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Purpose \%

This paper is to update the Committee on progress e taQi,shing a National Ticketing Solution (NTS)
and to highlight the risks and mitigations to Waka KQ@‘Of the proposed structure and operating
model, including establishing the shared services\@ ion.

Recommendations OQQ
It is recommended the Committee: Q/

¢ Notes the progress to d \Qi likely timing for the next steps to implementing a national

system
¢ Notes the key ris@mitigations in the Attachment.

Strategic rele\@e

Final selectig Q the National Ticketing Solution supplier and completion of negotiations is expected
to be complgted by the end of 2021, and ahead of this it is important to establish suitable
organisatiend| & financial foundations to enable subsequent design, build & transition phases. This
is a goppfex multi-faceted task requiring various in-principle decisions to be made by Waka Kotahi
and\gasticipant Public Transport Authorities (PTAs). Certainty for NTS participants will start to
@? e once a preferred ticketing supplier is confirmed, commercial terms agreed, and the scope &

le of the shared services function is determined.

Background

The National Ticketing work programme was last before the Board in February 2020, when the
Board approved:




o the Transport Agency establishing a ‘shared services’ function to manage the back-office
and contracting arrangements with suppliers of the National Ticketing Solution on behalf of
all PTAs

e an increase in funding to support the NTP through to the end of the procurement phase
(‘Project NEXT’), including initial funding to support initial work on the new ‘shared services’
function

o release of the Request for Proposal to short-listed global ticketing suppliers q/

The previous paper also included support for the preparation and execution of Participation q
Agreements with PTAs, and provided background on the purpose and history of the National 'X,
Ticketing programme and its importance in supporting a modern nationally consistent Publi
Transport (PT) system capable of delivering economies of scale as well as supporting wi@
Government Policy Statement objectives. All of these activities have been completed v@g e
exception of the establishment of a shared services function which is an ongoing t@

O

Key issues &
Progress @V

% a Waka Kotahi approved
9, responses were received at

The RFP for a Ticket Solution Provider was released in accordan
procurement process in April 2020 and, after a delay due to C
the end of August 2020. Following a comprehensive evaluati rocess undertaken by Waka Kotahi
and representatives from the PTAs, which included preser\/ s by the bidders and due diligence
with their existing users, a down-select was made to tw& providers. The RFP and procurement

strategy allowed for down-select to a single preferred ier, where there was a clear standout.
This was deemed the case, verified through a rig analysis, and a single preferred supplier was
advised at the end of April 2021. \

We have now entered the design and ne o@i phase. The gap analysis of the Preferred Supplier
response showed a high level of alignmeb) their global system, used by five major cities and
regions across the world including thg’Eastern seaboard of Australia, with the detailed requirements
of PTAs and Waka Kotahi. The Prsgd Supplier is moving quickly to a global platform for its fare
collection systems. This ‘out of {ie'Rox’ system offers advantages to New Zealand in terms of
reducing risk and ensuring enbhan®ements and upgrades can flow quickly through to the solution
adopted here. Therefore t LP¥As and Waka Kotahi have agreed we will predominantly adopt the
global platform with very fefv,engineering changes required. 98% of our original requirements will be
delivered. This is exp o reduce the initially submitted price under the RFP from the Preferred

Supplier.

As at the dat this paper, final requirements of the NTS have been agreed and the Preferred

Supplier is eting their Best and Final Offer. This is expected in mid-October at which time final
negotiati d the Detailed Business Case will be completed ready for recommendations to the
approw ouncils and Boards early in the New Year. All approvals and documents are expected

to t@ ecuted by the end of March 2022

&



The wider benefits of an account-based solution are significant

Risks g?“
The risks together with mitigations are contained in the AttachmebQ~
Health & safety, customer/stakeholder & en@nmental iImpact

The impact of this decision is considered by Waka Kotaiwp be positive in terms of health and
safety, the public and other stakeholders, and the e \@ﬂment.
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Attachment 1

Key Risks and Mitigations





