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Celebrating New Ideas — Waikato Regional Transportation Model

1. Introduction to the WRTM

The Waikato Region is part of a Golden Triangle that linking with Auckland and Bay of Plenty Regions. This
economic powerhouse generates over 45% of the nations GDP and has 46% of the national population. For
the Waikato Region this means large inter-regional movements of people and freight, and the Waikato is
expecting its freight volume to double by 2020. Within the region, 94% of the regions population is expected to
occur within an area that encompasses Hamilton City and its surrounding satellite towns, and population within
this area is expanding a twice the national average rate, generating pressure for commercial, industrial and
residential land use.

The Waikato Region’s answer to these issues has been to create a single transportation model, under one
management structure, available to all Local Government and Transport Agencies in the Waikato Region. The
Waikato Regional Transportation Model will provide evidence for:

The allocation of $4 Billion in transport Investment planned over the next 10 years;

The travel choices of 400,000 people living in the Waikato Region and those travelling through the
region;

How to manage the 10,000 kilometres of road network that carries 4.9 Billion vehicle kilometres each
year;

Where the 260,000 registered vehicles within the region travel each day;
How to cater for a predicted 100% increase in heavy vehicle trips by 2020;
The management of 29 bus services that carry close to 3 Million trips each year;
The transport effects resulting from the 3 major growth strategies, district plans changes and major
resource consents within the region.
_Onl t%p of this outstanding achievement, are many national and regional firsts this project has achieved to date,
including:

1. ltis the first region wide model developed in the Waikato that takes into account passenger transport,
cycling, heavy vehicles and private motor vehicle trips.

2. ltis the first transportation model in New Zealand to be managed under a Council Controlled
Organisation.

It is the first time so many project partners have come together to build a shared modelling resource.
It has gathered largest number of roadside interview surveys (47,000) ever undertaken in the Waikato.

It will include largest household travel diary survey (1% of regional households) ever undertaken in the
Waikato.

2. Background

The Waikato Regional Transportation Model (WRTM) is a shared transport modelling resource being
developed and implemented by Local Authority Shared Services Ltd (LASS) across the Waikato Region in
accordance with the scope documents attached to this application. The scope documents include:

1. The WRTM Scoping Report, June 2006 (refer Appendix A).

2. The WRTM Terms of Reference submitted to Land Transport NZ in support of the funding application
(refer Appendix B).

3. The WRTM multi-party funding agreement, which links the project partners to the project and to Land
Transport NZ (refer Appendix C).

4. The Service Shareholders Agreement between LASS and the project partners (refer Appendix D).
The WRTM contract was let as an 18-month model build phase (completed by June 2009) and a 3+1+1 model

operations phase, where the project partners have devised an operations system to assist with prioritising and
managing the model resource.
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3. The Rationale for the Project and Expected Benef its

The existing and predicted vehicle and population growth rates outlined above required an integrated approach
to land use and transport planning and investment. This is a cornerstone of the NZ Transport Strategy, and
the NZ Transport Agency is placing greater emphasis on ‘evidence-based assessment’ of transport packages
and projects.

The WRTM was conceived as a joint project in the Waikato Regional Land Transport Strategy (action A7.2).
Two existing modelling packages held five separate models that were used by road controlling authorities in
region. The limitations of this approach included:

1. The models were held in consultant ownership, so not directly managed by the road controlling
authorities capturing them in a consultant relationship.

2. The models did not interface well, or link well to neighbouring regional models.
They were based on limited, old and / or outdated data.
4. They did not provide sufficient detail planning of future projects, PT services or land use strategies.

The project partners sought a scoping report and business case, which confirmed regional modelling needs.
Project partners also identified a wide range of benefits identified in section 3.4 of the Terms of Reference.

4. Linkage to Council’s Strategic Direction

Section 2 of the Terms of Reference outlines the strategic context of the project. The NZ Transport Strategy
sets a vision that “by 2010 New Zealand will have an affordable, integrated, safe responsive and sustainable
transport system. To achieve this vision, it is widely recognised that integrated land use and transport planning
will be required. This is supported in the Waikato Regional Land Transport Strategy, which provides the
regional strategic umbrella for transport activities, and includes policies around:

Strategic planning of freight and transport hubs (A1.7, A1.11).
Urban design (A2.6, A3.6).
Active and sustainable transport (P3.1, P4.1).

Managing adverse environmental effects (P5.1 P5.2).

These messages are being mirrored in local authority growth strategies, district plans, structure plans and
strategic roading programmes. The Regional Model will assist with evaluation of policy approaches, testing
scenarios and individual project evaluation.

5. Project Planning

Sound project planning and management principles have been employed due to the complex funding,
management and technical details associated with the WRTM.

The terms of reference summarises the project planning developed and implemented as part of this project.
The plan includes:
A Business Plan and Management Structure approved by the Local Authority Shared Services Company.

A Project Advisory Group (PAG)" comprising of a senior member of the funding partners. The Group,
chaired by Clare Crickett (Deputy CEO, Environment Waikato) who reports directly to the Local Authority
Shared Services Board.

A Technical Working Group who advise on specific technical matters.
A project manager responsible for the day to day management of the project.

An independent model expert engaged as a client peer reviewer to ensure technical delivery outcomes
are met.

! Formally known as the Project Control Group
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The multi-party funding agreement establishes the funding relationships between the project partners identifies
key obligations of the PAG, TWG and Project Manager. These responsibilities have been encapsulated in the
terms of reference for the PAG, TWG and the Project Manager’s basis of engagement.

Ultimately the WRTM has to meet the needs of the project partners and the NZ Transport Agency validation
criteria. To technically meet these needs a Model Specification Report has been prepared (refer Appendix E),
which provides a shared understanding between model developer and project partners. To chart progress
towards this goal, the Client Peer Reviewer prepared a list of technical notes that address particular technical
questions from the Model Specification Report (refer Appendix F).

6. Project Management

LASS have appointed a qualified independent Project Manager to run the project on a day to day basis. The
Project Manager has clear contractual and reporting requirements, and is responsible for facilitating the
technical and project advisory groups.
Project management techniques employed to deliver the project scope, include
A project plan, budget and programme reviewed and updated by the PM at monthly reporting intervals
Linking the master project plan to the project plans of all four technical consultant teams.

Consistent contractual outcomes required of each consultant team responsible for delivering technical
outputs including TWG approval, client peer review and Advisory Group approval of major milestones.

Monthly meetings of the TWG scheduled around key technical deliverables, and continually reviewing
progress against the Model Specification Report.

Monthly project manager’s reports, which chart project progress, project risk management, key
deliverables and project budget and timetable.

7. Relationship Management and Communication with S takeholders

Internal stakeholders in this process include:
1. The LASS Board.
2. The funding partners represented on the PAG and TWG.
3. The NZ Transport Agency represented on the PAG and TWG.

The communication channels are managed by the Project Manager as per the diagram below.

LASS Board ]

.

r A

Project Advisory
Group p |
L Project Manager 4—;[ Peer Reviewer ]
Technical Working ) ’
Group
Model Build
Consultants

The relationship between internal stakeholders is founded on the scope documents and positive working
relationships, which have ensured ongoing project success. Every project partner has supported LASS in this
application.
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The model build consultant is developing a trusted relationship with the PAG. Progress towards the model
operations phase will see communications with external stakeholders increase to raise the profile of the WRTM
shared service beyond the project partners.

Communications with external stakeholders and end users has commenced outside of the TWG, and to date
has included:
Presentations to the road controlling authority forum.

Presentations to the strategic planners of each local authority in the Waikato Region.

This communication recognises the important links between land use and transportation planning and is the
forerunner for ongoing communications throughout the operations phase of the project.

8. Innovation and Originality

The WRTM project team has sought to lever best practise examples from other recently tendered modelling
projects in Auckland and Canterbury, and add the ‘Waikato factors’. Areas of specific innovation and originality
are:

1. The CCO Management structure with LASS that recognises shareholding ownership between project
partners. The company structure allows project partners to market the WRTM to third parties
(developers, transport and logistics companies etc) and revenue will offset management overheads
and provide future investment.

2. Retaining intellectual property. Former models in the Waikato Region were owned by Consultants
providing them a monopoly service. By retaining sole intellectual property rights as a condition of all
contracts, the WRTM service is fully owned by LASS. This allows the company to change operation
consultants, or develop its own modelling capabilities overtime should they desire.

3. Innovative procurement processes were used to secure the preferred consultant. The tender:

a. Combined the model build contract with a 3+1+1 term contract for WRTM operations and a
clear statement of anticipated future workload. In doing so LASS encouraged prospective
tenderers think of long-term opportunities.

b. Was evaluated on a ‘Brooks Law’ tender method with a maximum consultant budget. The
scope of services was identified as a ‘minimum specification’ and prospective tenderers were
encouraged to offer additional model functionality and services as part of the Model.

c. Negotiation clauses in the tender allowed LASS to discuss items of scope and tendered hourly
rates. By checking rates against those tendered in other recent modelling projects, LASS was
able to accurately gauge market conditions.

These innovations in the tendering process achieved extra model functionality including an expanded
urban model boundary that included the majority of Waipa District, a parking model in Hamilton City
and a full 4-step mode choice model in Hamilton Urban Area. The negotiation also reduced hourly
rates for the operations phase of the project, in some cases up to 30%.

4. The proposed Operations Framework provides a slick project management service that minimises
overheads and ensures project partners are able to access modelling when required. Key initiatives in
the Operations Framework have included:

a. LASS provide central data storage of the ‘base model’, which has been validated to NZ
Transport Agency requirements.

b. LASS provide a central record of all model runs including documentation on the project
proposal, project questions, assumptions and results of the modelling.

c. ldentification of priority modelling works by project partners during annual planning, and
prioritisation of these works by the PAG. Priorities will then be compared between agencies,
as packages of projects may be evident. This set of priorities then becomes the agreed
annual works with the model supplier. LASS will check against its central record to ensure no
project duplication will occur.

d. Direct engagement between the model supplier and the individual project partner at the rates
confirmed by LASS.
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e. Marketing to third parties will only occur if the modeller has capacity to service additional
workload beyond the project partners.

9. Evaluation Framework

The primary technical evaluation tool is the Model Specification Report, which details the model outcomes
sought and the methods of achieving those outcomes. The TWG is charting progress against the Specification
Report with the assistance of the Client Peer Reviewer. The Client Peer Reviewer has prepared a list of
technical notes that have been addressed as the technical model development has progressed.

Technical delivery by the Model Build Consultant team is assured through contract details where client
approval and sign-off is required at major milestones e.g. Calibration report. These milestones combine a set
of technical notes approved by the Client Peer Reviewer.

During the operations phase of the project, the modelling consultant has a term contract of 3+1+1 years.
Throughout the initial 3 years operations, LASS will be reviewing the consultant’'s performance and has the
right not to renew for the further two years should performance be unsatisfactory. Performance measures built
into the contract include that modelling services are delivered in accordance with:

1. The agreed annual schedule of modelling services confirmed by the PAG.
2. Agreed time constraints.

3. Agreed budgets.

4. Expected quality of modelling outputs.

LASS has also reserved the right to undertake independent peer reviews of modelling outputs and associated
services provided by the modelling consultant to ensure project quality is maintained.

10. Successful Results

The WRTM has been a complete success story as indicated by:

1. All necessary funding secured from the project partners, which included 70% funding from the New
Zealand Transport Agency through the various financial assistance rates provided to project partners

2. Approval of shareholder agreements, terms of reference and multi-party funding agreements by all
project partners.

3. All four major contracts to develop the model were let within the project budget and are being delivered
on time and on budget

4. The innovative tendering process undertaken by LASS has enabled project partners to negotiate an
expanded urban model, an expanded PT model across the urban area and a parking model in
Hamilton City.

5. The largest ever roadside interview survey completed in the Waikato (47,000 responses) was
achieved on time and on budget, with close to 40% response rate.

6. Duplication of modelling resources, staff time, project management have all been eliminated. This will
ultimately lead to reduced overheads and project costs for each project partner and elimination of
conflicts when considering modelled results, as the single model is agreed between all project partners.

The continued success of this project rests with completing the project in accordance with the Model
Specification Report, and uptake of the model by project partners through the model operations phase.

11. Category Specific Criteria — Joined Up Local Go  vernment

11.1 Enables achievement of something that Council could not have done well on its own

The WRTM is a tool that will provide evidence-based support for transport and land use policy, project
evaluation, scheduling of PT services, testing of network management options and assessment of traffic

effects for major resource consents. For many of the project partners developing a similar tool would have
been cost prohibitive, and so would not have been completed.
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Whilst larger project partners (e.g. the NZ Transport Agency, Hamilton City Council and Environment Waikato)
may have been able to develop models that covered their particular area of interest (State Highway, Local
Road / Land Use and Passenger Transport respectively), this would have resulted in:

Duplicated modelling resources, data, management and staff time for similar outcomes

A high likelihood that networks, data and land use assumptions would not integrate, thus leading to
different perspectives on policy and project direction, and potential conflicts between organisations.

The single integrated WRTM allows significant cost sharing between project partners, an integrated approach
to land transport management and minimising conflicts between organisations.

The company management structure also allows project partners to market the WRTM to third parties
(developers, transport and logistics companies etc) where revenue will assist to offset management overheads
and future investment in model development.

11.2 Evidence of Buy-in, Mutual Benefits and Ongoing Commitment

The project partners have formed a positive long term working relationship with a model supplier who will act
as a trusted advisor for strategic planning issues relating to the Waikato land transport network. The 5-year
period of the operations contract and the management structure established is evidence of the commitment by
the project partners to the WRTM.

The model supplier is required to develop a robust transportation model that the project partners can have
confidence in for a range of land use and land transport planning issues, and then operate the model on behalf
of the project partners providing expert opinions in an unbiased manner.

The scope documents demonstrate the comprehensive buy-in and positive working relationships the project
partners have established and maintained throughout the WRTM project. Of particular note, the CEO’s of all
project partners have:

Signed a multi-party funding agreement approving their own funding share.
Signed a service shareholders agreement that establishes proportional ownership of the WRTM.
Have appointed representatives on the PAG and TWG.

The project partners have formulated a management structure for the operations phase of the project, and
have identified key projects that are priorities for the WRTM.

12. Conclusion

The WRTM is an outstanding example of Local Government and Crown Agency collaboration on a long-term
project. It will provide project partners a ‘best practise’ resource to develop evidence-based land use and
transportation policy, heavy vehicle analysis, roading project evaluation, bus passenger service analysis and
cycling route analysis in both an urban and regional context. The shared service project structure has allowed
significant project cost savings between project partners during the model build phase and the company
structure will allow potential revenue streams to contribute to further model development.
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