Transport Sector Initiative Scoping Document Budget 2018

Annex 2 - Preliminary Budget initiative scoping document!
Preliminary Budget initiative scope

Section 1: 0vervrew and Context

Name of agency seeklng o KlWlRal| (supported by Greater Wellmgton Regronal Councrl) =
funding o e
Initiative title . ‘t - kTrack and Civil Infrastructure Catch Up Renewals

. Ensunng Wellmgton Rall Track Infrastructure can Mamtam Reglonal
- kConnectlwty and Enable Growmg Demand (from ILM workshop)

Initiative description The tundlng mrtlatlve will dellver a package of track infrastructure Catch Up! renewals
‘ . - ‘throughout the Wellington Metropolrtan Railway Network (Wl\/lRN) The primary focus
 isonthe Walrarapa Line and critical infrastructure in the busiest inner parts of the
~ network close to Welllngton Station. It il also lmprove safety and resilience through
. treating ldentlfled high risk slopes on the network and eliminate the last few remamlng i

| . . 7 ~ timber bridge sections.

Date approved by agency ‘26 September 2017

board o

1.1 Executlve Summary

A Short summaryofthe  The proposed investment addresses key lnfrastructure assets whrch have reached the

proposedmmatlve and end of their lives and are in poor oondltlon resultlng in servrce lmpacts tor rall
expected outcomes . " ‘customers ~ - ‘

f The reason the traok assets are in poor condltlon is due to the fact that sectlons of
 track were prewously installed and renewed over short time periods, meanlng assets
~ areallof asimilar age and condition. The concentration of life expired assets has been
. lntensmed by subsequent penods of low levels. of 1nvestment in the WMRN

- ThlS has resulted ina sﬂuatron where there isa large ‘bow wave' of renewals due or
. becoming due for significant Iong life assets frequently descnbed as Catch Up or
: “'mter-generatlonal” renewals ~

. The scale of thrs spike in renewals exceeds the normal fundlng mechanlsms provrded :
: through the Metro Rall Operatlng Model (MROM). ,

? Addltronally, |t has been rdentlf ed that there is the opportunrty to investin slope

 stability to address safety and network resilience plus four bridges still containing

 timber structural elements, These Catch Up elements are also drffrcult to address
under the current MROM fundlng model. ,

Catch Up renewals have previously been funded by the Crown.

! Adapted from Treasury, September 2017, Budget 2018 Initiatives Process, Template 1: General Budget Track
Initiative Template
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- The on-going need for the WMRN is evidenced by the large number of people who
! use the network (>13,000,0000 trips p.a.) and that patronage growth is exceeding
previous forecasts (in 2017 alone it increased at peak times on average 6%). If the

~ work is not undertaken, it wrll result in prevalent speed restrrctrons across the network,

. rmpactrng on customer travel trmes . ~ ‘

. kCompIetrng these Catch Up renewals will assrst in meetmg the oustomer levelof
- service expected in the Wellington Region. This includes rapidly dealing with parts of
, - the. network that are already farlrng existing tevel of service KPIs (r €. the Warrarapa
Line).

- The proposed investment in the Catch Up renewals and slopes is hrghly alrgned wrth -
. Crown policy to maximise the economrc benefrts not rust for Wellrngton but New
- Zealand asa who)e2 - ’

o The WMRN forms an rntegral part of the overalt transport system in Wellrngton ,

o ‘lmprovements to rail benefrts the whole system including: relieving pressure on the
~ Wellington road network reducrng travel times; and, improving safety. Effectrve :

~ passenger rail reduces the need for road capacity investment and provides a very

envrronmentally favourable torm of transport (hetprng New Zeatand achreve its -

. emrssron reductron targets) - .

o Thrs initiative follows on from prevrous Crown funded Wellrngton Metro Catch Up
~ Renewal Programmes which concentrated on non-track infrastructure catch-ups (e.g.

~ fraction poles, signals etc. ) At the time of gaining funding for these previous initiatives,
' the need for further Catch Upfundrng, rncludlng this rnrtratrve was mdrcated

' :The entrre Wetlmgton Regron |nclud|ng Warrarapa and the natronal economy s
- expected to benefit as a whole as a result of this rnvestment in the Catch Up renewals o
and slope safety/resrhence works : - ]

L Thrs mvestment along with the prevrously funded catch -Up rnvestment proposals
. ydelrvers the “fit for purpose” rail infrastructure which is an essential pre-cursor to other :
~ investments to provide additional capacity and a better service standard Reference
i should also be made to the parallel investment initiative titled ‘Enable Wellrngton
* Regional Railway Network to Cater for Growth in Future Demand’.

Operatmg

Capital ' sto $20 ‘ 3;25’ vy srs ‘ sso
Description of cost  The cost for thrs initiative is estimated to be in the range of $70m to $90m. This estimate is very
s f’hrgh level and is still under development in the Business Case process. All funding soughtis
 capital as it is for procurement and delrvery of physical works for long life Crown assets. The
remaining lifecycle costs, particularly inspections and maintenance will be covered by GWRC and
KiwiRail through their Wellington Network Access Agreement.

? paraphrased from MOT Transport Policy, Transport Sector Budget 2018 Process
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1.2 Context

|

o) '" "1 .U o w

. Has the Minister or Cabmet consrdered this or other similar rnltratrves before')
Has the mrtlatrve been jomtly developed with other agencres’? ‘

Will a Better Business Case be used for the initiative? ,

Would thrs initiative strll go ahead if not funded in Budget 20189

- 'Does thrs mrtratrve contam an element of fundmg for cost 1r>ressures’73 .
_ Were these cost pressures srgnalled in the previous 4 year plan? f . NA
- As per the 2011 Metro Rail Operating Model (MROM) the Crown agreed to fund

~investment to bnng the network up to a functional, safe and relrable standard wrth on-
r gorng malntenance to be funded by user charges ‘ .

. Ifrequired, please provrde
 additional information to -

support your answers
above. ~

? Thrs rnctuded advrce from the Office of the Mrnrster of Transport that “future metro rarl j

- investment upgrades will be considered by the Crown ona case by case basrs and are

‘ Irkely to be sub ect to Treasurys CAM assessment4” L

| Before agreerng fo the model |n 2011 Greater Welllngton Regronal Council (GW) ,
~ consulted the publrc on the basis that ‘an rmportant part of the deal mvolved contrnued o
I network upgrades by the Government” k , '

‘e The current level of rnvestment avarlablefrom GW and NZTA is suffrcient for much of
 steady state maintenance but unable to stretch toa Catch Up or mter—generatronal
~ renewal of this scale, - ~

® Cost pressure initiatives cover existing services and outputs that are funded from within baselines but which
are facing wage, price, volume and/or other pressures and where an agency considers it cannot continue to

deliver the same level and/or quality of service within its baselines.

* Letter 4™ July 2011 from Office of Hon Stephen Joyce to Hon Fran Wilde, Paragraph “8”

> GWRC Annual Plan 2011-12 consulted with the public
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Section 2: Problem / Opportunity & Strategic Alignment
2.1 Problem Definition or Opportunlty

A. Descrrbe the problem or  Thereisa a material amount of, mamly track renewals and slope rrsk reductron ,
opportumty that this : investment required in the Wellmgton Metro Railway Network that the MROM model is
- mttratrve seeks to address -~ Unable to fund. The prlmary elements of the requrred works are: :

. a) Track rnfrastructure Catch Up renewals (|ncl Warrarapa lrne) Undertaking this
~ will assisti in meetlng the train service expectations of Wellington Metro
ommuters (incl. Warrarapa commuters) by removing and avoiding speed ,
restrictions®. It is noted that the speed restrictions on the Wairarapa line currently '
k relate to approxrmately 10 minutes of increased journey time. It is also noted that
-~ without the initiative being. funded itis more than likely that the Warrarapa lrne :
would face i increasing speed restrictions in the next 3 to 5 years and then
- potentrally close to passengers Thrs Track Infrastructure Catch Up renewal
. mcludes k ~ -
1, five tunnels (mcl the 8. 8km erutuka tunnel) that have end- of Irfe track
~ condition issues and wrll requrre track replacement wrthm the next frve
 years. : ~ 1
. alarge number of Treated Prnus Radrata (TPR) sleepers predomrnantly ‘
installed 35-40 years ago, that are at end of useful life or will reach this
point within the next 10 years. Roughly 45% (110km) of the Wellmgton
~ Metro Rail Network mainline has TPR sleepers ‘
. end of life track formation (the engineered layers underneath and ,
~ supporting the rallway track) exacerbated by Itfe expired drarnage that .
- requires renewal -
Slope stabrlrty — Address resrltence concerns on current slopes rdentlfred as hlgh
risk o reduce the risk of slips like those which have closed lines in the past ,
, foIIowrng wet weather. This includes the risk of train derallments and collrsrons in
double track sections. This. relates to approxrmately 20 slopes identified as.
3 havrng a high risk — ratlng (>200) as per KiwiRail's assessment system j .
~¢) Anumber of bridges require work mcludrng replacrng end of life ttmber elements ~
©infour bridges. .
k Wlthout delrvery of this initiative, other proposals such as "Enable Wellrngton Reglonal |
~ Railway Network to Cater for Growth in Future Peak Demand’, will not be able to
-~ deliver their full benefits, due to the network not being fit for purpose.

B. Whatmputs wilithe The funding will deliver pr0fessronal services for design‘ prdcdrement project
preferred option buy and management and construction monitoring. It will also cover procurement of materials
whyz ~ and physical works for the track infrastructure Catch Up renewals. It is expected that

i approxrmately half of the physical works will be delrvered by KlWlRall with the
- remainder delivered by contractors employed under Klerarl

; - This initiative will ensure the current track infrastructure throughout the WMRN is
~ brought back to and held at a fit for purpose state. Slope work will increase safety and
~resilience. Combined, these investments will deliver the service levels expected by .

* current and future metro rail customers across the region.

® “Temporary Speed Restrictions”. The number and persistence of these increases as the underlying condition
of the route deteriorates.
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C. What alternative options  Various options are currently being considered and will be considered in the Business
are being considered? Case process. However, due to the scale and timing of the pendlng works the number
. ‘ . - of options available for resolution are considered limited rf reductlons |n service quallty
. and service contlnwty are to be av0|ded : ,

- tis noted that the alternatlve of clostng the Walrarapa line to commuter trams wxll also
e considered in the Business Case. : - ’
D. Counterfactual analysis.  If the Crown is unable to invest the Catch Upor rnter~generattonal/end of life renewal
' . ‘ ~issues related to Wellington track mfrastructure will continue to be an issue. Further
speed restnctlons will be necessary to malntam safe operatlons and unplanned works
~ Wwill increase. o

The condrtron of the Welllngton Rall system will detenorate to the pomt that exnstmg
~ service levels will be unable to be sustamed At worst to ensure safety, sectlons of
‘ llnes may need tobe closed . . - ;

L Due to the geographlcal concentratlon of these lnfrastructure |ssues onthe Warrarapa !
- Line and its relatively lighter use, available MROM renewals investment will likely be
~ prioritised away from the Walrarapa Line and onto the more intensively used electrlfled
routes. This will mltlgate the short term lmpact by concentratrng the issues on the most
- llghtly used route. : o ~

1 The level of service on the Walrarapa Lme will contlnue to degrade to the pomt thrs
. service would no longer be relevant due to extended j journey times, resulting in
; reducmg patronage. However, track condition within the Rimutuka Tunnel wil llkely
~force complete closure of the route to passengers wrthln frve years .

Patronage on other WMRN llnes could also reduce due to poor levels of service,
~ reversing the strong recent growth and put |nto doubt subsequent mlttatlves to meet
the forecasted growth in demand . L

ltis also noted that due to the worsenlng track condrtlons in some portlons of the 0
~ network there would be higher risk for safety incidents - although management ‘

~ systems (i.e. speed restrictions or track closures efc) would be putin place to-

~ mitigate. The risk with slope stablllty would however remain.

2.2 Strategic Allgnment and Collaboration

A. How does this initiative fit  This initiative wil provide fit for purpose track infrastructure within the Welllngton Metro
with the Government’s . Rallway Network with increased resilience to provide the level of service required for
objectives and priorities for rail public transport in the Wellington Region. This will allow rail to maintain mode
transport? - share which is essential to provide ‘a transport system that maximises economic and

social benefits for New Zealand'. It wnll also provnde‘lnvestment in mfrastructureto -
’supportagrowmg economy’7 o =

7 Extract from Ministry of Transport policy, Transport Sector Budget 2018 Process
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‘A, What are the policy

. pressure area?

Section 3: Value for Money and Impacts

3.1 Expected Impacts

A. What are thecostsand : The current esttmated costs are as proposed above in Table in 1. 1 and 2. 1B
~ benefits of this initiative . | | - ~ | |
~compared tothe.  |n companng the rnmatrve to the counterfactual the beneflts of thls lnrtratlve will rnctude '~

counterkfactual?f_ . ~ensuring that Key Performance Indicators of the rail network go up rather than down
. ~ (ie. punctuality, customer satisfaction, mode share/passenger journeys, etc.). The

- benefits will be reahsed by the public that use the WMRN for work, study and leisure
duetothe avoidance of speed restrictions, late servrces and eventual likely closure of k
 the Warrarapa Line. The Wellington and national economy is expected tobenefitasa
- whole with a resilient and efficient train network. Other benefits with a rail system that

~ provides appropriate transport mode share includes reduced congestton and :
~ emissions. Economic modelllng is currently undenNay fo catculate the value of these
benefits. -

In addltlon some otherwise needed State Highway Capaolty investment throUQh NZTA
~andthe NLTF is expeoted to be avorded if the rail network is able to adequately meet
 the mode share demand (thrs is pertlnent in the case of the Warrarapa hne)

[Note sections 3.2 and 3.3 of the Treasury initiative template are not required at this scoping stage.]

.4 Fundinglpli'atins -
A. Provide options for « Certaln components of the proposed track mfrastructure upgrades could be prrontrzed

~ scaling, phasmg andlor _ona risk basis (i.e. Tunnel 2 WL and NIMT are considered critical assets). However as :
deferrmg this initiative. ~ the vast majority of the track mfrastructure Catch Up renewals are forecasted to be

- required within 10 years, if they are not undertaken in full, speed restrictions are hkely ~

 to be prevalent and service levels are expected to be impacted. It is also noted that '

~ completing the full amount of renewals may also be cost effective compared to

- continually going back and ! patchmg up multtple times. This analysrs W||| form part of .
the full Business Case process.

Funding Options o Similar to prewous investments in WMRN for Catch Up renewals and upgrades itis
L . proposed that the Crown fund these works. Other funding options including KiwiRail,
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GWRC, NZTA and combrnatrons have been consrdered and were drscarded as they

~ were not viable.
~ The reasons for Crown funding are: -
a) Investmentin rartway infrastructure helps achieve the Government’s key polrcy '

 objectives.

l b)k Wellrngton the surrounding regron and the. wrder New Zealand economy is the -

ultimate beneficiary of the work Investment in the WMRN increases economrc
growth ~ ~

‘ oc) ‘ Krerart s operatrng and fundrng model provrdes no means for it to fund the work

and investment in the metro network is completely separate from ather Crown ‘
. fundrng appropnatrons relating to the frerght network.

t d) The benefits of this investment i rn rail accrue to across both road and rail transport, ;
networks plus the wider economy, whrch is beyond GWRC S remrt for recogmsrng f

value of rnvestment

o e‘)k The OfF ice of the Mrnlster of Transport has advrsed that “future metro rarl

 investment upgrades will be considered by the Crown on a case by case basrs
andare llkety to be subject to Treasury s CAM assessment" ‘ ‘

j f) ' Govemment pollcy requrres the rart operating model be equrvatent in Auckland
 and Wellrngton Recent Auckland rail development work saw the Crown agree to

fund 100% of the basic track mfrastructure from the consolrdated fund

. ttshouldla]so be noted that Crown Funding towards the freight network ts independent
~ and separate from the metro rail investments discussed in this scoping document.

[Note sections 3.4 B of the Treasury initiative template is not required at this scoping stage.]

Section 4: Implementation, Risk Management and Evaluation

4.1 Implementation and Risks
A How will this initiative be
delivered?

As the metro infrastructure provider, KiwiRail will manage the procurement of the”
renewals and slope contracts similar to previous successful WVMRN works. KiwiRail

‘ has well established SOE procurement and governance processes. A combination of :

Krerall delrvered works and competitively procured contracts will be used.

In accordance with Sectron 6.6 of the Treasury gurdellnes the table below oonsrders
situations that may eventuate and rnﬂuence the achievement of the objectrves/beneflts
of the initiative. It excludes assessment of the rmpact of not proceedrng with the
~investment initiative. ~
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. L I
Risk Description pact of Likelihood |Severity [Overall Risk Mltlgatlon | Controls
Consequence

Rail service punctuality ~ Despite track
worsens (or in the case infrastructure Catch Upf
“of the Walrarapa Line — - renewals, other‘factors
remains poor) dueto lkerolingstock management/ investment
other factors - condition/ availability, f rail network and rolling
‘ ~ faults, failures, errors | tock. Complete Catch Up
effect the ability for the enewals to ensure rail
networktomeet nfrastructure is fit for
punctuality targets and urpose. ‘
thus reduces the ability ‘
~ for the initiative to realise
 the full expected
. . benefits. ,
Forecasted future  Track infrastructure Utilise reasonable rail
~demand forrailisless  Catch Up renewals do emand in assessment of
than currently expected  not meet full benefits enefits. Consider
‘ ‘ l and/or benefits are ptlmlsm blas |n busmess 3
instead realised later ase. L
 than that modelled in .
economic assessment
- (tobe undertaken in the
~ ~ business case) o o
Future road transport  Road network ~ Ensure business case
infrastructure changes  development increases 5 curre
~ the ability for the road
~network's mode share ;
. and thus may reduce usiness case is reviewed
~demandforrail. y NZTA. Ensure other
~ . actorssuchas
snvironmental emissions

External fransport ~ Fyture technology
technology ~ developments (ie. rai
developments  technology changes,
' - introduction of driverless
cars) impacts on
 benefits realisation of
investment.




Transport Sector Initiative Scoping Document Budget 2018

4 2 Leglslatlve and Regulatory lmpllcatrons

. Please detall any

There are no |mplrcat|ons with regard to changes requrred to legls!atlve and regulatory

Iegrslatlve rmpllcatlons and frameworks ifthe mmatrve is funded.
whethertheRIA
requlrements apply

4.3 Implementation and Evaluatron

‘Outline how the ;
implementation and
performance of the |n|tlat|ve
will be regularly monltored

~An Investment Loglc Mapplng exercrse has been completed for this mmatrve The
: |mplementat|on and performance of the initiative will be monltored by a range of
~ performance mdlcatorsmcludlng the below. : ~ ~
-~ + Network availability ~
, :—Modeshare ‘
. ‘Journeyhme o
- +On-ime performance
~ + Customer satisfaction
~ *Rallpatonage
~ +Renewal unitcosts
~ +Maintenance costs |
 +Rail safety incidents
~ +Operational safety controls o
.~ The performance of the mmatrve will be momtored through K|WIRaI| and GWRC
~ governance and reporting; partlcularly WMRN monthly and annual performance
: repor[s : ~




