Tira Kāwana / Governing Body Workshop:
City Rail Link
MINUTES
Minutes of a workshop of the Governing Body held in the Meeting Room, Level 26, 135 Albert Street,
Auckland on Monday, 29 April 2019 at 9.35am.

PRESENT
Hon Phil Goff, CNZM, JP
Cr Bill Cashmore
Cr Cathy Casey
Cr Ross Clow
Cr Linda Cooper, JP
Cr Chris Darby
Cr C Fletcher
Cr Mike Lee
Cr Desley Simpson, JP
Cr Sharon Stewart
Cr John Walker
Cr Paul Young

Until 11.38am
Until 11.14am
From 10.02am
Until 11.26am
Until 10.44am

ABSENT
Cr Josephine Bartley
Cr Fa’anana Efeso Collins
Cr Alf Filipaina
Cr Richard Hills
Cr Penny Hulse
Cr Daniel Newman, JP
Cr Greg Sayers
Cr Wayne Walker
Cr John Watson

Apology for absence

Apology for absence
Apology for absence on council business
Apology for absence

Note: No decisions or resolutions may be made by a Workshop or Working Party, unless the
Governing Body or Committee resolution establishing the working party, specifically instructs
such action.
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Purpose:
The purpose of the meeting is for the Governing Body to:


receive an update on the City Rail Link project and funding in advance of decision-making on 2
May 2019.

Item
Apologies
Apologies from Cr J Bartley, Cr P Hulse and Cr W Walker for absence, Cr G Sayers for
absence on council business were noted.

Declarations of Interest
Members were reminded of the need to declare any conflict that may arise between their
role as a member and any private or other external interest they might have.

A PowerPoint presentation was given covering all the following topics. A copy has been
attached to the minutes.
Introduction
Barry Potter

CRL project update and investment due diligence
(recap from 17 April 2019 workshop)
Barry Potter and Shane Ellison
Cr M Lee joined the meeting at 10.02am.
Questions were asked.

Budget and funding
Ross Tucker
Questions were asked.
Cr J Walker retired from the meeting at 10.44am.
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Off-street parking asset strategy
Shane Ellison and Mark Laing
Cr L Cooper retired from the meeting at 11.14am.

Looking ahead
Barry Potter
Cr S Stewart retired from the meeting at 11.26am.
Cr R Clow retired from the meeting at 11.38am.

The workshop closed at 11.39am.
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29/04/2019

CRL Update
Governing Body workshop
29 April 2019

Agenda
1.

Introduction and purpose

Barry Potter

2.

CRL project update and investment due
diligence

Barry Potter and
Shane Ellison

3.

Council funding commitment

Ross Tucker

4.

Off-street parking asset strategy

Shane Ellison and
Mark Laing

5.

Looking ahead

Barry Potter

Questions at the end of each section
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Introduction and purpose
Barry Potter

Workshop purpose
• Recap on the project update including the preferred C3 bidder and
updated project costs
• Recap on the investment due diligence undertaken
• Recap on funding considerations with further discussion on the
proposed off-street parking asset strategy process
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Timeline
2013

2014

2015

2016

Feb

Mar

February
CRLL

17 April
Governing Body

Tunnel and
station contract
(C3) tenders
received

Workshop
• Preferred supplier
• Costs
• Funding

2017

2018

2019

2020

Apr

2021

May

29 April
Governing Body
(tentative)

Workshop

2022

2023

2024

June

2 May
Governing Body

2025

2026

July

July
CRLL

Mid-May
CRLL

• Update budgets Commission early Alliance agreement
signed for C3
• Agree to funding
works
commitment

• Funding

Total Project Timeline
Investigation,
design and land
purchases begin

2013

2014

Enabling
works begin

2015

2016

CRL Go-live
First trains
running
(TBC)

CRLL established
and construction
begins

2017

2018

2019

Current
budget
update

2020

2021

2022

10-year
Budget
2021-2031

2023

Sale of excess
property
complete
(TBC)

2024

2025

2026

10-year
Budget
2024-2034
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Project update and investment due
diligence
Shane Ellison and Barry Potter

CRL Benefits
• CRL is Auckland’s highest priority transport project
• CRL is a critical piece of infrastructure required to unlock Auckland’s
development areas and provide for future population growth
• CRL will provide:
• Improved access to the city centre to enable increased
employment and productivity
• Provide long term capacity for rail to support growth, particularly in
the south – a 30 year+ vision
• Sustainable transport solutions that minimise environmental
impacts
• CRL makes a significant contribution to Auckland becoming a
world class city
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Benefits across the region

Improved bus to rail interchanges
Aotea future-proofed for rail to
North Shore
Reduced congestion on road network

West Auckland
Improved travel times to city centre
Increased train frequencies
Improved accessibility
Increase train capacity and reduced
crowding
Reduced congestion on road network

East Auckland
Improved travel times to city centre
Addition of new peak direction,
limited stops train
Increase train capacity and reduced
crowding
Reduced congestion on road network
Works with Eastern busway to
significantly improve connections

Isthmus
Increase train capacity and reduced
crowding
Improved travel times to city centre
Improved accessibility within Central
Auckland and across isthmus
Increase train capacity and reduced
crowding
Reduced congestion on road network

More detailed benefits note to
be distributed

North Auckland
More bus capacity in city centre

South Auckland
Improved travel times to city centre
Addition of new peak direction,
limited stops train
Increase train capacity and reduced
crowding
Reduced congestion on road network

Population and PT growth
• Significant growth in Auckland since CRL business case prepared:
• population up from 1.53 million in June 2014 to 1.70 million in June 2018 – an
extra 170,000 people
• Vehicle kilometres travelled (vkt) 12.7 billion in the year to December 2013
increasing to 15.5 billion in the year to December 2017 – up 2.8 billion or 22%
• Significant increase in rail patronage:
• up from 11.4 million trips in the year to June 2014 to 20.2 million to June 2018
– 8.8 million trips or 77%
• reached 21 million in the year to March 2019
• Need to ensure Auckland has sufficient public transport capacity to cater for
growth
• Essential that CRL is built as planned including 9 car provision to:
• provide real options to continue to enable the shift to public transport
• reduce growth in vkt
• improve safety, and reduce emissions and congestion impacts.
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Advice from CRLL
• Preferred bidder for C3 identified
• The Link Joint Venture: Vinci Grands Projets, Downer, Soletanche Bachy,
AECOM, Tonkin and Taylor and WSP Opus
• Negotiating “Early Works” contracts to get maintain preferred bidder
engagement and project momentum

• Updated cost forecast
• Comprehensive cost review undertaken over the past six months
• $4.4 billion at P50 and $5.0 billion at P90
• Updated funding commitment request of $4.4 billion

Due process
When considering updated cost projection and additional funding
commitment required we have considered:
Question

Action

Is the updated cost projection
reasonable?

Peer review

Are there ways we can reduce the
cost?

Investigation of scope options

Is the project still good value for
money?

Updated cost-benefit analysis
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Is the updated cost projection
reasonable?
• CRLL Board commissioned comprehensive cost review
• Sponsors commissioned Advisian to review the forecast final cost
• Cost forecast has been benchmarked against C3 bids and other
similar projects
• Forecast and actual known costs align
• Alliance procurement processes mean that costs are interrogated
throughout the process

Are there ways we can reduce the cost?
• The scope of CRL of project has been reviewed and refined 3x
• Alliance contracting incentivises for cost savings
• Sponsors asked CRLL to put forward scope reduction options for
assessment on costs, benefits and operations
• Options were assessed by the key delivery partners, Auckland
Transport and KiwiRail Group
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Scope scenarios that were considered
• These included:
• one tunnel only – potentially saves $600-800m
• removing a station(s) – potentially saves $150-500m
• removing connections – potentially saves $450-$600m
• However, all scenarios have potentially significant to very significant impacts
on:
• patronage (ranging from 35-70% reduction in forecast patronage)
• operations and resilience – higher operating costs and/or unquantified
additional capital costs, programme risks and uncertainties
• business case benefits – ranging from a reduction of benefits from 5070%
• Scenarios are essentially irreversible
• AT and KiwiRail Group support delivery of current project scope

Is the project still good value for money?
• CRLL asked PWC to update the benefit assessment of the project
• Multiple Benefit Cost Reviews have been conducted to date
• PWC reassessment has;
• updated dollars from 2014 to 2018
• still assessed project using 6 car trains (not 9)
• provided for patronage growing faster than forecast

• PWC’s reassessment confirms that CRL delivers $6.6b worth of
benefits
• This means if total project cost is less than $6.6b, then the project
will deliver net positive benefits
• Based on this update and a review by Advisian, the sponsors
consider the economic case for CRL remains strong
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Summary
Action

Outcome

Peer review

Updated cost projections align with peer
review

Investigation of scope
options

No scope reductions are supported by CRLL,
delivery partners, crown representatives, or
council staff

Updated cost-benefit
analysis

Project will deliver net positive benefits at
both projected P50 and P90 levels

Questions
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Council funding commitment
Ross Tucker

Project Cost Reforecast
$ million

Existing

Construction costs
Client-side cost
Direct costs

Contingency (P50)

Updated

Increase

2,382

2,709

327

484

636

152

2,865

3,345

479

9%

255

14%

458

203

10%

285

12%

391

106

4,194

789

9 Car adjustment (Aotea, K Rd, Mt Eden)

250

250

C3 bid adjustment

-25

-25

4,419

1,014

Escalation (P50)

3,405

Project costs (P50)

3,405
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Financial Strategy
Growth pressures

Rates increases

Historical
underinvestment

Investment

Demands for
improved services

Acceptable
costs

Fee levels
Cost efficiency

Maintaining assets
and service levels

Sustainable
borrowing

Starting point
10-year Budget 2018-2028
Includes
existing CRL
commitment

Investment

Funding

$26 billion of
investment

265% debt-torevenue ceiling

Maintaining service
levels

2.5% and 3.5%
Rates increases

Increased spend on
environment

RFT and targeted
rates

Prudent
borrowing
level

Any significant changes to these settings would require
consultation with Aucklanders
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10-year Budget debt

CRL funding required
Total

Council share

Existing

$3.4 billion

$1.7 billion

Updated

$4.4 billion

$2.2 billion

$1 billion

$500 million

Change
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Key considerations
• Maintain borrowing at sustainable levels - below the 265% safety margin

Can we provide funding commitment?
• We can accommodate the $500 million additional funding
commitment within debt policy limits with a combination of initiatives:
• Interest cost savings
• Reduced cash holdings
• Operating commitment re-assessment
• Off-street parking asset strategy
• Timing of CRL contributions.
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Interest cost savings
• Recent drops in interest rates that can be locked in
• Results in lower future interest costs – cash savings that can be used
to fund CRL

Reduced cash holdings
• Day-to-day cash management required the council to hold around
$200 million of cash
• By entering into a new revolving credit facility we are able to drop this
holding by around $100 million
• Use the $100 million cash to pay down debt now – means we can
borrow $100 million more in the future to pay for CRL
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Operating commitments re-assessment
• Reviewed our commitments to certain contracts that are seen as
debt for ratios
• Better understanding of long-term AT contracts – no change to
contracts

• These firm financial commitments tie up our headroom – lower
commitments allow us to use debt headroom for CRL

Off-street parking asset strategy
Overview
• AT’s existing parking strategy is focussed on encouraging mode shift and helping
minimise traffic congestion
• Future parking requirements are likely to be different from today
• Potential exists to recycle capital from existing off-street parking assets
• Principally focussed on the four central city assets (Downtown, Civic, Victoria
and Fanshawe)
• A range of capital recycling options exist including outright divestment,
partnership with a developer, or a long-term concession arrangement
• Our objective is to release $100m of capital to reinvest
• $50m in CRL
• $50m in park and ride facilities
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Off-street parking asset strategy
Proposed Next Steps
• We first need to clearly define our future off-street parking requirements. Key
considerations will include:
•
•
•
•
•

Updating the Off-Street Parking Strategy and Park and Ride Strategy
Finalising the Accelerated Mode Shift Plan
Accessibility plan for the City Centre
Urban design objectives, including pedestrianisation of certain areas
Technology changes (e.g. EV’s, charging stations)

• We will then need to evaluate how any proposed transactions can be structured
to assist us in achieving our objectives. This will require site specific
considerations:
• Preferred use for each site
• Existing concessions and seismic considerations
• Optimal timing – including the impact of ongoing disruption prior to CRL being fully
operationalised
• Preferred locations for new or expanded Park and Ride facilities

Off-street parking asset strategy
Decision required
• Agreeing that it is appropriate to include within the budget an
assumption that $50 million of revenue is received by the financial
year 2023/2024, as the result of a sale, concession or development
agreement from the implementation of the strategy.
• Specific decisions on individual transactions would come to the
Finance and Performance Committee in due course, in line with
standard process.
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Timing of CRL contributions
• Phasing of council’s contribution is important to affordability of our
commitment
• Existing budgets assume quarterly contributions from Auckland
Council and central government are equal
• Flexibility around contribution shares would allow the council and the
Crown to work together to ensure council remains within its debt
policy limits

Scenario
Potential CRL contributions

$ million
1,000
800
600
400
200
0
FY19

FY20

FY21

FY22

FY23

FY24

FY25

FY26

-200

Council contribution

Government contribution
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Borrowing position after

Funding summary
Interest cost savings
Additional
commitment
required

Reduced cash holdings
Operating commitments
Off-street parking assets
Timing of contribution

Existing funding
commitment
$1.7 billion

Base funding
$1.7 billion
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Looking ahead
Barry Potter

Timeline
Investigation,
design and land
purchases begin

2013

2014

Enabling
works begin

2015

2016

CRL Go-live
First trains
running
(TBC)

CRLL established
and construction
begins

2017

2018

2019

Current
budget
update

2020

2021

2022

10-year
Budget
2021-2031

2023

Sale of excess
property
complete
(TBC)

2024

2025

2026

10-year
Budget
2024-2034
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Resolutions for 2 May
That the Governing Body:
a)

approve the council’s funding commitment to CRLL be increased to
$2.2 billion and agree that budgets are updated to reflect this.

b)

agree that budgets are updated to reflect the funding capacity created by
i.
ii.
iii.
iv.
v.

c)

interest cost savings due to lower market interest rates;
a reduction in cash holdings from improved cash management;
re-assessment of the valuation of operating lease commitments;
development and implementation of the off-street parking strategy, including
recycling assets to invest in CRL and new or upgraded park and ride facilities;
and
flexibility around the timing of the council’s CRL contributions.

delegate to the Mayor, Deputy Mayor and Chief Executive the authority to
approve any changes to agreements necessitated by the above
resolutions.

Timeline
2013

2014

2015

2016

Feb

Mar

February
CRLL

17 April
Governing Body

Tunnel and
station contract
(C3) tenders
received

Workshop
• Preferred supplier
• Costs
• Funding

2017

2018

2019

Apr

29 April
Governing Body
(tentative)

Workshop

• Funding

2020

2021

May

2 May
Governing Body

2022

2023

June

Mid-May
CRLL

2024

2025

2026

July

July
CRLL

• Update budgets Commission early Alliance agreement
signed for C3
• Agree to funding
works
commitment
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