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1. Brief Description of the Project

The Transport Policy and Strategy Division of the Greater Wellington Regional Council (GWRC) provides
strategic transport planning for the Wellington region. Part of this planning function includes the
management of the Wellington Transport Strategy Model (WTSM), which provides significant input to
strategic planning processes within the regional council, and as input to planning processes conducted by
our key stakeholders.

WTSM is a multimodal strategic model of the Greater Wellington Region. Due to its strategic nature, its
primary use is as a policy tool, with the ability to examine a number of different futures rather than a single
(and albeit unlikely) forecast. The model can be used to assess impacts of future land use assumptions,
changes in demography, assumptions around transport costs, and impacts of transport infrastructure and
service changes. Other measures (such as travel demand management) can also be included, but the
impact of these measures on trip making needs to be asserted; the model then provides an assessment of
the impact on network statistics as a result.

WTSM provides a wealth of information about future travel demand, and the performance of the transport
system based on that demand. Statistics split by time of day (and annualised), by mode of travel, and
conditions of travel are output as standard. Estimates are also provided for network outputs, such as total
travel demand, and harmful emissions/CO2 generated. Detailed maps can also be generated comparing
future scenarios against each other, or with the current situation.

Project Model Excellence (PME) is a new process of continual improvement to the quality of modelling
advice provided to internal and external stakeholders. Monitoring on performance is conducted on a
guarterly basis, and new initiatives have been developed to improve GWRC'’s modelling function.

While this project has been submitted to the Local Government Excellence Awards 2009 under the
category of “Building Organisational Capability”, there is significant overlap with other awards categories.
In particular, PME is associated with “Joined Up Local Government” through the stakeholder customer
focus of the project, and also with “Improved Local Regulation” through providing improved inputs to policy
and strategy development processes.

2. Organisations Involved

Project Model Excellence is an internal GWRC continuous improvement programme, aimed at providing
better understanding and quality of advice for stakeholders within the region. In developing PME, some
consultation with modelling stakeholders within the region was undertaken, to ensure client needs were
fully represented.

3. Rationale for the Project and Expected Benefits

Project Model Excellence was developed to give the modelling function within GW direction and clarity
around its role within the organisation, and its value to the region as a whole. Before PME, the modelling
function had an inadequate vision about what it wanted to achieve. This made it difficult to retain skilled
staff, and resulted in a lower level of stakeholder confidence in the product, and inadequate internal quality
assurance processes.

PME reframed GW'’s modelling function to answer the question “What does it mean to undertake excellent

modelling?”. Through a series of internal workshops and discussions with external stakeholders, the notion
of excellent modelling was distilled into seven key foundation ideas.
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Figure 1: Project Model Excellence’s Seven Foundations

High Quality Models means that the transport models we use are appropriate tools to meet stakeholders’
needs, are run using appropriate hardware and software, and use a high quality of hard and soft-copy
document management.

High Quality Validation means that transport models use the latest inputs from external sources (such as
Statistics NZ), have gone through rigorous calibration and validation processes, and been adequately peer
reviewed.

High Quality Operators ensures that the modelling team has the right level of
experience/qualifications/skills, and individuals continuously improve through agreed professional
development plans.

Quality Suppliers means that external resources are contracted to the modelling team using appropriate
selection processes, and work is commissioned using clear client instructions.

Quality Assurance Processes ensures that standard operating procedures are developed and followed,
that these procedures are reviewed on a regular basis, with future regular audits planned.

Organisational Champion is a member of the organisation’s management team who secures adequate
resources to provide excellent modelling services, provides a challenging environment for staff, and is able
to appropriately represent the model in organisational and political forums.

Stakeholder Satisfaction is based on stakeholders having confidence in the models, are happy with the
information provided, and feel that enquiries are actioned in a timely manner.

Each of the seven foundations is given a weighting based on its importance to providing excellent modelling
services. Under each of these foundations are a series of components with associated indicators that can
be monitored, and scored against; with weights providing an overall score for that foundation, and for PME
as a whole. In all, there are approximately 80 indicators that are assessed on a quarterly basis.
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There are many benefits of the developed framework:

Continued reaffirmation of what providing excellent modelling services entails (gives vision and
direction).

Measures continued improvement within GW'’s modelling function.

Stimulates discussions around the modelling function.

Aids in the development of modelling enhancements, and continuous reminders of what needs to
be done.

Focuses on customer-orientated service.

4. Linkage to Council's Strategic Direction

The Council is statutorily responsible for preparing a Regional Land Transport Strategy. Analysis based on
a robust transport model is vital to support the decision making process relating to the strategy. The
Council is also responsible for public transport, including bus service design, and planning for rail service
improvements. The WTSM has been the analysis tool used to support various business cases. The PME
score is now included as a Greater Wellington Annual Plan performance indicator.

5. Project Planning

PME provides a framework for identifying and prioritising modelling-related improvement projects. Through
the monitoring of progress against foundation ideas, a gap analysis can be undertaken to identify the areas
that need to be focussed on to provide better modelling services. Over the past few years, there have been
a number of improvement initiatives commissioned, primarily as a result of project model excellence.

These include:

Updating of the model to latest Census information (2006).

Professional development plans for team members, as well as appropriate training.
Development of standard outputs and reporting procedures, with a stakeholder focus.
Annual stakeholder satisfaction surveys.

Annual reporting on forecast versus observed model inputs.

Building of a more detailed public transport model for the Wellington region.

6. Project Management

PME is a framework to provide clarity and vision to the modelling team, and to engrain a culture of
continuous improvement. PME is monitored on a quarterly basis. At the end of the quarter, scores against
each of the 80 indicators are updated based on progress from the previous quarter. A report is then written
outlining key changes from the previous quarter, and highlighting where significant gaps against a desirable
situation are occurring. Indicators and weights are also reviewed, as sometimes the need and/or focus of
stakeholders and the modelling team changes.

Initially, the process of monitoring PME was undertaken by the transport model team leader, but has
subsequently been delegated to the senior transport modeller. The handing over of monitoring
responsibility has had a positive impact in disseminating the philosophy and vision of PME to the
implementers of the modelling function.

A key strength of the process is the ongoing focus on all components of the project. Overall, the ongoing
review function is a fairly quick process of assessing progress against predefined criteria.

7. Relationship / Stakeholder Management

One of the main focuses of PME was to improve relationships with regional stakeholders. Historically, the
region’s transport model was viewed as a ‘black-box’ by many, and it was clear that some stakeholders did
not understand the purpose and limitations of the model, or that it was built using robust data and modelling
methods.
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Two stakeholder initiatives have come from the PME framework. In July 2008, the first annual stakeholder
survey was undertaken by the modelling team. This survey invited 63 respondents from regional and local
government, central government agencies (such as MoT, LTNZ, Transit), some representatives from the
Regional Land Transport Committee, the Wellington Chamber of Commerce, and individual consultants to
provide feedback on the following:

Level of satisfaction with the services provided
Level of confidence in aspects of the model
Level of satisfaction in aspects of the model
Suggestions for improvements.

The key findings from the survey were:

A high level of satisfaction in the quality of the modelling teams service

An above average level of confidence in the model, with confidence in the modelling team and
strategic management scoring highest, and confidence in the public transport information and
individual's knowledge of the model scoring the lowest

An above average level of satisfaction with the model, with respondents being more satisfied with
the data and graphic outputs, and less satisfied with model functionality, market segmentation, and
the level of geographic detail.

From this survey it was clear that there was a need for a better representation of public transport services
and usage in the region. Subsequently, GW has just commissioned the development of a more detailed
public transport model for the region that will be developed using a combination of in-house and consultant
resources.

The second stakeholder initiative was developed to provide stakeholders with more confidence in the
modelling processes. The initiative involves the annual reporting on forecast modelling inputs and
assumptions (population, employment, economic activity, car ownership, fuel prices) against observed
trends. The model uses a base year of 2006, and typically provides forecasts for a 2016 or a 2026 future
situation. Comparing observed against forecast trends in a transparent way provides stakeholders with
confidence that the model inputs are appropriate. It also illustrates where longer-term trends may be
moving away from forecast assumptions, and so forecasts need to be reviewed. Feedback from local
authorities has been very positive to this initiative.

. Innovation and Originality

As far as we are aware, PME is the first initiative of its type in New Zealand to focus on transport modelling.
A presentation on the framework was given at the IPENZ Modelling User Group conference in Wellington
last year. Subsequent to this presentation, workshops have been held in Auckland and Christchurch with
local government modelling representatives to discuss both PME and some of the initiatives that have been
subsequently developed. Some of these initiatives may be introduced in other regions as a result.

. Evaluation Framework

PME is an evaluation framework developed to monitor the provision of excellent modelling services. The
framework is comprised of seven foundations of what we think excellence in modelling means, and under
each foundation a series of components (and associated indicators) which provides tangible concepts that
can be evaluated (see Figure 2).

Each foundation, component, and indicator has weights applied to them (weights sum to 100% within each
level). A combination of indicator scores and weights are used to give overall foundation score, and then
these scores are used with foundation weights to give an overall PME score. This score this then graphed
against the desired profile (which was established during PME inception) and shows clearly how good we
are and where our gaps remain.

Indicator scoring is achieved by assessing each components indicator’s progress throughout the quarter,
and then updating the previous quarter’s score to reflect the change. Some indicators use measured
scores such as stakeholder satisfaction, which uses scores determined from the annual stakeholder
satisfaction survey.
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Figure 2: Project Model Excellence Framework

10. Impact on Council Capability

When this project began in late 2006 the Council’'s modelling capability was assessed at just 38%. This
process defined management’s expectation and allowed the priorities for improvements to be identified and
acted on. Today, overall performance is 86%. As we approach the end of this first 3-year cycle we plan to
review the framework to ensure it remains relevant to our needs.

11. Results

Progress on PME is monitored on a quarterly basis. Figure 3 shows the status of PME as at the end of the
March 2009 quarter. The graphs show the overall performance in the middle, with performance against the
seven foundations around the outside. Overall, PME is tracking above GW'’s 2008/09 annual plan target of
80%, and is slightly above the 2009/10 target of 85%. The continuous improvement project is tracking
behind the original desired forecast that was developed almost 3 years ago. In the first year of the project,
PME tracked well below the desired line, primarily as a result of delays to commissioning a new 2006
transport model and difficulties in recruiting appropriately skilled staff. Since then, steady progress has
been made on all foundations with PME showing continual quarter-on-quarter progress.

Immediate focus for improvement is around the “high quality models” foundation, where more needs to be

done in the areas of appropriate electronic and hard-copy data management, and quality assurance
processes relating to standard reporting and operating methodologies.
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Being able to clearly identify our gaps allows us to consider how significant they are and how quickly they
need to be addressed.
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Figure 3: Project Model Excellence Monitoring as of March 2009

12. Supporting Material

1. Project Model Excellence March Quarter Progress Report
2. Transport Model Stakeholder Survey 2008
3. WTSM Input Tracking 2008 Note

Contact/s for further information

Mike Vincent

Transport Model Team Leader
Greater Wellington Regional Council
142 Wakefield St

PO Box 11646

Manners Street

Wellington 6142
Mike.vincent@gw.govt.nz

Please set Security Level to Medium — in the Tools > Macro > Security Menu — Then re-open this template and Enable Macros — Page 7



