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Purpose

This paper provides an update on National Ticketing Solution\(N-T'S) progress and seeks approval
for an interim Snapper-on-rail solution for Greater WellingtornRegional Council (GWRC).

Recommendations

It is recommended the Board:
NTS

¢ Notes the update on NTS progress:

¢ Notes management intends‘to\request that the Board consider and endorse in principle the
overarching Detailed Buginéss Case (DBC) for the NTS in early July 2022, ahead of other
NTS partners to give other'NTS partners certainty and confidence.

¢ Notes the intention.tedeport to the Risk and Assurance Committee on progress on the
governance reviewf-the NTS in May 2022.

Greater Wellington*Regional Council Interim Solution

o Approves.the GWRC proposal to roll out an interim Snapper-on-rail solution across the
Wellington rail network as an interim solution ahead of NTS implementation.

e Delégates, subject to the above approval, authority to the Chief Executive to enter into a
letterdgreement between Waka Kotahi and GWRC, including provisions to ensure
disengagement and demobilisation of Snapper, a transition to NTS on a best-for-NTS basis
and to affirm that GWRC will undertake reasonable steps to become a participant in the
NTS.

e Approves funding of $15m, representing a 51% funding assistance rate from the Public
Transport Infrastructure activity class to cover costs already incurred by GWRC for the
Johnsonville line and expected costs for the interim Snapper-on-rail solution that will be
incurred prior to approval of the DBC.



Environment Canterbury

¢ Notes that at the December meeting the Board approved funding of $27.5m to accelerate
delivery of the NTS to ECan (subject to new governance arrangements being in place by
April 2022) and delegated authority to the Chief Executive to enter interim early works
arrangements.
e Confirms the previous funding of $27.5m at a 100% funding assistance rate from the Public
Transport Infrastructure activity class and approves that funding being available to:
o pursue implementation of the NTS for ECan;
o give effect to an interim solution for ECan, should NTS not be available by the
currently envisaged implementation date; and
o cover ongoing and expected NTS costs that will be incurred by Waka Kotahi and
public transport authorities (PTAs) prior to approval of the DBC.
¢ Confirms the delegation to the CEO to approve an interim solution required for E€an
granted at the December Board meeting.

Update On NTS

Strategic context

The Government Policy Statement (GPS) on Land Transport requires #Alaka Kotahi to support better
travel options and climate change, including mode shift from private{vehicles to public transport and
active/shared modes and demand management to accommodate’that shift.

The draft Emissions Reduction Plan (ERP) specifically identifiesv“deliver national integrated ticketing
for public transport” as an action that will be taken in the first budget period. This requires Waka
Kotahi to fund a national integrated ticketing solution bécause:

e Under the current GPS, Waka Kotahi investment decisions must be consistent with the
transport component of the ERP; and

¢ Consistent with the statutory frameworksand draft ERP, the National Land Transport Plan
(NLTP) anticipates delivery of an integrated national ticketing system.

The NTS forms a necessary piece ofdigital infrastructure to support the ERP. A focus on integrated
digital options including ticketing wilbhielp support people to change the way they travel in a low
emission society, by addressingdatriers such as affordability, accessibility, safety, and
convenience, and by providing useful and timely information and incentives to help them make
cheaper transport choices mwhich are better for the environment.

The Minister of Transpert is supportive of the NTS and has been actively engaged with, and briefed
on, progress on theN¥Sto date. The Minister has shown a desire for the ability to implement
central policy quieklyyand consistently e.g., the recent 50% reduction in public transport fares.

Current NTS,status

The ovefriding objective is to formally agree and establish the NTS under the P2 Agreement in
2022. \Imorder to meet this timeframe, Waka Kotahi and each PTA will need line of sight, and the
abifity’ to agree, on the following key artefacts:

e P2 Agreement (defined below)
o Ticketing Solution Master Services Agreement (TSMSA)
e DBC for the NTS

o the NTS operating model (including the funding model)

Other key documents e.g., the Standardisation Scope & Approach and Communications Protocol,
will be approved later in the project as they are developed. Management will update the Board or
Risk & Assurance Committee as required.



PTAs have been, and continue to be, involved in the formulation and oversight of key documents at
various levels around the NTS. There has been heightened involvement (at a senior level) recently
with Auckland Transport (AT) around how the NTS operating model can respond to their ticketing
environment and how key learnings from AT’s ticketing experience can be incorporated into the
NTS.

Waka Kotahi and PTAs have been working collaboratively on key documents, with PTA
representatives also present as observers during TSMSA and negotiations and providing useful
feedback.

We acknowledge the need to be clear about the process and timing for circulation of substantially
agreed documents to support the decision to enter into the NTS and are working on a note to the
National Ticketing Solution Steering Group to confirm revised timing and process.

P2 Agreement

Waka Kotahi, AT, GWRC, ECan, plus 10" members of the Regional Consortium (RC).of' mid-sized
and smaller councils who offer public transport in NZ today are working collaboratively on the NTS
under a Participation Agreement (P1 Agreement) dated December 2020.

The formal commitment by PTAs to join the NTS will occur when they endorse the overarching DBC
and other key documents and sign up to the next Participation Agreement(P2 Agreement).

TSMSA

Contract negotiations commenced with the preferred tickeiing supplier on 17 January 2022.
Negotiations targeted a 20-day plan with best efforts to produce a TSMSA and statement of work to
enabling the preferred ticketing supplier to develop an early works package for ECan.

There has been good engagement with the preféerred ticketing supplier and the list of commercial
issues has been narrowed considerably by the\gegotiation team. However, issues arose with the
ability of the preferred ticketing supplier to meet ECan’s timeframes and it also became difficult to
separate the necessary commercial proteetions for an early works package from the wider deal.

It was agreed that a reset of the engagement with the preferred ticketing supplier was required, with
the intent to revert to full negotiatianof'the TSMSA. The process, scope and indicative timetable was
discussed with the preferred ticketing supplier at a workshop on the 1 April 2022 with the preferred
ticketing supplier's senior management. Waka Kotahi has also proposed a change in the mode of
engagement, with senior ¥Vaka Kotahi project members and senior management of the preferred
ticketing supplier involved fofesolve key outstanding commercial issues as efficiently as possible.

It is now expected\that’ contract negotiations are to be completed in June/July, with a two-month
approval process'to follow. The new timeline for implementation will likely be pushed out to reflect the
delay in appréval and negotiation of the contract. A more detailed timeline is currently being worked
through and wilfbe confirmed in due course.

We note.the timing imperatives for ECan that were the original driver for an accelerated programme
for¢he TSMSA. Under any revised timetable, funding is still required to pursue implementation of the
NTS,for ECan and to cover ongoing and expected NTS costs that will be incurred by PTAs prior to
approval of the DBC.

The Board is requested to confirm that the previous funding of $27.5m at a 100% funding
assistance rate from the Public Transport Infrastructure activity class remain available to:

e pursue implementation of the NTS for ECan;

1 Marlborough is not yet an RC member; Gisborne has joined recently and goes live 2 May 2022;
Marlborough is considering joining but has not signalled this in its NLTP to date.



e give effect to an interim solution for ECan, should NTS not be available by the currently
envisaged implementation date; and

e cover ongoing and expected NTS costs that will be incurred by PTAs prior to approval of the
DBC.

We also believe it is prudent to maintain the delegation to the CEO to approve an interim solution
required for ECan.

Update On PTA Relationships and Imperatives

As previously noted to the Board, the consensus-driven, collective decision-making, approach to the
NTS presents a challenge for the NTS Project. PTA participation continues to be a key risk, with, the
main mitigant being to recognise the differing PTA priorities and concerns for their ongoing support
of the NTS programme.

Waka Kotahi and the PTAs continue to commit significant time and resource to NTS, with
approximately 26 FTE currently dedicated to the project.

We have outlined in Attachment One “Summary of PTA Status” a summary af thé status, progress
and proposed approach for each of the individual PTAs and the RC.

Approval Of Interim Snapper-On-Rail Solution‘for GWRC

GWRC has advised that it remains fully committed to implemetting'NTS and being a key participant
in the development of the NTS. However, GWRC has a streng,desire to deploy an interim
electronic ticketing solution on its rail routes, as soon as reasenably practicable and in advance of
implementation of NTS for the Wellington region.

GWRC initiated a Snapper-on-rail trial on the Johfisanville rail route to learn from operational and
customer experiences prior to a transition to the NTS. That trial has been a success, with high
uptake of the solution, increased revenue callettion, reduced fare evasion and a high degree of
customer satisfaction with the service.

GWRC has proposed that Snapper beAfolled out across the entire Wellington rail network prior to
the implementation of NTS (‘interim/Snapper-on-rail solution’) and Waka Kotahi and GWRC have
been working together to understanding the key benefits and risks associated with an interim
Snapper-on-rail solution.

We recommend supporting.the interim Snapper-on-rail solution given the following key benefits:

¢ The Snapper-on=tail Johnsonville line trail has been successful, better integrating electronic
ticketing acrossthe Wellington public transport network, facilitating commuter acceptance of
electronic ticketing and driving increased revenue collection/decreasing revenue leakage on the
network;
The projéect is progressing at pace, with Snapper and GWRC having proven ability to deliver.
The working relationship between GWRC, Waka Kotahi and Snapper has been constructive and
collaborative.

o “Jhis presents an opportunity for Waka Kotahi to de-risk NTS to a degree, as the success of the
INTS program is contingent on all three large PTAs, including GWRC, buying into the model.

¢ » If NTS does not end up being implemented, the Snapper-on-rail solution will continue to be able
to provide an electronic ticketing solution to the Wellington region.

The key risk to be managed is ensuring that the interim Snapper-on-rail solution is able to be
terminated when the NTS is implemented for the Wellington region without adversely impacting the
implementation of the NTS.



Waka Kotahi and GWRC have agreed a letter agreement that includes provisions to ensure
disengagement and demobilisation of Snapper, a transition to NTS on a best-for-NTS basis and to
affirm that GWRC will undertake reasonable steps to become a participant in the NTS.

Other risks associated with the delivery of the interim Snapper-on-rail solution are considered
manageable and termination of interim Snapper services and transition to the NTS can be managed
through appropriate transition planning.

We note that several alternative solutions to the interim Snapper-on-rail solution were considered
but ultimately rejected by Waka Kotahi and GWRC. The preferred ticketing supplier had proposed
an NTS pilot concept for Wellington but the scope was not well-developed or costed and would
have distracted the preferred ticketing supplier from its broader NTS deliverables. A ‘do-nothing’
option was also not palatable. Given GWRC’s desire to implement electronic ticketing on the rail
network to remedy the status quo issues as fast as possible, a do-nothing option had the/potential
to prejudice the PTA relationship between the parties to deliver the full NTS

Having considered various funding options, senior management support including the*Snapper
costs within the full NTS DBC.

The adoption of the interim Snapper-on-rail solution was not specifically inclUded in the 21-24 NLTP
but can be considered part of the NTS implementation — with total costs increased by $29.5m (NLTF
51% share of the increase is $15m). These costs assume NTS is fullydransitioned to the Greater
Wellington by the beginning of 2025. The DBC for NTS is progressing well and is likely to be tabled
at the early July Board meeting.

The 2021-24 NLTP allows for total costs of $189m in relation teth€ NTS at a 100% funding
assistance rate from the Public Transport Infrastructure activityaClass. The $15m NLTF share being
sought for approval is an increase to the implementation costs and to the cost of planned activities
in the 2021-24 NLTP. The additional costs for NTS may, depending on progress of other activities,
displace funding for other planned public transport infrasStructure later in the NLTP.

The current estimated BCR for NTS is within a rangée of 0.6 — 0.9. Further work on the DBC is
underway, including testing the sensitivity of tie BCR to key assumptions and articulating other non-
monetised benefits. We support the approval of the interim Snapper-on-rail solution given the key
benefits outlined above. The key driver fgr Waka Kotahi approval of the interim Snapper-on-rail
solution is to address the participationsrisk-dssociated with GWRC, while still ensuring there will be
an electronic ticketing solution for theW\Vellington region if NTS does not end up being implemented.

Communications approach

The proposed communications and stakeholder engagement approach will need to be well
articulated and respective,roles and responsibilities clarified.

Whilst GWRC and\Vaka Kotahi will engage jointly on communications, it is important for
communications te_remain Waka Kotahi-led and that control of messaging around the NTS
implementatigh is retained. Communications provided by GWRC must remain in-line with Waka
Kotahi’s approach.

Govetrnance Update

‘The”16 December Board paper noted that an NTS project reset was planned for 2022 to respond to
the differing requirements for the forthcoming phase of the project. The reset anticipated:

¢ Formal communication of a reset to be given to the PTAs at a Chief Executive level alongside
regular CE to CE and Board to Board/council updates and dialogue
Rapid escalation of issues through the NTS governance structure

¢ Final version of P2 Agreement aligned to the reset before any potential change to/rest of
governance
Review of approaches to communicate with partners and with wider NZ stakeholders

¢ Considering how to better utilise PTA experience and expertise.



Constructive communications between PTAs at a senior level has occurred and issues arising at a
project level are being escalated and approaches varied where required, as evidenced through the
revised stance on key documents such as the TSMSA and the P2 Agreement.

The review of the preferred NTS governance structure is ongoing. An update was provided to the
Waka Kotahi Risk and Assurance Committee in March, with more than 20 interviews undertaken
with key stakeholders, and a governance review update will be the subject of a further paper to the
May 2022 Risk and Assurance Committee.

Next Steps And Future Decisions

¢ The Board should plan to consider and endorse in principle the overarching DBC for the NTS in
early July 2022, ahead of other NTS partners to give other NTS partners certainty and
confidence.

e Process and timing for circulation of substantially agreed documents to support the decision to
enter into the NTS to be circulated the Risk and Assurance committee.

Attachments

Attachment 1 Summary of PTA Status
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