how existing infrastructure may hinder economic growth.
Vulnerability to Disruptions: Identify current routes' susceptibility to closures due to weather or accidents.
Project Sections: Detail relevant sections of the project.
Modifications and Updates: Mention ongoing changes to specific components, ensuring the document will be updated accordingly once final designs are confirmed.
Expected Benefits: List anticipated benefits of the project.
Project Timeline: Summarise key milestones in the project.
[bookmark: _Toc182235741][bookmark: _Toc191800538]Investment Objectives
List investment objectives for the project.
[bookmark: _Toc182211861][bookmark: _Toc182235742][bookmark: _Toc182211862][bookmark: _Toc182235743][bookmark: _Toc182211863][bookmark: _Toc182235744][bookmark: _Toc182211864][bookmark: _Toc182235745][bookmark: _Toc182235746][bookmark: _Toc191800539]Relationship with Other Workstreams
The ConOp is central to informing the project’s technical requirements. It aligns with project investment objectives and establishes operating objectives, principles, and scenario responses, ensuring project deliverables and service agreements meet intended efficiency, resilience, and safety outcomes. This document outlines the functional and performance standards that must be achieved before project completion, guiding testing and commissioning processes to confirm alignment with operational objectives and mitigate scope creep. Furthermore, for operation and maintenance, the ConOp informs performance expectations and provides response guidance on both planned and unplanned scenarios, including the role of any Intelligent Transport Systems (ITS) and their operational intent.

[bookmark: _Toc191800540]Network Overview
[bookmark: _Toc182235748][bookmark: _Toc191800541]Strategic Context
Overview of Economic Performance: Review current economic conditions and how the transport project fits.
Current Challenges with Transportation System: Discuss challenges the project will address.
Alternative Transport Options: Consider additional transport modes and their strategic importance. 
[bookmark: _Toc191800542]Tolling
Tolling Considerations: Summarize the potential for implementing tolls according to government guidelines, emphasising financial sustainability.
Legislative Context: Note existing legislative requirements for non-tolled alternatives and implications for other sections of the Corridor.
Feasibility Study: Discuss NZTA’s assessment of tolling, including factors like revenue potential and user willingness, along with timelines for expected outcomes.
[bookmark: _Toc182235749][bookmark: _Toc191800543]Wider Network
Please describe the corridor's function within the broader transportation network, articulating its role, interactions with other transport systems, dependencies, and challenges. This description should encompass how the corridor facilitates the movement of general traffic, freight, public transport, and active modes such as walking and cycling.
[bookmark: _Ref182221721][bookmark: _Toc182235750]

[bookmark: _Toc191800544]Network Guiding Principles
[bookmark: _Toc191800545]One Network Framework
The One Network Framework (ONF) recognises that streets serve not only to facilitate movement for people and goods but also as vital spaces for communities to live, work, and enjoy. The ONF aims to enhance road safety and foster vibrant communities by establishing performance measures, identifying operational gaps, and suggesting potential interventions for each road and street type. Describe the classification of the corridor relevant to the project and provide further details regarding this classification and relevant SH requirements. 
[bookmark: _Toc182235752][bookmark: _Toc191800546][bookmark: _Toc182235753]Network Operating Plan
[bookmark: _Hlk191564758]Provide details of applicable Network Operating Plan
[bookmark: _Toc191800547]Network Operational Strategy
[bookmark: _Toc182235754][bookmark: _Ref182310983]Provide details of applicable Network Operational Strategy

[bookmark: _Toc191800548]Operating Objectives and Principles
The operating objectives and principles detailed in this ConOp are derived from and aligned with the project investment objectives and outcomes described above and the broader network operational guidance discussed in Section 3. Additionally, key network operating partners, including NZTA, adjacent RCAs, and the Transport Operation Centre (TOC), will be consulted to agree upon these principles. Their feedback will be incorporated as appropriate.
[bookmark: _Toc184898290]Network Operating Objectives and Principles
	Investment Objectives and Outcomes
	Network Operating Objectives
	Network Operating Principles

	Investment objective:
· 
Co-benefits:
· 
Key investment outcomes:
· 
	
	· 

	· 
	
	· 

	· 
	
	· 



[bookmark: _Toc182235763]

[bookmark: _Toc191800549]Roles and Responsibilities
The table below outlines the roles and responsibilities of stakeholders who play a role in the management, operation and/or maintenance of the proposed project and its immediate surrounding transport network. Examples are below, but consider all stakeholders impacted or responsible for successfully delivering the operating objectives and principles.
[bookmark: _Toc184898291]Stakeholders and their responsibilities (examples not exclusive)
	Stakeholders
	Roles and Responsibilities 

	NZ Transport Agency Waka Kotahi (NZTA)
	NZTA is responsible for contributing to an efficient, effective and safe land transport system in the public interest as set out in the Land Transport Management Act 2003. Their responsibility covers infrastructure, planning, and investment management functions. This includes managing the state highway system (including its planning, funding, design, supervision, construction, maintenance, and operation) in accordance with Land Transport Management Act 2003 and the Government Roading Powers Act 1989. Their operational responsibilities include processing corridor access request, approving traffic management plans, and managing tolling operations.

	NZ Police
	NZ Police are responsible for enforcing the law, maintaining public safety, and helping with emergency management. NZ Police also respond to traffic incidents, patrol roads for traffic offences, and issue infringement notices. The National Road Policing Centre is a group within the NZ Police that facilitates collaboration with other road safety organizations. It provides support for district road policing, offers strategic advice and research, and oversees the police's contributions to road safety initiatives. Each police district is staffed with a road policing manager and several specialist road policing groups, including Strategic Traffic Units, Highway Patrol, Impairment Prevention Teams, and Serious Crash Units. Commercial Vehicle Safety Team is a nationally managed team responsible for monitoring and encouraging the commercial vehicle industry to operate within the safety regulations. 

	Fire and Emergency New Zealand (FENZ)
	Fire and Emergency New Zealand have fire stations around the country with the main functions of:
· Promoting fire safety.
· Delivering fire prevention, response, and suppression services.
· Protecting the safety of persons and property endangered by incidents involving hazardous substances.
Rescuing trapped people because of transport crashes or other incidents.

	Emergency Ambulance Services
	Ambulances respond to medical emergencies and crashes, treat patients on scene, and transport them to the hospital if needed.

	National Emergency Management Agency (NEMA) e 
	NEMA is the government lead for emergency management in New Zealand. NEMA has three key functions: steward, operator, and assurer. As a steward, NEMA provides strategic leadership for activities related to risk reduction, readiness, response, and recovery, while also building capability and capacity for emergency management. As an operator, NEMA takes the lead or supports responses to and recovery from emergencies. As an assurer, NEMA ensures that the emergency management system is effective and fit for purpose. Local authorities are responsible for civil defence emergency management in their area.

	NZ Heavy Haulage Association (NZHHA)
	NZHHA is the national trade association for companies that transport overweight or over dimension loads. It can advise its members about the use of the transport network, including any restrictions on over-dimensional / overweight vehicles and dangerous goods vehicles.

	Road Transport Forum NZ
	The Forum comprises constituent associations that serve the interests of trucking operators and the road freight association. It can advise its members about use of the transport network such as the preferred freight routes.

	Automobile Association (AA)
	The AA offers roadside breakdown assistance, motoring advice, insurance, finance, maps, and travel guides. It advocates for driver safety and road user interests. AA’s Roadwatch webpage provides live updates on traffic conditions, incidents, and road closures throughout the country.

	Towing service providers
	Towing service providers respond to requests for vehicle removal, such as in the event crashes, breakdowns, or illegally parked vehicles. They transport disabled or damaged vehicles to repair facilities or designated yards. There are several towing service providers on the market including ones specialised in heavy haulage.

	
	

	
	

	
	

	
	





[bookmark: _Toc182235768]

[bookmark: _Toc191800550]User Needs
This section describes all users’ needs and should be developed with the applicable stakeholders when appropriate.
[bookmark: _Toc191800551]General Traffic
Consider needs related to everyday commutes, travel times, holiday demands and congestion management.
[bookmark: _Toc191800552]Freight
Address the requirements for efficient freight movement and logistics.
[bookmark: _Toc191800553]Public Transport
Focus on accessibility, frequency, and reliability of public transport services.
[bookmark: _Toc191800554]Walking and Cycling
Consider the need for the project to provide facilities and connections for pedestrians and cyclists.
[bookmark: _Toc191800555]Emergency Services
Consider what is required as part of the project to enable swift and unobstructed access for emergency responders.
[bookmark: _Toc191800556]Incident Responders
Requirements for incident management, response expectations, etc
[bookmark: _Toc191800557] Maintenance Service Providers
Include a section on maintenance strategies as the integration with operations outlines maintenance requirements and principles, such as facilitating safe maintenance access and maintenance bays. cross over gates, diversion routes, etc
[bookmark: _Toc191800558]TOC Operators
Outline requirements and dependencies for TOC to monitor, manage, inform customers and optimise the project in a network context for normal operating conditions and incident management. This section describes all users’ needs and should be developed with the applicable stakeholders when appropriate.




[bookmark: _Toc191800559]Operational Requirements
The operational requirements informing the project are derived from the identified operating objectives and principles in Section 4 above. These requirements will guide the design and implementation of network monitoring and management tools to optimise traffic flow, enhance safety, and improve the user experience. Key operational requirements include real-time traffic monitoring, incident detection and response systems, dynamic traffic management, and ITS integration to manage day-to-day operational scenarios. Together, these requirements will inform the selection and deployment of advanced monitoring and control technologies to achieve efficiency, resilience, and safety outcomes for the project. 
[bookmark: _Toc184898292]Operational Requirements (examples below to include description of applicable requirement)
	Operational Requirements
	Description

	Integration of ITS with a centralised monitoring and control system
	Enhance traffic oversight through connected technologies.

	Real-time monitoring capability
	Enable live tracking of traffic conditions to improve response times.

	Traffic management capability
	Implement systems for dynamic traffic control based on real-time data.

	Automatic incident detection capability 
	Utilise technology to identify incidents swiftly for rapid response.

	Reliable and accurate journey information
	Provide users with real-time, accurate travel data for better planning.

	Tolling 
	Integrate tolling systems

	Traffic data collection
	Gather and analyse traffic data for future planning and studies.

	Traffic diversions plans are ready
	Prepare pre-emptive diversion plans for various scenarios.

	Standard operating procedures
	Establish clear procedures for operation and emergency response.

	Safety of road users, incident responders, and maintenance workers
	Ensure the safety of road users, maintenance staff, and first responders.

	Network integration 
	Maintain interoperability across various transport modalities.

	Operation and maintenance boundaries
	Clearly define responsibilities for ongoing network management and maintenance

	Environmental monitoring
	Monitor environmental impact to comply with consent conditions and regulations.


[bookmark: _Toc182235811][bookmark: _Toc191800560]Network Monitoring and Management Tools
The monitoring and management of the project and the surrounding transport network rely on various systems and tools to manage different operating conditions and scenarios. These systems are essential for achieving the network operating objectives in relation to safety, efficiency, and resilience. The table below summarises the functions and coverage of these systems, both existing and proposed, outlining how they contribute to managing the state highway under a range of conditions. These tools play a crucial role in addressing day-to-day traffic demands, managing incidents, and adapting to changing conditions on the network. 
[bookmark: _Toc184898293]Network Monitoring Tools (examples below to include description of function and coverage)
	Network Monitoring Tools
	Function
	Coverage

	Closed Circuit Television (CCTV)
	
	

	IP Web Cameras
	
	

	Wrong Way Driving Detection and Warning System (WWDDWS)
	
	

	Traffic Monitoring System (TMS)
	
	

	Ramp Metering System (RMS)
	
	

	Variable Message Sign (VMS)
	
	· 

	Variable Speed Limit Signs (VSLS)
	
	

	Lane and Carriageway Signs (LCS)
	
	

	Over-height Vehicle Detection and Warning System (OHVD)
	
	

	Automatic Incident Detection (AID)
	
	

	Tolling System
	
	

	Traveller Information System (TIS)
	
	

	Incident Response Units
	
	

	Advanced Traffic Management system (ATMS)
	
	

	Tunnel Portal Barrier Gates
	
	

	Turnaround Facilities
	
	

	Emergency Stopping Areas
	
	

	Emergency Access Points
	
	

	Rest Areas
	
	

	Incident Response Services
	
	




[bookmark: _Toc191800561]Integration Overview
Briefly describe how the project's various monitoring and management tools will integrate with existing systems and processes, enhancing overall network performance.


[bookmark: _Toc191800562]Operational Scenarios
Operational scenarios establish the network's performance under various conditions, including normal operations, incidents, and planned activities. Each scenario includes a detailed description, potential impacts, intervention triggers, expected responses, required monitoring, and closing procedures, ensuring effective management from the project's operational commencement.
[bookmark: _Toc184898295]Normal Operating Conditions for Consideration not exclusive
	Scenario Identifier
	Normal Operating Conditions 

	1
	Peak conditions 

	2
	Off-peak conditions

	3
	Holiday peaks



[bookmark: _Toc184898296]Planned and Unplanned Events (Open Road) for Consideration not exclusive
	Scenario Identifier
	Planned and Unplanned Events (Open Road)

	1
	Incident (partial closure required)

	2
	Incident (full closure required)

	3
	Incident on the local road at the interchanges

	4
	Incident at the interchange off-ramps

	5
	Wrong way driving



[bookmark: _Toc191800563]Risk Management
A section outlining potential risks associated with the project and mitigation strategies for managing risks throughout the project's lifecycle. This could include risk ownership, response plans, and monitoring. A risk management section that identifies potential risks, assesses their impact, and outlines mitigation strategies prepares project teams for uncertainties before completion and operation.


[bookmark: _Toc191800564]Appendix A – Normal Operating Conditions
This appendix will detail established metrics and expectations for normal network operations, outlining the conditions necessary for optimal traffic flow.

[bookmark: _Toc191800565]Appendix B – Planned and Unplanned Events
This appendix will further define various scenarios and proposed responses, providing stakeholders with a comprehensive reference for incident management and contingency planning.
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