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AGENDA ITEM 15.0 | BOARD NOTING PAPER

To: The Auckland Transport Board

From: Sean Cavanagh, Corporate Planning and Performance Lead
Scott Campbell, Acting Director Strategy and Governance

Reviewed: Dean Kimpton, Chief Executive Officer

Date: 17 June 2025

Title: Statement of Intent 2025 — Considering Council Feedback

Aronga / Purpose

1. To provide a summary of Auckland Council (council) feedback on the draft
Statement of Intent (SOI) 2025 — 2028, as well as management’s response to
this feedback.

2. To request an out-of-cycle board meeting in July 2025 to approve the final
SOl, before submission to council.

Te whakarapopototanga matua / Executive summary
3. We have received shareholder comments on the draft SOl and are currently
updating the SOl in response.
4. A summary of council’s feedback is:
a. More details on strategic alignment and deliverables.

b. Details on how Auckland Transport (AT) will implement the Office of the
Auditor-General recommendations from the public transport (PT)
Reliability review.

c. Refocusing the ‘Effective Governance and Advocacy’ section to align
more closely with other sections discussing transport sector reform. In
addition, provide further assurance from AT that it will not engage

5.

Te

7.

9.

10.
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directly with Government on Council Controlled Organisation (CCO)
reform and reflecting the Cabinet papers from May 2025.

d. Revert proposed reductions in SOI targets.

We have been working to provide additional information and the rationale behind
proposed targets with council officers. The reduction in PT patronage has been
agreed and accepted. We are re-considering the reductions proposed on other
measures and are working to ensure agreement between us and council before
finalisation.

The final SOl must be provided to council by 31 July 2025. We are requesting
an out-of-cycle board meeting for July 2025 to give the board the opportunity to
review and approve the final SOI.

horopaki / Background

The SOl is the document which council uses to hold AT accountable to its
performance expectations. The relevant legislation is the Local Government Act
2002 (LGA) and Local Government (Auckland Council) Act 2009 (LG(AC)A).

In March 2025, AT submitted a draft SOI to council, which was received at the
3 April 2025 Transport, Resilience, and Infrastructure Committee meeting.

AT received council’s feedback on the draft SOl on 26 May 2025. AT also
received feedback from Houkura Independent Maori Statutory Board (Houkura)
and we note that this has also been reflected in council’s feedback.

LG(AC)A s96 requires the board to hold a meeting in public each year to
consider the comments from shareholders on the draft SOI.
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Me mohio koe / What you need to know

Council has provided feedback on the draft SOI

11. Attachment 1 outlines council’s feedback on the draft SOI. A summary of
council’s key feedback is:

a. Additional detail requested on strategic alignment, specifically reference
to the activities that we undertake that support the Transport Emissions
Reduction Pathway (TERP).

b. Recognition of the role of AT in transport sector reform in section 1.2,
however positioning of focus area 2.5: Effective Governance and
Advocacy creates confusion over responsibilities in transport reform.
The final SOI should retitle and refocus this section to support council’s
lead in this area, and delivery of early reform actions.

c. More details and programme milestones are required on all
deliverables. Specific detail has been requested on City Rail Link (CRL)
enablement and network integration, and how we are responding to the
Office of the Auditor-General’s findings and recommendations.

d. Outcomes for Maori - explaining further how AT is delivering Ka Tupu
Ka Wana and council’s Kia Ora Tamaki Makaurau framework, and how
the needs and aspirations of Maori have been reflected in our planned
activities.

e. Unequivocal participation in Group Shared Services.

f.  More ambitious targets, including retaining existing SOI targets from the
current SOI. More information is found below at paragraphs 15 — 21.

12. Overall, AT welcomes this feedback and is working to reflect and adopt these
changes in the SOI.

13. The SOl is still being finalised as we prepare additional detail around key
deliverables to ensure these align with the Annual Budget for FY26.
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14. Management is working closely with council officers to clarify additional
information required to support changes in targets.

Specific comments on measures and targets, and AT’s proposed response

15. Asset conditions — retain FY25 target of 83% of critical assets in good condition,
rather than the reduction to 80% proposed.

a. AT’s response: we are considering accepting this recommendation to
retain the target for critical assets in good condition at 80% for FY26,
although note that future years’ targets may need to be reassessed, as
funding is less than we require to maintain asset conditions in the period
between FY27 and FY35. Council's Long-term Plan (LTP) and
infrastructure strategy acknowledge that over the next ten years,
depreciation of our assets is greater than renewal investment.

Infrastructure renewals investment and depreciation - 30 years
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Figure 1: Infrastructure renewals spend vs depreciation — LTP volume 2 page 47.

16. Customer perceptions — retain existing measure and target trajectory of 36% in
FY26 and 39% in FY27, rather than the reduction to 34%/35%/36%.
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a. AT’s response: our view is that AT listens and responds is not the best
measure of our interactions with customers, due to factors outside of
our control which include KiwiRail, NZTA and Fullers commercial
services. For reference, on-board PT satisfaction — more directly within
our control — is at 91%. We will continue exploring an alternative
measure but recommend we retain the current SOl measure in the
meantime. For target setting, historic trends suggest an increase
beyond 33% will be very challenging to achieve. We propose accepting
council’s recommendation to retain the targets of 36% and 39%, but
remain of the view the 34%/35%/36% is more realistic as is
development and agreement of a more appropriate measure.

AT Listens and Responds to Aucklanders’ needs
Metrics: 6-10 agreementratings out of 10
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Figure 2: AT listens and responds historic average of 30%.
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17. PT boardings — council did not initially accept a reduction from LTP targets.
However, since issuing the shareholder comments, council officers have
accepted and agreed our reduced patronage forecast targets.

a. AT's response: our FY26 patronage target is 93.9m. We have worked
closely with council officers on the rationale and methodology for
patronage target-setting and have reached an agreement on the
numbers provided in the SOI. This is consistent with the assumption
used in our FY26 budget. We acknowledge that this will create a
difference between AT’s SOl and council’s LTP targets and is lower than
the current FY25 target of 94.7m (which we will not achieve this year).

Patronage Rolling 12-Month Trend
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Figure 3: PT patronage trend showing growth has plateaued in the past year.

18. Bus priority delivery — expects the target would continue increasing, rather than
10km per year.
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a. AT’s response: we have reviewed our accelerated work programmes
for FY27 and FY28 and can increase the targets to 10/20/20km.

19. Cycling counts — council challenges the reduction in these targets (2% growth
per year, down from 2.5%) and seeks retention of existing targets (2.52m in
FY26).

a. AT's response: we agree with council and recommend retaining the
2.5% growth target.

Cycling counts rolling 12 months
FY ©2020 #2021 2022 2023 #2024 #2025
4.0M

3.8M

3.6M
Target: 344M 3.47M

_____________________________________________________________________________ - N N
I TS

3.2M

\/—’ 3.0M

2.8M

2.6M

2020 2021 2022 2023 2024 2025

Figure 4: cycle count growth, showing current 12-m rolling result of 3.47m, for
comparison with our FY26 target of 3.52m.

20. Maori procurement — Houkura has specifically asked that Maori procurement
targets are set at five percent across council group.

a. AT’'s response: we are continuing to work closely with Houkura to
identify opportunities for Maori businesses, build institutional capacity,
and remove industry barriers. Our growth in total budget means that we
continue to increase, in real terms, the amount of spend with Maori-
owned businesses. We expect this to be $75-80m in FY26, up from
$42m in FY24, and anticipated spend of nearly $65m in FY25 (over a
50% year-on-year increase). However, as a percentage of total spend,
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this has reached a plateau around 3%. This is largely due to little market
participation in operating expenditure contracts (e.g. bus, rail, ferry, and
technology/corporate spend). If AT is to increase this percentage above
3% then significant strengthening of Maori-owned business capable of
partnering with AT’s lead contractors is required. We recommend an
action to this effect, but not an increase in the SOI target for this year.
We will continue to explore what achievable targets could be for the
FY26 to FY28 period and will agree these targets with Houkura and
council officers before finalisation in the SOI.

21. Emission reduction — change the methodology of the existing operational
emission reduction measure to include Scope 1 and 2 emissions only, rather
than replace the target with the number of low emission buses.

a. AT’s response: we accept this recommendation and will retain an
operational emissions measure for Scope 1 and 2. However, we do not
believe this is sufficient as Scope 1 and 2 emissions only contribute to
approximately 5% of our current operational emissions measure. We
recommend we maintain a low emissions buses measure in the draft
SOl alongside Scope 1 and 2 operational emissions, which together
would relate to approximately 80% of our current operational emissions.

A muri ake nei / Next steps

22. Management will finalise specific details of the SOI in consultation with council
officers.

23. We request an out-of-cycle board meeting for the full board to consider the final
SOl before submission to council before 31 July 2025.

Te whakapiringa / Attachment
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1 Shareholder comments on Auckland Transport’s draft
Statement of Intent 2025-2028

Te pou whenua tuhinga / Document ownership

Submitted by

Sean Cavanagh

Corporate Planning
and Performance Lead

Recommended by

Scott Campbell
Acting Director
Strategy and
Governance

Approved for
submission

Dean Kimpton
Chief Executive
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26 May 2025

Richard Leggat
Chair
Auckland Transport

Viaemail: |

Téna koe Richard
Shareholder comments on the Auckland Transport’s draft Statement of Intent 2025-2028

Auckland Council has received the draft Statement of Intent 2025-2028 (SOI) for Auckland Transport.
The Transport, Resilience and Infrastructure Committee considered it at its 8 May meeting. As context
for this letter a copy of the full report can be found here
https://infocouncil.aucklandcouncil.govt.nz/Open/2025/05/20250513 CDOCC_AGN_11527.htm#PDF2
_ReportName_106812

Below are shareholder comments specifically related to Auckland Transport’s draft SOI, as well as
those common to all CCOs.

Specific shareholder comments for Auckland Transport

Part 1 - Strategic alignment and key policies (section 1.3)

There was considerable debate around the requirement to reference the Transport Emissions
Reduction Pathway (TERP) in your final SOI, and in particular the achievability of targets and funding
required to achieve it. An additional resolution was passed that requests your staff to work with council
staff to bring back a report to the Council with a recommendation on realistic targets and the funding
required to achieve these. In considering funding requirements, this work should also consider the
costs of not funding activity identified in TERP. This should be council-led, with AT technical input,
noting the upcoming transport reform which is covered in detail below.

Your SOI should still reflect the work you are doing and processes that are being changed, which
support emissions reduction and should be referenced under both the ‘Te Taruke-a-Tawhiri: Auckland's
Climate Plan’ and under ‘Environment and cultural heritage’ in Appendix 2.

In a related matter, council does not consider that resilience is adequately addressed under the
challenge of “Resilience, renewals and maintenance’ in the draft SOI. | would like you to expand on
how you are addressing the challenge of resilience in the final SOI.

The improvements in road safety under ‘Reducing harm’ should be based on evidence and cost-
effective outcomes. Safety is a key element of your legislative purpose and more detail on your
programme and initiatives on how you plan to reduce harm is required in the final SOI. Safety plays out
in a range of your activities, including the safety of public transport passengers.
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Transport reform and effective governance and advocacy for transport outcomes (Section 2.5)

Section 1.2 ‘Transport sector reform — preparing for tomorrow’, acknowledges the work to implement
CCO reform decisions and future legislative changes. However, Focus Area 2.5 ‘Effective governance
and advocacy for transport outcomes’ continues to create confusion over responsibilities in transport
reform. This should be retitled and refocused on AT’s role in preparing for transport reform and the
delivery of any early reform actions. Auckland Transport’s role is to support the council to achieve the
best outcome for Auckland and not engage separately with government on the reform.

The final SOI should also include clearer wording that Auckland Council’s role is leading on the reform
and working with government, in line with the council’s ‘Statement of Expectations of substantive
council-controlled organisation’ from July 2021. Auckland Transport should not engage with
government on transport reform, and any other engagement with government should be noted in
quarterly reports.

The Cabinet papers released on May 7, 2025, provide more clarity on what decisions have been made
by Cabinet, in addition to the December 2024 announcements and we expect Auckland Transport to
act in accordance with that direction, noting that some important elements have not yet been
confirmed.

It is concerning that Auckland Transport is still developing strategy in relation to transport when the
government has made it clear in public statements that responsibility for regional transport strategy,
policy and planning will be the responsibility of Auckland Council.

The final SOI should include a clear commitment by Auckland Transport to cooperate fully with the
Auckland Council-led CCO Reform programme. Auckland Transport’s role is to provide technical input
into the reform proposals to allow council (elected members & staff) to provide quality advice and make
informed decisions. This is consistent with the Statement of Expectations for Substantive CCOs.

Auckland Transport does not need to develop its own proposals for transport reform, but | expect
Council and AT to cooperate fully with each other. To me, this means:

¢ Implementing any decisions made by the Governing Body
e Promptly providing all information requested

¢ Allowing the Council CEO (or delegates) to attend all board meetings (including sub-
committees) that discuss transport reform to provide contestable advice

¢ Allowing AT staff to provide council with free and frank information regarding the performance
and current state of Auckland Transport, without being directed by the AT Board

e Giving feedback to Auckland Council which will improve the quality of advice given to elected
members
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During the period leading to transport reform, given that Cabinet has confirmed that Auckland Council
will be responsible for policies and plans, except those covered by the proposed Auckland Regional
Transport Committee, the council expects Auckland Transport:

e To agree with council, as part of the transport reform programme, any updates or
commissioning of new work on strategic, policy and planning documents in the region

e To provide a strong commitment to provide timely information and engagement on key issues
and projects at the very earliest stage to local and regional elected members. This should
include early engagement prior to growth-related decisions.

e To provide support when requested by Auckland Council to the development of the Integrated
Transport Plan and any policy position council is developing on transport.

e To implement the agreed Regional Land Transport Plan (RLTP) 2027-2037 development
approach

Part 2 — Statement of performance expectations

| expect in the final SOI project or programme milestones to be provided for all deliverables. Project
milestones for deliverables are a key mechanism to assess your performance and progress. In
guarterly reporting, progress on projects needs to better reflect the status of the project, i.e. how is it
tracking in either feasibility, design or construction.

The Office of the Auditor-General’s report into the “Reliability of Public Transport’ identified that AT
needs to improve its implementation planning and monitoring towards goals. | agree with them and look
forward to you reporting to the Transport, Resilience and Infrastructure Committee about this.

Making every interaction count (Section 2.1)

This is a priority for council and the SOI should have specific deliverables for how Auckland Transport
intends to improve how it listens to and responds to Aucklanders. | expect the final SOI to reflect on the
Office of the Auditor-General’s findings and recommendations, as several of these recommend
improvements in AT’s responses to customers and the public (e.g. increasing the accessibility of
information available to the public, including unplanned disruptions and reviewing the information you
hold about passenger experiences to help inform service improvements).

Given Auckland Transport’s significant investment in technology, this should be achievable.

| expect Auckland Transport to focus on communications to customers to support travel choices and
much less on promotion of Auckland Transport’s brand and successes.

You will build greater customer satisfaction if you satisfy their needs.

Council welcomes the commitment to enact quality advice standards. However, | want Auckland
Transport work to embed Council’s standards and framework and that we undertake the surveying of
elected members to track local board satisfaction, rather than Auckland Transport undertaking its own
surveys. This will ensure consistency across the council group and robust data and should be a more
efficient approach.
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Improving network productivity (Section 2.2)

I want Auckland Transport to have more ambitious delivery targets for dynamic lanes, special vehicle
lanes and smart intersections, and for this to be reflected in the deliverables and the targets. The
definition and reporting on the bus priority target should distinguish between the types of lanes and
additional hours of operation and more new lanes, so we can understand what progress is being made.

| also seek clearer commitments, actions and measurable deliverables to reduce costs and impacts of
Temporary Traffic Management. A pathway to fully implementation of the NZ Guide to Temporary
Traffic Management should be identified so that progress can be reported against it.

The council expects the role of active modes in improving network productivity to be reflected when
repurposing parking and kerbside space. This should be reflected in the final SOI. Again, | note there
are cheaper ways of achieving the outcomes we are seeking, and | expect to see decisions reflecting
this being implemented.

Taking public transport from good to great (Section 2.3)

As noted above, | expect the final SOI to include how AT will implement the OAG’s report’s
recommendations for improvements to public transport safety and reliability.

A deliverable should be included on projects to enhance the first and final leg of the public transport
journey experience, especially for City Rail Link stations like Maungawhau.

Value for money (Section 2.4)

| expect to see a continued focus to reduce Auckland Transport’s cost to the council, and activity to
grow non-rates revenue and deliver efficiency targets should be included as deliverables.

The intended number of suppliers in the Diverse Supplier Partnership Programme should be included
in the final SOI.

As mentioned, the commitment of Auckland Transport to achieving better value for Aucklanders
through Group Shared Services is a high priority for the council as your shareholder.

I’m concerned that design standards contribute to projects costing more and taking longer than they
should, and that Auckland Transport standards sometimes conflict with Auckland Council standards.
Auckland Council will be reviewing its design standards and | expect Auckland Transport to review its
design standards as part of a joint review with council, in order for them to be complementary.

Core business and other activities (Section 2.6)

A deliverable that addresses the implementation of cycling network projects through innovative, value
for money approaches (i.e. not just progressing existing projects) is sought, along with a specific
deliverable for kilometres of cycle lanes added to the network and a separate deliverable for the
kilometres of new footpaths.

I would expect working collaboratively with the council group on growth to be included in the final SOI.
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City Rail Link

With the opening of the CRL in the next financial year, more detail on CRL enablement and network
integration activities is required. This includes: dwell time improvements, how Auckland Transport is
positioning to take the lead role, and what changes are proposed to the public transport network and
wayfinding to ensure the full benefits of CRL are realised, including integration with the bus network,
especially around Maungawhau.

The capital programme should reflect the recent decision on acceleration of the programme to remove
level crossings at Takaanini and Glen Innes.

Performance measures and targets

The proposed supplement on measures methodology and target assumptions to be submitted with the
final SOl is noted and supported. We expect Auckland Transport to work with council staff on its
development so there is common understanding of the rationale, especially where AT is proposing that
targets are reduced.

In light of transport reform, now is not the time to be developing new measures.

Given the importance of the transport sector to Auckland’s emissions, the council has previously asked
Auckland Transport to track their regional transport emissions. Council expects Auckland Transport to
include an operational emissions measure that includes Scope 1 and 2 emissions in your SOI.

Council’s expectation is that targets are not lowered unless there are exceptional circumstances, clear
reasons for and impacts identified from changing targets that were agreed through the Long-term Plan.
Consideration should be given to what AT can be doing cheaper to achieve targets, especially as there
is not always a correlation between increased funding and increased patronage or numbers of users.

While targets should be realistic, | am seeking stretch targets that push you out of your comfort zone to
strive for innovation and greater progress towards our priorities. With this in mind, unless there are very
good reasons our feedback on the following measures should be noted:

1. Asset condition — Council does not consider that changing the target for the proportion of critical
assets in poor or very poor condition to 20 per cent is justified as that represents an
unacceptable deterioration in critical assets. | expect that the target is maintained at a minimum
of 17 per cent over 2025/26 to 2027/28 and that there is commitment in the SOI to report results
by asset subclass.

2. Customer perceptions — Council does not expect to see a reduction in the target trajectory from
the SOI 2024-27 or that a new measure is developed at this stage.

3. Public transport boardings (and farebox recovery) — Council would not accept a reduction in the
target trajectory from the SOI 2024-27, particularly in the context of CRL opening in 2026. | also
request that transport boardings and all public transport measures are provided by mode.

4. Public transport utilisation — we question why there is a reduction in the target trajectory from
the SOI 2024-27 and seek further clarification and justification.
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5. Bus priority delivery — Council expects that the target would be increasing over 2025-2028 with
a stronger focus in this area. Delivery should mean more lanes available over a longer time
period. | note that the Eastern Busway is not included and question its exclusion.

6. Cycle counts — Council questions why there is a reduction in the target trajectory from the SOI
2024-27 and seeks retention of these targets.

7. Rail reliability — Council queries this target and clarity is sought on the measure methodology as
it needs to reflect that KiwiRail's target is measured differently to AT’s target.

8. Maori procurement — please refer to Houkura’s request noted later in this letter.

The new measure on timeliness of programme delivery is welcomed, but | would like to see that the
methodology is finalised in consultation with council staff.

The final SOI should include confirmation that Department of Internal Affairs LTP measures will
continue to be recorded (road maintenance standards, resurfaced roads, footpaths, road assets etc.)
and provided annually and at six-month intervals to the Transport, Resilience and Infrastructure
Committee.

General shareholder comments to all CCOs

Alignment to 2025/2026 Annual Plan

Final SOls should reflect 2025/2026 Annual Plan decisions and any adjustments to reflect CCO reform
changes. Financial forecasts in the SOI should align with those submitted to council for the Annual
Plan. We expect consistent figures for 2025/2026 and the projections for 2026/2027 and 2027/2028.

Furthermore, CCOs should ensure that performance measure targets are fully populated in their final
SOls and that measures and targets reflect those in the Long-term Plan 2024-2034.
Better Value Projects programme

Final SOIs should include a statement on how the ten delivery principles of the Better Value Projects
programme will be applied. CCOs are expected to provide case studies of projects when requested to
the Revenue, Expenditure and Value Committee and report to council on their progress with capital
spend reviews, learnings and improvements.

In addition, through the regular quarterly reporting process, CCOs should report progress on
milestones for the key capital programmes/projects set out in their SOI.Group shared services

Final SOIls should unequivocally commit to Group Shared Services and agreed processes (in particular
Auckland Transport and Watercare).
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Outcomes for Maori

Final SOIs should include a statement on how the needs and aspirations of Maori have been reflected
in the CCO’s planned activities and deliverables based on Kia Ora Tamaki Makaurau, Houkura Issues
of Significance or CCO’s own engagement with Maori.

Additionally, CCOs should refresh their AMO Plans as applicable, to account for functional changes
from CCO reform, the new Issues of Significance from Houkura and refreshed Kia Ora Tamaki
Makaurau framework.

I welcome the recent publication of Ka Tupu, Ka Wana, Auckland Transport’s Achieving Maori
Outcomes plan 2024-2027. It would be useful if the final SOI referenced which parts of Kia ora Tamaki
Makaurau the plan is aligned to and delivers on.

Houkura have specifically asked that your Maori procurement target is set at five percent as a matter of
equity, accountability and alignment with Te Tiriti 0 Waitangi obligations.

Attribution and branding

As set out in our letter of expectations, Auckland Transport should acknowledge in your SOI that you
will provide greater attribution to the council as the policy-maker and funder.

Council staff will work closely with your staff to ensure these shareholder comments are clear, and to
relay any feedback from the Transport, Resilience and Infrastructure Committee meeting that relates to
performance or operational issues, or issues of detail or wording.

| look forward to receiving the final SOI by 31 July 2025.

Nga mihi

Wayne Brown
Mayor of Auckland

Copy to: Phil Wilson, Chief Executive, Auckland Council
Dean Kimpton, Chief Executive, Auckland Transport
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