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1 KEY TERMS

Alliance Charter: document that defines the Alliance vision, objectives, values, principles and behaviours

Alliance Management Systems (AMS): systems, processes and management plans adopted by the Alliance in delivery
of the works

Alliance Management Team (AMT): leadership team responsible for delivery of Alliance works

Alliance Objectives: objectives of the Alliance as stated in the ACAP

Alliance Programme Manager (APM): person engaged to lead the Alliance and report to the PAB

Alliance Works: scope of works agreed with the Owner under the ACAP

Alliance: means the collaborative arrangements formed to perform the Alliance Works

Auckland Civils Alliance Programme (ACAP): planning, design and construct Auckland Large Scale projects (LSP)
Auckland Civils Alliance Programme Agreement (ACAPA): alliance agreement that{provides commercial framework

Auckland Large Scale (LSP): enables the development of infrastructure which will unlock land and increase the supply
of social, affordable and market housing in Auckland

Construction NOPs (CNOPS): construction suppliers being Hick Bros and Dempsey Wood
Construction TOC (CTOC): agreed TOC for undertaking detailed design.and construction works
Cost of Work in Programs (CWIP): cost of works delivered to date; including accruals

Cost to Complete (CTC): forecast remaining expenditure’on a TOC

Design NOPs (DNOPs): professionalsservices suppliers being Harrison Grierson, Wood & Partners and Tonkin and
Taylor

Design TOC (DTOC): agreed TOC for undertaking design only works
Early Works: early Project works conducted by the Alliance in advance of a TOC being agreed

Financial Auditor:advisorretained by the Owner to conduct Establishment Audits during the selection process and
conduct financial audits during.the execution of the ACAP

Forecast Final Cost (FFC) or estimate at completion (EAC): CWIP + CTC
Housing Land Commission (HLC): predecessor to Kainga Ora
Independent Estimator: responsible for verifying the target cost estimate prepared by the Alliance

Key Performance Indicator (KPI): for each KRA, a series of Key Performance Indicators (KPIs) are agreed which
measure activity or result that may be used to assess project performance. Target or ranges of performance are set
for each performance measure

Key Result Area (KRA): areas of operation where performance is of significant interest to the PAB

LEAD: Land Enablement and Delivery, an Alliance between Kainga Ora, Hick Bros, Dempsey Wood, Tonkin and Taylor,
Harrison Grierson, and Wood & Partners.

Limb 1: the direct reimbursable costs within a TOC plus contingency, includes on-site overhead but excludes off site
overhead and margin

Limb 2: the corporate overhead (or offsite overhead) and profit, often referred to as NOP fee

Limb 3: bonus paid for achievement of Key Result Areas

KAINGA ORA LEAD ALLIANCE HEALTH-CHECK 3



KAINGA ORA

‘\ r s LEAD ALLIANCE HEALTH-CHECK

RESULTS THROUGH EXPERIENCE

Non-Owner Participants (NOP): Hick Bros, Dempsey Wood, Tonkin and Taylor, Harrison Grierson, and Wood &
Partners as the suppliers including construction (CNOP) and designers (DNOP) who provide the plant, people and
experience to deliver the Alliance scope of works

Owner Interface Manager (OIM): person or persons engaged by the Owner to represent Owner's objectives within
the Alliance

Owner Participant: means the Kainga Ora as one of the participants in the Alliance
Owner: Kainga Ora as the funder of the scope of works to be delivered by the Alliance

Pain/ Gain Share: allocation of risk to the Owner and NOPs when there is a variance between the Target Outturn Cost
and the Actual Outturn Cost (AOC)

Piritahi Alliance: predecessor to LEAD
Programme Alliance Board (PAB): governance board responsible for overseeing the Alliance

Programme TOC (PTOC): agreed TOC for undertaking pre-construction activities and overall management of the
Alliance excluding costs incurred through a DTOC and PTOC

Target Cost Estimate (TCE): target Limb 1 cost estimate, or the risk-adjusted cost to deliver the Alliance works and
submitted with the Project Proposal

Target Outturn Cost (TOC): the specific sum developed by the participants and approved by the Owner under the
Alliance Agreement as being the agreed budget of the reimbursable costs, corporate overhead, profit and contingency

Wider Project Team (WPT): personnel seconded into the Alliance by the Owner and NOPs
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2 EXECUTIVE SUMMARY

The LEAD Alliance has been established to support Kainga Ora in the pre-construction, detailed design and
construction of the Auckland Large Scale (LSP) programme of works. The LSP enables the development of
infrastructure which will unlock land and increase the supply of social, affordable and market housing in Auckland.
The LSP’s span is across a 20-year programme resulting in approximately 40,000 homes.

Kainga Ora has engaged BRS to undertake a Health-check of the LEAD Alliance to assess the improvement following a
similar Health-check in 2022. Kainga Ora also requested feedback on whether the model is providing value for money
and where further value can be realised by the Alliance.

Overall the review found that there had been considerable progress made by the PAB and AMT in leading change on
the Alliance which has resulted in observable and measurable improvements in the outcomes identified in the 2022
Health-check. The appointment of a new AMT combined with the Contractual Renewal processin 2022/23 has laid the
foundation for the Alliance to meet expectations in terms of performance. In sayingthat, Kainga Ora continues to have
concerns as to whether it is obtaining value for money through the delivery of the LSP program.

In summary evidence from the surveys undertaken, interviews with key stakeholders and benchmarking identified that
the Alliance had made significant progress in the following areas:

e Improved Governance at the PAB level and improved collaboration between the NOPs and the Owner
participant

e Improvements in the level of satisfaction and customer experience of the Owner team

e Improved leadership from the AMT and improved operating culture of the Alliance

e Reduction in number and scale of projects exceeding budget (pain share)

e Achievement of key performance indicators set by the PAB

e  Material reduction in programme management overheads (PTOC)

e Improvements in program, cost management and forecasting certainty

Evidence from the surveys undertaken;interviews with key stakeholders and benchmarking also highlighted that there
is a number of areas both Kainga Ora and the Alliance can work together in collaboration to improve value for money
through improved planning, decision-making and productivity. Some of the areas identified include:

e Improved planning by Kainga Ora to deliver an optimised and stable forward works program

e Developing a value for money statement to provide clarity to the AMT around the PAB’s expectation

e  Working.with Council to ensure there are clear Asset Technical Service levels are in place and designing to
minimum viable productrequirements

e PAB developing a risk appetite statement and standard risk allocation table to ensure the pricing decision
made by the Alliance and the Owner Interface team align to the PAB’s risk appetite

e  Establishing more effective policies and controls around changes in scope, particularly changes initiated after
the project scope and TCE have been agreed

e  Reducing layers of project management between the Alliance and the Owner team by embracing the Alliance
principles of “one team”

e  More effective management and control over design resource to improve productivity across professional
services

e Improving efficiency and effectiveness of decision making and process by reducing layers of approvals and
increasing delegation levels

e Establishing target dates and KPI’s for close out of the TCE process to ensure bidding timeframes are
consistent with competitive procurement timeframes

e Targeting productivity and cost saving initiatives through detailed design and construction to improve capital
efficiency

e Revising the KRA, KPI and Limb 3 framework to incentivise the Alliance around delivering improved
productivity, efficiency and cost savings

At the point in time the review was undertaken it was noted that the external landscape for Kainga Ora and the LSP
program was somewhat uncertain with a change in Government and changes with the board and senior leadership
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within Kainga Ora. The impact of these changes through the review meant that many stakeholders were uncertain
around the future requirements of the Alliance in terms of the pipeline of work which could potentially impact on the
scale, scope and objectives of the Alliance. Given this uncertainty it is recommended that the outcomes from this
review and opportunities for improvement are presented for consideration but may not be acted upon until there is
greater clarity on the future Kainga Ora's requirements for the Alliance.
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3 INTRODUCTION

The Auckland Civils Alliance Programme (ACAP) was established to allow Kainga Ora to source suitable capability and
capacity to support them in the design and construction of Auckland Large Scale projects (LSP). The LSPs enable the
development of infrastructure which will unlock land and increase the supply of social, affordable and market housing
in Auckland. The LSPs span across a 20-year programme resulting in approximately 40,000 homes.

The LEAD Alliance was established in 2018 as the Piritahi Alliance by the Housing Land Commission (HLC) following a
competitive procurement process. The successful designers being Harrison Grierson, Wood & Partners and Tonkin:and
Taylor were then requested to form an Alliance with the successful contractors being Hick'Bros and Dempsey Wood.
The Alliance model and scope of works was chosen to enable Kainga Ora to deliver the ACAP programme. of works
which involved the planning, design and construct LSP.

The original Request for Proposal (RFP) issued by HLC stated that ACAP Alliance vision was to:
e Increase the supply of market, affordable and social housing in Auckland
e Implement fit for purpose project governance, risk management@and compliance
e Become recognised as the exemplar in social, affordable and‘market housing
e Develop the building industry to provide greater capacity, innovation and cost reduction

e Deliver resilient communities and agreed financial returns, with the balance of economic and social value
described in the business plans.

The original scope covered 38 super-lots at Northcote; 530 to 650 super-lots at Mt Roskill, 400 to 500 super-lots at
Mangare, 35 to 40 super-lots at Oranga.

3.1 2022 Alliance Health-Check

In 2022 BRS was engaged to undertake a'Health<check of the Piritahi Alliance. Whilst the Health-check found that the
Alliance had fundamentally delivered on‘its promise. around scale and pace, it also found that there was a high level of
dissatisfaction with Kainga Ora around the performance of the Alliance. The Health-check identified a number of areas
in which there was need for improvement which included:

e Delivering greater value for money and reducing the cost of delivering the LSP, including reducing time in pre-
construction, reductionin programme management costs (PTOC) and efficiencies in design and construction

e Ashiftin culture of the Alliance from one of empire building to one focused on efficiency and effectiveness
and workingas.one team with Kainga Ora

e  Reducing thetime taken in‘pre-construction to undertake pricing, agree scope, reconcile the TCE with the
Independent Estimator (IE) and agree a TOC with the Owner

e  Working with Kainga Ora to reduce changes to the design, particularly once the TOC has been agreed
e Improvingthe certainty, reporting and transparency over cost, forecasting and program
e Improving the level of collaboration and working relationship between Kainga Ora and the Alliance

e Greateralignment between Kainga Ora and the Alliance around shared risks, and how Kainga Ora and the
Alliance collaborate to mitigate shared risks

Following this Health-check the PAB made a number of changes to the Alliance Management Team and Kainga Ora
undertook a Contract Renewal process to realign expectations and priorities. The Health-check made a number of
recommendations which included:

e Undertake a Contract Renewal process to re-align the Alliance to Kainga Ora’s emerging needs around
improved programme and cost control

e Leadership alignment, which resulted in changes to the Alliance Management Team

e Realignment of the Alliance Charter and Key Result areas to focus on programme and cost control

e Reduction in the programme overhead (PTOC)
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Improving the process and time taken during pricing and TOC reconciliation

Improving the fundamentals around project controls (programme, cost, reporting)

Improved collaboration with Kainga Ora around shared risks

Closing out outstanding commercial matters and addressing the structural trend around pain share

3.2 2024 Alliance Health-Check

Kainga Ora has since engaged BRS by Kainga Ora to undertake a follow-up Health-check to assess the improvement of
the Alliance since the Contract Renewal.

The brief provided in undertaking the review was:
e Undertake a similar scope, approach and methodology to the 2022 Health-check to assess progress that the

Alliance has made since the contract renewal process that was undertakenin late 2022 and early 2023

e Assess value for money and opportunities for Kainga Ora and the Alliance to deliver greater value with regards
to the LSP program.

In undertaking the health-check consultation was undertaken through interviews, staff focus groups, surveys and a
review of background documentation. Throughout this review, the following people were consulted:

e  Programme Alliance Board (PAB)

e Alliance Management Team (AMT)

e  Owner Interface Manager (OIM)

e  Focus groups from the Lead Alliance

e  Focus groups from Kainga Ora

e  Senior Members from Kainga Ora

The health-check also considered benchmarking and lessons learnt from other programs and Alliances that provide
similar services and scale and nature.

3.3 Assumptions

Since 2022, there has been significant changes in the external landscape for the Alliance. In particular, there has been
a change of government in New Zealand with a stronger focus on delivering the fundamentals around the themes of
'better, faster and cheaper". Assuch BRS were also asked by Kainga Ora to provide feedback around value for money
and how they could ensure the LSP programme achieves the Governments objectives.

Furthermore, there has been subsequent changes in the senior leadership of Kainga Ora in terms of the Board Chair,
Board and Chief Executive. There is a new Board, eight new Board members and a new Chief Executive that has
commenced. It is important that future expectations for the Alliance particularly around delivering value for money
outcomes for Kainga Ora are aligned with these new senior appointments to ensure the Alliance delivers what they
are looking to achieve in line with the new Governments expectations.

Given this context and changes a core assumption made was that the Alliance would continue to operate on a
business-as-usual basis, and any material changes to the delivery model or approach were outside of the scope of this
review. This review assumes continuation of the current scope and model.
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4 BACKGROUND

LEAD stands for Land Enablement and Delivery and is an Alliance between Kainga Ora, Hick Bros, Dempsey Wood,
Tonkin and Taylor, Harrison Grierson, and Wood & Partners. LEAD’s role includes:

e Programme management

e Inputinto master and neighbourhood planning

e Demolition/removal of existing buildings and houses

e Concept design and development of the target cost estimate

e Site remediation of ground contaminants such as asbestos and lead

e Sijte investigations

e Detailed design for civil works, urban design and landscaping

e Consents related to earthworks and infrastructure

e Construction of earthworks and infrastructure, broadly described as earthworks for roading and building
platforms, roading construction, utilities construction and landscaping

e  Traffic management

e Stakeholder management

The ACAP model is unique in that it is designed to undertake work packages that include a broad range of Asset
Classes requiring many trades and disciplines ranging from site remediation, demolitions, urban design, landscaping,
stormwater, earthworks, roads and footpaths and utilities. Most Alliances specialise in one Asset class predominantly
Transport or Water. The ACAP model is also unique in<that it.is a Programme Alliance delivering capital works. Most
Alliances are either Programme Alliances that delivery Professional Services at the planning stage (such as the
Supporting Growth Alliance), Project Alliances that delivery a single capital works project (such as CRL) or Programme
Alliances will undertake renewal and maintenance work (such as the Auckland Motorway Alliance). There are no
other known examples in New Zealand that deliver capital works, for this range of asset classes under a programme
approach.

4.1 Objectives of the Alliance

The Alliance Vision, Purpose, Alliance Principles and Objectives are documented through the Alliance Charter. The
Charter is a tool that serves all Alliance staff to simplify and align a common language to capture the why, what and
how an Alliance performs. It outlines the vision, values and behaviours expected by all staff and participants to the
Alliance. The Alliance Charter sets out:

e The Alliance Vision which'is.'Transforming Auckland’
e The Alliance Purpose which is ‘Laying the Groundwork for the new homes and spaces communities need.’
e The Alliance Principles which drive the behaviours of the Alliance participants to maximise the benefits of the
shared risk Alliance procurement model
e The Aspirational Goals which include:
o _Enhance Auckland: Better urban development for tomorrow’s generations
o Empower people: Harnessing the power of our stakeholders our people and Iwi to achieve outstanding
outcomes.
o Create neighbourhoods: Developing the landscape to support community growth

e The Alliance Objectives which include:
o Prioritising and strengthening the health, safety and wellbeing of our teams and communities
Seamless delivery — flawless completion
Successful collaborations with our delivery partners
Minimising disruption to our communities
Respect and enhance the environments in which we work
Breakthrough design and construction efficiency
Deliver outstanding public value, and
Attract, retrain and grow a champion team

O O 0 0 0 0O O
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4.2 Scope of the Alliance

The LEAD Alliance is a capital works Alliance which includes overall programme management, design development,
pricing, and detailed design and construction of LSP packages.

As a Programme Alliance the LEAD uses a combination of Design, Programme Management and Project budgets
(known as the Target Outturn cost or TOC), with each having separate pain and gain share determinations. A Project
TOC is set for each agreed LSP package of work relates to detailed design and construction. A Design TOC (DTOC) is
set for concept design work in the preconstruction phase relating to a LSP package. The ‘Programme TOC (PTQC) is set
annually for the overall management costs of operating the Alliance.

The nature of the model is shown diagrammatically below:

Diagram 4.2 Summary scope of works

Business Master &

Case Neighbourhood Plan
Toct SBC::gfe petailed Bestan
- I ———

esign iy C
TOC 4 Concept Scope Fricin;l& T,OC Construction Handover
Design Brief Reconciliation
Stakeholder Management Stakeholder Management

Key activities within each stage of the Alliance include:

Programme Management & G

Programme Management

e Overall management of the works programme including reporting

e  Establishment of management systems to enable improved efficiency through design and construction

e  Pricing of work packages and agreement of a Target Cost Estimate in preparation for design and construction
e  Early works to enable accelerated construction

Design Development

e  Providing design and constructability input during the Master Planning, Neighbourhood Planning and Project
Scoping stages

e Providing advice on technical specifications and service requirements to support Kainga Ora in alignment with
Council

e Development of concept design for individual packages of work

Design and Construction

e Demolition/removal of existing buildings and houses

e Site remediation of ground contaminants such as asbestos and lead

e  Site investigations

e Detailed design for civil works, urban design and landscaping

e Consents related to earthworks and infrastructure

e  Construction of earthworks and infrastructure, broadly described as earthworks for roading and building
platforms, roading construction, utilities construction and landscaping

e  Traffic management

KAINGA ORA LEAD ALLIANCE HEALTH-CHECK 10
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e Stakeholder management

4.3 Stakeholders

One of the benefits of an Alliance delivery model compared with traditional contracting is its ability to manage
stakeholders and interfaces. The risk sharing model in Alliancing and the programme approach adopted in the ACAP
allows the NOPs to be more flexible in working with Kainga Ora’s stakeholders.

Being a programme of work, involving both pre-construction as well as detailed design and construction means the
LEAD Alliance has considerably more stakeholders and interfaces than normal Project Alliances. Not only must the
LEAD Alliance manage complex relationships during design and construction such as residents, local traffic, utility
providers (telecommunications, water, electricity), but it also has to manage expectations of Council, multiple
divisions within Kainga Ora and Build Partners. This is shown diagrammatically below:

Alliance stakeholders and their needs

Stakeholder Needs and expectations of the Alliance

Demonstrating progress (things are getting done)

Minimising overall cost (Owners costs + Alliance costs) and maximising # of housing
enabled

Minimising community disruption (residential, transport networks etc)
Demonstrating opportunity benefit (i.e. spending money on LSP is betters use of
taxpayer funds compared to other Government services such as health, education,
law enforcement)

Addressingsocial inequity and.economic development

Supportpolitical agenda’s and key messaging

Fund:capital investment.in' new infrastructure

Adhere to consent requirements

Enhanced place;, urban and natural environment (liveability)

Reduce maintenance costs

Minimise.impact on transport investment and maintenance due to population
growth

Minimising community disruption (residential, transport networks etc)

Enhanced place, urban and natural environment (liveability)

Deliver LSP infrastructure at speed

Minimising cost and maximising # of housing enabled

Protect relationships with Central Government, Council, Build Partners, local
residents and the broader community

Enhance Kainga Ora brand

Maintain status of Kainga Ora staff

Support interdivisional political agenda’s

Provide cost and programme certainty

Deliver works safely

Programme deconfliction
Asset damage

Programme deconfliction
Enhanced place, urban and natural environment (liveability)

Central Government °
[ ]
[ ]
[ ]
[ ]
[ ]
Council °
[ ]
[ ]
[ ]
[
[ ]
Kainga Ora °
[ ]
{ ]
[ ]
[ ]
[ ]
[ ]
[ ]
[ ]
Utilities °
[ ]
Build Partners °
[ ]
KAINGA ORA
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I ——
Stakeholder Needs and expectations of the Alliance

Residents e Enhanced place, urban and natural environment (liveability)
e Programme certainty
e  Minimising community disruption (noise, dust, traffic)

NOPs e Delivering margin
e Minimising risk

e  Resource utilisation within their business
e  Protecting their reputation with Government
e Long term security of work
e Safety and well-being of their staff
Alliance Staff e Career development

e Interesting and meaningful work

Psychological and physical safety

Rewarding working relationships within the Alliance
Support from their parent organisations

4.4 Commercial Framework

Alliancing is a widely used delivery model for planning, design and.coenstruction on major programmes and projects.
Under an Alliance, the Owner and NOPs enter an Alliance agreement to deliver planning, design and/or construction
works as a partnership. The intention is that Kainga Ora and NOPs work together to achieve the Alliance objectives
focusing on collaboration around shared risks: The fundamental difference between Alliancing and other delivery
models is that risks are shared between the Owner and the NOPs.

Generally accepted principles in Alliancing are as follows:

e Risk and opportunity sharing between'the Owner and NOPs (known as pain or gain share)

e Commitment to ‘no disputes’ (no litigation)

e Best-for-project'decision-making at all levels of the Alliance

e Unanimous decision=making at the Programme Alliance Board level

e No fault and no blame culture between Participant organisations

e  Expectation to work togetherin good faith but also respect the rights of each of the Participants (i.e. right for
NOPs to recover their costs and make a fair margin)

e  Open book approach inpricing and reporting, with open transparency around NOPs margins

e Joint management structure using common systems and staff from both the Owner and NOPs reporting to a
single Alliance Management Team

Under the Alliance, Kainga Ora and the NOPs have entered into an Alliance agreement (ACAPA) to deliver planning,
design and construction works of the LSP programme as a partnership. Kainga Ora provides the funding, and the
NOPs provide people, plant, systems and corporate experience to design and construct the works. It requires a
culture of “no fault, no blame’ and unanimous decision making requiring all participants to find best for programme
solutions.

The NOPs are guaranteed reimbursement of their direct costs (Limb 1) plus reimbursement of corporate /offsite
overheads and margin (Limb 2) in an open book approach. Kainga Ora engage an Independent Estimator (IE) and
Financial Auditor (FA) to provide assurance over the pricing and assumptions provided by the Alliance.

To incentivise collaboration, each party shares in any variances between the Actual Outturn Cost (AOC) and the Target
Outturn Cost (TOC). Favorable variables are known as gain share and unfavorable variances are known as pain share.
To promote a healthy risk appetitive for the NOPs their pain share is capped at their Limb 2.

NOPs also receive a bonus (Limb 3) for achievement of outstanding performance against their Key Result Areas to
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encourage a focus not just on cost and programme but also performing against non-cost criteria that are important to
the Owner.

The Target Outturn Cost is a detailed costing budget for a defined project work package. The TOC is made up of direct
costs relating to people, plant and materials; indirect costs such as on-site overheads; contingency (risk and
opportunity); escalation and Limb 2 (Profit margin and Off-site overhead).

Each TOC Proposal is developed by the Alliance team and submitted for Health-check by the AMT. Kainga Ora appoint
an Independent Estimate (IE) to Health-check the TOC and benchmark the TOC against market rates and comparative
industry costing standards. The IE is an iterative process with the Alliance and provides feedback to the AMT to either
submit the TOC to PAB for approval.

The TOC defines the boundaries and parameters for delivery of the Project work package. As‘contingency and risk
mitigation should be costed into TOC, rarely is a TOC to be altered unless there has been a scope.change or a risk
event occurs which is allocated to Kainga Ora.

A key feature of the Alliance model is the sharing of risk and reward. This iscknown as pain and gain share. Pain or gain
share are the variances between AOC and TOC. Favorable variances known as-gain share. Unfavorable variances
known as pain share. The pain gain share has a considerable impact.on incentivising the NOPs as it directly impacts
margin. Pain share decreases margin and gain share increases it. As.an example, a gain share of 10 % can result in a
100 % increase in margin. The level of incentive for the Ownersiis less significant and hence NOPs will be more
sensitive to pain share than the Owners will be.

LEAD has a unique calculation of the pain or gain share, compared with Alliance' models, in that it has a more
favorable realisation of any gain share. 80 % of any gain share above 10 % variance is passed back to Kainga Ora. This
unique approach means that LEAD is far less exposed to having soft “TOCs” compared with traditional project
Alliances where all gain share is shared 50:50.

KAINGA ORA LEAD ALLIANCE HEALTH-CHECK 13
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5 FINDINGS

One of the key objectives of this Health-check was to assess the level of improvement in the management of the

Alliance since the previous Health-check undertaken in 2022. The previous Health-check undertaken in 2022
identified a number of performance issues with the Alliance which resulted in PAB making a number of Leadership

changes followed by Kainga Ora undertaking Contract Renewal process where extension of the ACAPA agreement was
subject to the Alliance demonstrating strategies, actions and commitments to delivering improved performance.

5.1 Alliance Governance

In an Alliance, Kainga Ora trades off its traditional contractual rights (under a ‘risk transfer” contract) in exchange for
NOPs bringing to the project their good faith and acting with the highest level of integrity. to achieve collective goals.

The Alliance is Governed by a PAB which comprises of senior personnel from the‘Owner and NOPs, with the principle
of “a peer relationship where all participants have an equal say” and all decisions of the PAB within the scope of
ACAPA are required to be unanimous. The exception is where it is an Owner Reserved Power or the decision breaches
the delegation of authority of the individual PAB members in terms of theirparent organisations.

The findings from the Health-check are best shown through the survey results below which includes respondents from
Kainga Ora and the NOPs’ senior leadership. The survey found a significant improvement in how the NOPs and
Owner are working together to govern the Alliance. This finding was also supported through the interviews and

workshops conducted with key stakeholders.

Results from PAB survey (2022 vs 2024)

Questio 0 024
We all win or lose together .3 3.89 37%
We take shared responsibility for Alliance outcomes 3.67 4.11 12%
We work as a single integrated team within the Alliance - R— 3.89 30%
All decisions by the PAB are “best for program” 3.83 4.22 10%
There is a no-blame culture between participants d 54%
Each participant provides full accessto the resources of its parent company %ﬁ;.m 62%
Development of the TOC is transparent, and costs are open-book 4.17 4.33 4%
The Alliance delivers innovative thinking 3.5 3.33 -5%
All participants are commitment to achieving outstanding outcomes 4 4.22 5%
All participants provide unconditional support from their senior management L3 | 4 33%
There is open and honest communication between participants 3.33 4.11 23%
PAB meetings are well run with agenda’s, actions and sufficient time available f 4 4.67 17%
PAB is future focused on risk and opportunity 4 89%
PAB is strategic and doesn’t drill into operational detail 3.78 51%
Each participant’s commercial interests are respected 3.89 37%
Each participant’s reputational interests are respected 3.5 4.11 17%
PAB members connect with each other outside formal meetings 3.33 3.78 14%
PAB members connect with the AMT outside of formal meetings 3.17 3.78 19%
The PAB is stakeholder and community focused 3.67 4 9%
PAB reporting is transparent and provides line of sight over performance L. 233 | 411 76%
PAB members constructively deal with risks, problems and disputes 3.33 4.33 30%
There are adequate controls in place to safeguard against key risks L. 267 | 433 62%
PAB provides constructive support and guidance to the AMT 3.67 4.11 12%
PAM members spend time in field to provide visible leadership to the workforc 3.83 4 4%
People and safety is a high priority to the PAB 4.33 4.78 10%
Customers and community are at the forefront of all decision making 3.17 3.56 12%
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5.2 Owner Satisfaction

Under the Alliance, Kainga Ora and the NOPs have entered into an Alliance agreement (ACAPA) to deliver planning,
design and construction works of the LSP programme as a partnership. Kainga Ora provides the funding, and the
NOPs provide people, plant, systems and corporate experience to design and construct the works. Kainga Ora have
appointed an Owner Interface Manager (OIM) to manage the interactions and interface between the LEAD Alliance
and Kainga Ora.

The findings from the Health-check are best shown through the survey results below which includes respondents from
Kainga Ora. The survey found a significant improvement in the level of satisfaction fromthe Owner towards the
Alliance. This finding was also supported through the interviews and workshops conducted with key stakeholders.

Results from Kainga Ora survey (2022 vs 2024)

Kainga Ora receives value for money

Development of the TOC is transparent and costs are open-book

The Alliance enhances the reputation of Kainga Ora

The Alliance delivers outstanding outcomes

Alliance staff take initiate to solve problems and make things happen

Alliance staff work to meet or exceed your expectations
The PAB makes win/win decisions that are good for both you and their organisation

The Alliance delivers what they promised

Alliance staff approach special requests with interest and creativity
Alliance staff maintain standards and personal integrity
Alliance staff seem to enjoy working on the program

The Alliance delivers quality outcomes for Kainga Ora’s customers
Alliance staff are willing to go out of their way to assist you 3.15 3.7 17%
Alliance staff are helpful and supportive 3.15 4 27%
Alliance staff try to satisfy your needs as a customer

The PAB is focused on the long-term relationship with Kainga Ora’s

Alliance staff treat you in a friendly manner

Alliance staff take time to listen to your concerns

Alliance staff make you feel important as a customer

Alliance staff show appreciation for youand what you can contribute

5.3 Alliance Leadership and Culture

The Alliance model works on.the principle of a single integrated team with the best person for the role appointed to
each position from the Owner or one of the NOPs. Staff from the Owner and the NOPs are seconded from the parent
organisation to work-for LEAD for an undefined period of time. Each staff participant in the Alliance has an
employment contract with either the Owner or one of the NOPs. Reporting to the PAB, The Alliance Programme
Manager (APM) leads the Alliance Management Team (AMT), which in turn leads, manages and coordinates day-to-
day activities of the Alliance. The AMT provides day to day leadership to the Alliance and is responsible for the
leadership ofthe Wider Programme Team (WPT) to deliver the Alliance works to ensure the Alliance objectives are
met or exceeded.

The findings from the Health-check are best shown through the survey results below which include surveys of the
AMT and a separate survey with the WPT. The survey found a significant improvement in the leadership and culture
of the Alliance since 2022. This finding was also supported through the interviews and workshops conducted with key
stakeholders.
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Results from AMT survey (2022 vs 2024)

Kainga Ora receives value for money

Development of the TOC is transparent and costs are open-book

The Alliance enhances the reputation of Kainga Ora

The Alliance delivers outstanding outcomes

Alliance staff take initiate to solve problems and make things happen

Alliance staff work to meet or exceed your expectations

The PAB makes win/win decisions that are good for both you and their organisation

The Alliance delivers what they promised

Alliance staff approach special requests with interest and creativity

Alliance staff maintain standards and personal integrity .26 29%
Alliance staff seem to enjoy working on the program 3.83 34%
The Alliance delivers quality outcomes for Kainga Ora’s customers 3.78 59%
Alliance staff are willing to go out of their way to assistyou 3.7 17%
Alliance staff are helpful and supportive 4 27%
Alliance staff try to satisfy your needs as a customer 3.7 50%
The PAB is focused on the long-term relationship with Kdinga Ora’s 3.83 66%
Alliance staff treat you in a friendly manner P e 423 4.43 5%
Alliance staff take time to listen to your concerns 331 4.17 26%
Alliance staff make you feel important as a customer 3.7 50%
Alliance staff show appreciation for you and what you can contribute i 3.91 34%
Results from WPT survey (2022 vs 2024)

Question 2022 2024 %
The Alliance has a clear sense of purpose 4.2 4.44 6%
Customer is at the heart of all decisions we make 3.9 4.13 6%
| am clear on what my authority is to make decisions 3.8 4.25 12%
Staff are consulted on key decisions thatimpact on us 3.7 3.75 1%
We are recruiting the right people for the right roles 3.7 3.88 5%
| receive adequate training to undertake my role 3.7 3.94 6%

| feel respected by my.supervisor and colleagues 4.4 4.44 1%

| receive regular feedback on what | am doing well and what | can improve 4.1 3.94 -4%
| am rewarded for delivering quality work 3.9 3.88 -1%
| am supported when | am learning and make mistakes 4.1 4.25 4%

| have clear set of objectives 3.8 4.4 16%
My objectives are challenging but achievable 3.9 431 11%
There is alignment of objectives across the teams —we are working towards a common goal 3.4 3.5 3%

| feel that the work | do makes a difference 3.9 4.25 9%

| have autonomy and feel empowered 3.8 4.19 10%
| receive regular communication from the AMT 4 4.31 8%
My supervisor is open and transparent 4.4 4.63 5%

| have opportunities to provide feedback to my supervisor 4.5 4.44 -1%
| feel my human rights are respected 4.6 4.5 -2%
Our Alliance values diversity and inclusion 4.3 4.38 2%
We have transparent performance metrics as an Alliance ﬁ 4.13 42%
We regularly debrief as a team on our performance and how we can improve collectively 3.6 3.81 6%
Safety and well-being is a high priority 4 4.5 13%
Levels of pressure, stress and anxiety are high on the Alliance 4.1 3.2 -22%
Staff on the Alliance work as one team leaving their home organisations at the door 3.7 3.56 -4%
Staff collaborate across different departments within the Alliance 3.9 4 3%
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5.4 Pain Gain Share

A key feature of the Alliance model is the sharing of risk and reward. This is known as pain and gain share. Pain and
gain share is calculated as the variance between the AOC and the TOC. For a Programme Alliance it is largely expected
that pain share and gain share nets to zero over the longer term. If the Alliance is consistently in pain share it means
the NOPs are not realising their budgeted margin which can cause damage to the relationships over time. If the
Alliance is consistently in gain share it means the NOPs are realising above their budgeted margin, which means
Kainga Ora is potentially not receiving value for money.

The graph below maps out the pain and gain share over since 2022. It shows that initially the Alliance was largely
experiencing pain share. However, over the past 12 to 18 months the Alliance recoveredand is trending towards gain
share.

TOC gain / pain share trend

Programme Pain
O O o . 5 i . i s / Gain position

s . :
18/06/2020 31/10/2021 12024 ® o208 $million

- JOCHEBsItion 40 ...40 e arTrje cloTy —

Forecast Trajectory - Programme Position

5.5 KRA and KPI Performance

Under the Alliance model, the NOPs are incentivised to deliver outstanding non cost performance through the Limb 3
model. The Limb 3 modelprovides a bonus payment (2.5 % of turnover) to the NOPs where they achieve their agreed
key performance indicators which are jointly set with Kainga Ora.

The PAB has agreed.a set of Key Result Areas which reflect areas of operation where performance is of significant
interest to the' PAB. The purpose of the KRAs is to drive the desired behaviour from the AMT and WPT.  For each
KRA, a series of Key Performance Indicators (KPIs) are agreed which measure activity or result that may be used to
assess project performance. Targets or ranges of performance are set for each performance measure.

The table below shows the Alliance has achieved breakthrough or high performance across most of its KPIs in the last
financial year.

KRA performance

KRA <P

Health, Safety & Environment: Establisha  Visible Safety Leadership Breakthrough
high-performance safety and Performance
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KRA
environmental culture that demonstrates

KPI

' : Critical Risk Audit Breakthrough
safety and environmental leadership S (et Py P Performance
Cost & Programme: Deliver the Achievement of the following milestones in  Pass
programme of work on time and within current forecast programs:
budget through individual and team e IFClssued (5%)
commitment to the agreed TOC .
e Construction Complete (5%)

parameters
e  Practical Completion (5%)
e DTOC NP Phase (3&4) (5%)
Robust monthly programme reviews of all Breakthrough
active TOC's and DTOC’s Performance
Robust monthly cost reviews ofiall active Breakthrough
TOC's and DTOC's Performance

Collaboration: Provide for a collaborative
working environment with the Owner
Participant to achieve outcomes and create
efficiencies while developing our people
and ensuring that the alliance principles
are engrained in the team.

Our People: Provide for and enable strong
leadership and a constructive operating

Collaboration Survey

Improvement Plan for 3 lowest scoring
survey questions

Alliance Team Survey

High Performance

High Performance
(15t Half)

culture Breakthrough
Performance
(2n Half)
Improvement Plan for 3 lowest scoring
survey questions
Public Value: Deliver value for. money by Adherence and timeliness to change Breakthrough
ensuring that efficient processes are management process (Change & Variation)  Performance

implemented that will drive the delivery of
the right amount of work is'delivered to
achieve outcomes

Quality of Construction Delivery

Quality Resource Consent & EPA

5.6 Programme Management Costs

The PTOC covers costs of the Alliance Management Team, pre-construction, design, construction management,
people and safety, stakeholder and engagement, and commercial. Over the past 5 years the LEAD Alliance has
incurred costs of approximately $149 M with regards to management of the programme. During the first three years
of the Alliance PTOC costs peaked at around $36 M per annum, which equated to 20 % of total overall Alliance costs.

The 2022 Health-Check found that the Alliance was overservicing the Programme Management role, and the PTOC
included a number of roles and costs that were viewed as not delivering value for money. As part of the Contract
Renewal, Kainga Ora requested the Alliance to undertake a restructure of the Programme Management functions with
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a view to reduce cost. This resulted in considerable savings and led by the OIM, has resulted in a reduction of the
PTOC from $33 M to $12 M pa.

Alliance expenditure since 2019
2019 ($M) 2020 ($M) 2021 ($M) 2022 ($M) 2023 ($M) 2024 ($M) Total
149
41
569
$ 209 $ 184.0 $ 210.7 1714 $ 118.5 759

5.7 TCE and TOC Reconciliation Process

The Target Outturn Cost is a detailed costing budget for a defined project work package within'the Alliance. The TOC is
made up of direct costs relating to people, plant and materials; indirect costs such as on-site overheads; contingency
(risk and opportunity); escalation and the NOPs fee. Each TOC Proposalis developed by the Alliance team and
submitted for Health-check by the AMT. Kainga Ora appoint an IE to review the TOC and benchmark the TOC against
market rates and comparative industry costing standards. The IE is an'iterative process with the Alliance and provides
feedback to the AMT to either submit the TOC to PAB for approval.

One of the agreed requirements of Contract Renewal in 2022 was that the Alliance would implement a number of
improvements in the timeframe in which TOCs were being completed. During the interviews and focus groups
undertaken in this Health-check there was general consensus that the TOC Reconciliation process continues to be an
area with need for improvement. Feedback during Health=check was.that whilst there has been improved rigor and
certainty over the TCE proposed by the Alliance; the timeframes of between 6 and 9 months to reconcile the TOC is
seen as taking too long.

5.8 Design Productivity

One of the unique aspects of the LEAD Alliance is the way it utilises professional services or DNOPs. As a Programme
Alliance as opposed to Project Alliance, professional services are utilised in a number of ways which include:

e  Concept Design work during pre-construction
o Detailed Design work post TOC award
e Programme Management services.

Under traditional infrastructure delivery models these services would be procured and managed separately, and there
is often segregation of these functions. In the LEAD model there are three separate DNOPs who provide personnel to
be seconded into the Alliance and report to the AMT, who deliver these functions as a single integrated team. DNOPs
charge time of staff to the'Alliance using an hourly rate, and their costs are factored into either the project TOCs,
DTOCs or PTOC packages. DNOPs are also liable for a portion of pain share with up to 40 % of their fee at risk.

One of the agreed requirements of Contract Renewal in 2022 was that the Alliance would deliver improvements in
productivity of design resource. During the interviews and focus groups undertaken in this Health-check there was
general consensus that the productivity of professional services continues to be an area with need for improvement.
Some statistics were quoted as design fees being around 24 % of Construction Costs although this could not be
substantiated.

5.9 Programme and Cost Management

During the 2022 Health-check, one of the key causes of dissatisfaction with Alliance was the rigor and transparency of
programme and cost control. There was high levels of frustration within the NOPs around the degree of pain share
they were experiencing as well as the lack of confidence the PAB had in forecasting of programme and final cost.
There were also high levels of frustration within Kainga Ora, over the level of transparency over programme and
where money was being spent.
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One of the agreed requirements of Contract Renewal in 2022 was that the Alliance was that the Alliance would
implement a number of improvements in this area including transparency of cost and program, reliability of
completion date forecasts and forecast final costs, improvement in early warning and critical path management.

During the interviews and focus groups undertaken in this Health-check there was general consensus was there has
been significant improvement in programme and cost management. This is supported by evidence around stability of
project forecasting, as well as a trend improvement in the Alliance shifting from pain share to gain share.

5.10 Management Plans and Processes

As a separately formed entity, the Alliance requires its own systems and processes separate from those of its
individual NOPs. These are known as Management Plans and form part of the overallAlliance'Management System
(AMS). Management Plans outline the key policies, processes, and responsibilitiesof key:members of the Alliance and
include the following:

e Programme Governance e Change Management

e  Owner Interface Management e = Programme Systems

e High Performance Management e Commercial Management

e Design Management e Programme HR Plan

e  Construction Management e _Procurement Management

e Risk Management e Stakeholder & Communications Management
e Health, Safety & Wellbeing e Environmental Management

e Quality Management e TOC Management / TOC Close Out

One of the agreed requirements of Contract Renewal in 2022 was that the Alliance would ensure all these plans were
updated. Feedback during this Health-check was that the commercial, finance, TOC, risk, programme systems and
handover management plans were still to be updated.
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6 VALUE FOR MONEY

Value for Money is often defined as the optimised combination of cost, quality, benefit and risk. In the context of the
LEAD Alliance this is often defined as the Right Land Enabling Strategy; Right Groundwork; Right Housing Outcomes;
Right Total Cost; Right Outcomes and Right Time. Value for money does not always mean lowest cost and can consider
non cost performance or social outcomes such as employment, sustainability and social equity, and in the case of the
LEAD Alliance this is measured through the achievement of the Key Result Areas.

For the purposes of this Health-check, value for money has been defined as “total cost of delivering LSP infrastructure
that meets the minimum requirements of council to enable the development of LSPs in the most cost effective and
timely manner.” This definition recognises that determination of value must consider both:Owners costs as well as
Alliance costs and recognises that the LSP must meet the requirements of the asset.owner including their maintenance
obligations.

6.1 Defining value for money

A key role of an Owner in an Alliance is to develop the value for money (VfM) statement. The VfM statement provides
direction to the Alliance on where the Owner is looking for minimum viableproduct and where it is looking for enhanced
level of service or enhanced performance. The Owner may want LSP at lowest cost, at fastest speed, and at highest
quality, in reality the Alliance needs guidance on where and how the Alliance should make trade-offs.

Value for money trade-offs
Speed to market

Flexibility
Scale

Value for money
trade off

Asset quality
Stakeholder relationships
Economic development

Cost and risk
Certainty

In the early years of the Alliance from 2018 to 2022 it appears as though the Kainga Ora’s direction around value for
money was around delivering at speed and delivering LSPs at scale. This was largely achieved but came at the expense
of cost and programme certainty, process discipline and overall LSP costs. Following the Contract Renewal in 2022,
Kainga Ora’s direction shifted to focus on improving programme certainty, process discipline and delivering greater
public value.

One of the key challenges for Kainga Ora moving forward is aligning internally with staff and being clear on how it will
assess value with regards to LEAD but also the LSP program. This goes beyond the direct cost of the Alliance, and
should consider Owner’s costs, non-cost performance, and community outcomes.

There are a number of considerations that need to be considered when defining value for money including:

e Aligning any value for money definition and categories/attributes to the Government key focus areas of
Better, Faster and Cheaper

KAINGA ORA LEAD ALLIANCE HEALTH-CHECK 21



KAINGA ORA

‘\ r s LEAD ALLIANCE HEALTH-CHECK

RESULTS THROUGH EXPERIENCE

e Identifying the value for money cost and non-cost categories/attributes

e Working through and aligning on key areas of focus including weighting and expectations around reporting
this regularly to the PAB and Kainga Ora

e Direct cost of delivering pre-construction works and design and construction of the LSP

e Costs of Owners staff involved in the LSP

e Community benefits from delivery of social housing faster thereby mitigating the current housing shortage

e Community well-being achieved through the quality of assets provided through the LSP programme

e  Ability to deliver the scale and volume of works within the target timeframe

e  Flexibility to make changes in scope or functionality

e  Earlier programme completion due to faster end to end cycle time from business case to asset handover

e Improved relationships with stakeholders, residents and the community

e  Ability to deliver works in a brownfield’s environment with risks such as ground conditions, utility strikes and
traffic interaction

e  Ability to share cost overruns with the supplier, with less contractual.administration caused by variations.

6.2 Decision making and value for money

Whilst the Alliance is a large area of expenditure, value for money is most influenced through decision making by the
Owner during the pre-construction phase. It is often said that.a decision made during the strategy and planning phase
of the asset lifecycle has a ten times bigger impact on value for money-than a decision made in detailed design or
construction delivery. This is because decisions made in_pre-construction. impact on priorities, timing, scope and
functionality of the LSP program. In contrast decisions made in detailed design or construction delivery largely are made
within the boundaries defined by Kainga Ora in the forward works programme and project briefs, and therefore there
is less scope to drive value. This is demonstrated through the diagram below:

Impact of early decision making on value for monéey

Cost of change

Opportunity to realise value for
money

Bl wlasea & Programme Management & Governance
Case Neighbourhood Plan E &
Concept —Scc;e N Pricing & TOC ¥ . .
Detailed D Construction Handover
TOC 1 et eSIgn
Concept / Poe [P & T i i Construction Handover
Toc2 petaled Desien
TOC3 Concept >cope Prlcmg_&TQC Detailed Design Construction Handover
Design Brief Reconciliation
TOC 4 Concept Scope Prlcmg_B.qTQC Detailed Design Construction Handover
Design Brief Reconciliation
Stakeholder Management Stakeholder Management

The purpose of this diagram is to highlight that value for money is most achieved through decision making at the
business case, master planning and neighborhood planning stage of the LSP Program. Decisions at this at this stage are
largely driven by Councils’ requirements as well as decisions by Kainga Ora around the functional requirements,
outcomes and scope of the LSP projects. The diagram also tries to highlight the cost of change and how the further a
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project progresses through the lifecycle the greater the impact on change. Changes post agreement of the project brief
have a significant impact on programme risk and cost.

Decision making around value for money starts to take place at the business case stage, through asset service level
definition, master planning, neighborhood planning, project scoping, design development, construction, change
management, handover and maintenance. The earlier a decision is made in the project lifecycle the greater the impact
on value for money.

Role of Council, Kainga Ora and the Alliance in decision making

Asset Planning Proposal Design Construction Maintenance
Management

Council Service level Master Plan Scope approval Change Change Planned vs reactive
definition (MVP) endorsement Approvals Management Management maintenance
P D Service level Neighbourhood Plan Renewal budgeting
standardisation Endorsement Maintenance
WOL requirements Approval scheduling
Maintenance requirements Procurement
requirements
Needs identification
ainga Ora udgetin orward works plan isk appetite akeholder akeholder anned vs reactive
Kainga O Budgeting F d ks pl Risk appetit Stakehold Stakehold Pl d ti
Forward works plan Master Planning CCO approvals management management maintenance
Delivery Entity Business case Neighbourhood TOC reconciliation Change Change Mainter_\ance
Adherence to service  Planning Chang® Management Management scheduling
levels (MVP) Functional Management Procurement
Needs identification ~ requirements Community
Community Scope definition consultation
consultation Community Build partner
consultation engagement
iance ervice level advice aster plan advice isk appetite alue engineerin, onstruction sset handover
i Service level advi Master plan advi Risk appetit val gineering Constructi Asset hand
Cost intelligence TOC development Maintenance in productivity
Owner and NOPs Early contractor Design development  design P&G costs
invalvement Programming Design productivity Mobilisation/

Maintainability input
Resource planning

Construction
planning

demobilisation

Procurement

Design productivity

Changes also impact value for money. Changes to requirements and design post agreement of the project brief drive
significant costs in programme.and cost. Whilst Kainga Ora enjoys flexibility, this can come at a significant cost to the

LSP program.

It was observed that the Forward Works Programme (FWP) set by Kainga Ora can be quite lumpy, with the Alliance
delivering $176 M in'2021.and this reducing to $42 M in 2024. Such a lumpy FWP significantly impacts on the Alliance’s
efficiency as they are unable to optimise the utilisation of their people and plant. It also results in considerable
mobilisation and remobilisation costs.
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Category @TOC Development @TOC Approved @FWD
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One of the other observations of the review was that LSP infrastructure was at times designed to a higher standard than
required. Examples were provided during the Health-check of footpaths being designed to 3 m (rather than the standard
1.8 m), underground of services (where most Council regions have these above ground), higher specification parks and
gardens than what would normally be expected, and inclusion of shared use paths that were desirable but not required.
Designing above minimum need will not only consume Kainga Ora’s funding for the LSP programme at a faster rate, but
also creates future maintenance costs for the Council when.they are gifted the assets.

6.3 Commercial drivers and value for money

One of the observations of the review was that the.Commercial drivers of the NOPs can also impact on value for money.
This is one of the common challenges in contracting in‘terms of balancing the need for an Owner around efficiency with
the drivers from the Supply Chain around risk-and margin.

The ACAP model delivers a number of benefits for Kdinga Ora. Some of these include:

e Expediated timeframe to progress from business case to construction by reducing the number of interfaces
between planning, design and construction

e  Early contractor involvement in planning and concept design to ensure constructable design

e  Building up knowledge and lessons learned through the NOPs

e Reduced reliance and costs associated with in-house personnel

e  Ability to.deliverthe scale and volume of works within the target timeframe

e  Flexibility to. make changes in scope or functionality

e Improved relationships with stakeholders, residents and the community

e  Ability to deliver works in a brownfield’s environment with risks such as ground conditions, utility strikes and
traffic interaction

However, the ACAP model also has a number of commercial risks which can adversely impact on value for money which
include:

e There is no competitive tension for design packages or construction packages. This can mean that Kainga Ora
does not benefit from the NOPs competing for work and using this competition to drive efficiencies and cost
savings. The Alliance is less incentivised to push hard for cost savings and efficiencies compared to what they
would be in a traditional design and build model.
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e The Alliance is involved in both pre-construction and post construction delivery, as well as programme
management of the LSP program. This means that they can use pre-construction and programme
management activities to de-risk post construction delivery.

e The Alliance can leverage investment in the PTOC and pre-construction activities to achieve its Limb 3. As
PTOC and DTOCs are largely a cost reimbursable model then effectively Kainga Ora is funding the achievement
of Limb 3.

e The Alliance gets paid to submit its project proposals compared with normal contracting where this is part of
bidding costs. This can incentivise conservatism during the bidding process as the longer it takes to price a
package of work and reconcile the TOC, the more professional fees are generated but also it allows de-risking
of the construction pricing.

e The professional services mindset required in pre-construction is generally very different from that.in
construction delivery. For example, designh managers who are very strong.in pre-construction tend to be more
proficient in working with users to develop the design, vs design managers who are strong in construction
delivery are generally stronger at value engineering and driving efficiency. Having one design team do both
phases can mean Kainga Ora is not getting the best of both worlds.

e Asthe Alliance is sole sourced work and re-imbursed all Limb.1 cost it can be incentivised to use sub-
contractors to perform work rather than its self-perform capability:

This is not to say the risks of the model outweigh the benefits of the model, but it can explain why for example when
Kainga Ora benchmarks costs of individual design or construction packages to what they would see in a traditional
design and build model they may see higher pricing.
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7 CONCLUSION

Overall the review found that there had been considerable progress made by the PAB and AMT in leading change on
the Alliance which has resulted in observable and measurable improvements in the outcomes identified in the 2022
Health-check. The appointment of a new AMT combined with the Contractual Renewal process in 2022/23 has laid the
foundation for the Alliance to meet expectations in terms of performance. In saying that, Kainga Ora continues to‘have
concerns as to whether it is obtaining value for money through the delivery of the LSP program.

In summary evidence from the surveys undertaken, interviews with key stakeholders and benchmarking identified that
the Alliance had made significant progress in the following areas:

e Improved Governance at the PAB level and improved collaboration between the NOPs and the Owner
participant

e Improvements in the level of satisfaction and customer experience of the Owner team

e Improved leadership from the AMT and improved operating culture of the Alliance

e Reduction in number and scale of projects exceeding budget (pain share)

e Achievement of key performance indicators set by the PAB

e  Material reduction in programme management overheads (PTOC)

e Improvements in program, cost management and forecasting certainty

Evidence from the surveys undertaken, interviews with key stakeholders and benchmarking also highlighted that there
is @a number of areas both Kainga Ora and the Alliance can work together in collaboration to improve value for money
through improved planning, decision making and preductivity. Some of the areas identified include:

e Improved planning by Kainga Ora to.deliver an optimised and stable forward works program

e Developing a value for money statement to provide clarity to the AMT around the PAB’s expectation

e Working with Council to ensure there are clear Asset Technical Service levels are in place and designing to
minimum viable product requirements

e PAB developing a risk appetite statement and. standard risk allocation table to ensure the pricing decision
made by the Alliance and the Owner.Interface team align to the PAB’s risk appetite

e  Establishing moreeffective policies.and controls around changes in scope, particularly changes initiated after
the project scope and TCE have been agreed

e  Reducing layers of project management between the Alliance and the Owner team by embracing the Alliance
principles of “one team”

e  More effective management and control over design resource to improve productivity across professional
services

e Improving efficiency.and effectiveness of decision making and process by reducing layers of approvals and
increasing delegation levels

e  Establishing target dates and KPI’s for close out of the TCE process to ensure bidding timeframes are
consistent with competitive procurement timeframes

e Targeting productivity and cost saving initiatives through detailed design and construction to improve capital
efficiency

e Revising the KRA, KPI and Limb 3 framework to incentivise the Alliance around delivering improved
productivity, efficiency and cost savings

At the point in time the review was undertaken it was noted that the external landscape for Kainga Ora and the LSP
program was somewhat uncertain with a change in Government and changes with the board and senior leadership
within Kainga Ora. The impact of these changes through the review meant that many stakeholders were uncertain
around the future requirements of the Alliance in terms of the pipeline of work which could potentially impact on the
scale, scope and objectives of the Alliance. Given this uncertainty it is recommended that the outcomes from this
review and opportunities for improvement are presented for consideration but may not be acted upon until there is
greater clarity on the future Kainga Ora's requirements for the Alliance.
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Forward Works Program (FWP)

The pipeline of work approved by Kainga Ora for
the Alliance has ranged from $176 M in 2021 to
S42 M in 2024. The FWP then shows a
considerable ramp up in 2026.

Swings in workload will reduce efficiency of the
Alliance and result in higher costs of delivery.

PTOC costs cannot scale to the level that
the pipeline is changing and as such
overheads as a % of construction costs
increase. For example, even though the
PTOC has decreased to $12 M in 2024, the
PTOC as a % of construction cost has
actually increased.

The Alliance is unable to resource level
(i.e. find a fixed level of people and plant)
which means they cannot optimise the
utilisation of resources to deliver
efficiency. BRS has observed examples in
other contracts where resource levelling
has resulted in 10% + savings in
construction costs.

There are de-mobilisation and re-
mobilisation costs associated with
ramping up and ramping down. This not
only impacts on cost but also impacts on
safety and quality as it takes time to train
new personnel when they are mobilised.
The NOPs will be risk adverse in
committing self-perform resources and
more likely to use sub-contractors, which
defeats one of the original objectives of
the ACAP model to build industry
capability.

As the market heats up in 2025, this is a
key risk attracting and retaining the best
possible staff to deliver the programme of
works

Kainga Ora review its integrated planning and
investment decision making processes.
Specifically, it is recommended that Kainga Ora
consider:

An integrated approach to planning LSP
infrastructure with a single prioritised
programme across all precincts. This will
co-ordinate timing and smooth the scale
of delivery

A constraints-based approach where
minimum and maximum thresholds are
set for annual spend (i.e. max $140 M and
min $120 M each year). This will drive
prioritisation of the LSP packages and time
phasing of the work. This would not only
benefit the Alliance but would also
provide efficiencies for Kainga Ora’s own
staff.

Kainga Ora

KAINGA ORA
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Value for Money Statement

A key role of the Owner (Kainga Ora) is to
develop the value for money statement for the
Alliance which should define what its priorities
are with regards to value and how tradeoffs
should be treated.

During the stakeholder engagement in this
review, it was observed that staff at Kainga Ora
had competing objectives with regards to value
for money. On one hand there was an
expectation for the Alliance to be flexible,

scalable and move at pace, but on another hand,

there was an expectation that the Alliance
provides certainty, efficiency and productivity.

As an example, having poor rigor over change
control, having a lumpy FWP, having project
briefs which exceed MVP and sharing of
brownfields risk with the NOPs but then
expecting design and construction packages to
be cheaper than traditional design and build
contracts.

Minimum Viable Product

During the Health-check a number of examples
were provided where the project briefs and
functional requirements were in excess of
generally accepted standards. Examples were
provided where the project brief required 3 M
footpaths, underground services, inclusion of
shared use paths or higher specification parks
and gardens.

KAINGA ORA

Lack of clarity around value for money makes it
difficult for the Alliance to set clear goals and
objectives, as well as build its organisational
systems, structures, processes and resources to
deliver efficiency. The Alliance is unable to
establish core competency, specialization,
operational maturity and deliver excellence as it
has competing priorities. This results in a higher
number of resources and costs as the Alliance
needs to balance the need for flexibility, pace,
certainty and reducing cost simultaneously.

Areas where this can conflict include:

e Higher PTOC costs to enable flexibility and
pace during pre-construction

e Higher PTOC costs to invest in‘more
rigorous project control systems

e Increased LSP TOCs to accommodate
changes or higher specification

e Increased likelihood of pain share due to
changes post TOC reconciliation

e Competingdemands on the time of the
AMT and WPT as they balance competing
priorities

Exceeding MVP has a number of implications
around Value for Money which include:

e Higher capital and construction costs,
driving up the cost of LSP infrastructure
and consuming funding at a faster rate

e Increased maintenance costs for the asset
owner as they will require more resources
to maintain the Asset over its life

PAB agree and prioritise its requirements and
attributes around value for money and provide
guidance around priorities:and tradeoffs. This
should be documented as a formal value for
money statement and incorporated as an
appendix to the ACAPA.

In developing the VfM statement it’s important
not only that it is documented but that all staff
are in alighment and all external stakeholders
such as the Council are also in alignment.

In parallel to the development of the value for
money statement it is also recommended that
the PAB agree a set of metrics to measure value
for money which is aligned to the value for
money statement. These can then be tracked
and reported by the Alliance on a quarterly basis
through a value for money report which is
provided to the PAB. A subset of these metrics
should be incorporated into the Public Value Key
Result Area so that the Alliance is incentivised
through Limb 3 to deliver on the VfM statement.

Kainga Ora develop a policy around the
requirement for MVP on all LSP projects. This
should be developed in conjunction with Council
maintenance teams who will be the ultimate
asset owner, as well as involvement of the
Alliance to provide constructability input. This
should be communicated and re-enforced to
staff at both Council and Kainga Ora in terms of
expectations.

Kainga Ora /
AMT

DT — I
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Generally accepted practice in public
infrastructure design is that infrastructure
should be designed in accordance with minimum
viable product (MVP). MVP requires that assets
are only designed to the level absolutely
required to meet the communities needs to
ensure there is not over investment in certain
community assets at the expense of others.
MVP also ensures that the whole of life cost of
the asset is taken into account during the design
to ensure assets are not designed in a way which
increases operational and maintenance costs for
the asset owner.

4 Risk Appetite

One of the benefits of the Alliance model is that
risks are shared between the Owner and the
NOPs. This means that the NOPs are only
exposed to 50 % of any cost over runs and their
downside exposure is capped at their Corporate
Overhead and Profit. The benefit of this is that it
promotes a higher risk appetite from the NOPs
as their level of exposure is much lower
compared with traditional design and build or
build only projects.

It was also noted that the gain share model
adopted by Kainga Ora for the Alliance is
particularly favorable to Kainga Ora compared
with traditional Alliance models. The ACAPA
outlines that Kainga Ora benefits from 80 % of
any gain share above a 10 % cost underrun. This
should promote a higher risk appetite from

KAINGA ORA

The risk sharing and the portfolio.approach
adopted through the ACAP should result in a
high-risk appetite from both Kainga Ora and the
NOPs than what is currently being observed.
Specifically, it should result in:

e A more aggressive approach to risk
allocation by Kainga Ora (i.e. Owner
holding more risks) which will reduce cost

e - A more aggressive approach to pricing by
the Alliance which will reduce cost

e Faster pricing of TCE and reconciliation of
the TOC which will reduce PTOC costs as
well as get projects to completion faster

e Reduced oversight by the Independent
Estimator over time which will accelerate
the TOC reconciliation and reduce IE fees
and PTOC costs

Kainga Ora work with Councilto define Asset
Technical Service levels for all Asset Classes
ranging from roads, footpaths, lighting, car
parks, recreation facilities, trees, and community
reserves. These Service Levels should form the
baseline for the design decision making.

The Alliance is provided greater opportunity to
be involved invalue engineering at early stages
in planning and design with the objective of
driving down whole of life costs (both capital
cost and maintenance costs).

The Project Brief approach includes specification
of outcomes such as number of residents,
number of houses etc. to enable the Alliance to
have clarity and drive unit cost efficiency (i.e.
cost per house approach).

The PAB develop a Risk Appetite statement PAB
define the level of risk each party accepts and to
guide pricing of contingency. This should not be
an overall risk but provide guidance on key
elements of the TCE build up showing where the
Alliance should adopt a conservative approach
and where it should be more aggressive. This
should not only drive down costs by ensuring
contingency is appropriately costed but should
also provide greater certainty and reduce the
variation of pain and gain share.

Kainga Ora look to reduce the level of oversight
by the IE recognising that the risk of a soft TOC is
significantly lower on the ACAP model as well as
recognising that both Kainga Ora and the
Alliance will build historical knowledge and trust
over time. This will reduce fees with the IE but
also accelerate the TOC reconciliation.

LEAD ALLIANCE HEALTH-CHECK
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Kainga Ora, as in the event of a “soft” TOC then
Kainga Ora is rewarded with a higher recovery of
gain share.

Further the Programme Approach of the LEAD
Alliance allows both Kainga Ora and the NOPs to
develop knowledge and learnings over time
around risk and pricing. This allows both the
Alliance and Kainga Ora to take a more informed
view of risk allocation as lessons from the past
can be incorporated.

The portfolio also allows the Alliance to adopt a
higher risk appetite as whilst some projects may
go into pain share this can be offset by other
projects going into gain share, or the PTOC being
in gain share.

Change Management

One of the issues identified as a project moves
from project brief, through to pricing and then
delivery, is growth or changes in scope. This
‘scope creep’ is contributing to escalating costs
and may be overt, for example with stakeholders
seeking to include additional items into a scope
of work even where there is no direct
relationship to the minimum requirements
sought, or it may be more subtle, for example
choosing to interpret a standard in one way
versus another.

A generally accepted principle with
infrastructure planning, design and construction
is that changes to scope or functionality post the
agreement of the Project Brief has a
considerable impact on cost as' well as increasing

KAINGA ORA

T e =T

The PAB develop a standardised Risk Allocation
table which provides guidance around which
risks should be priced in'a TOC and which risks
will be Owner retained. This should be based on
historical data but also adopt a portfolio
approach with'the view of driving down costs.

Changes to scope or.requirements post release Kainga Ora establish clear accountability for Kainga Ora /
of the Project brief have a number of scope change, which is supported by a RASCI, AMT
implications for cost: approval steps and change management

systems. Internal approval requirements for
scope change should make it extremely difficult
to make changes in scope unless there is a
material public safety or significant cost benefit.

Increasing functionality or scope which
drives up construction cost

Rework of the design which drivers up
professional services fees

Increased risk to program, which is a key
driver of cost

Increased risk of error resulting in rework
or defects
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risk, particularly around programme (which is a
key driver of cost).

Integrated Team

One of the key benefits of the Alliance model
compared with traditional design and build
delivery models is that it allows the Owner to
integrate its our personnel into the delivery of
works. One of the key Alliance principles is
working as one integrated team and there
should be no need to “position” mark, which
means no need for the Owner to have roles that
potentially duplicate what the Suppliers have
within their team.

It was observed was there are multiple layers of
project management which exist within LEAD
but also then exist within Kainga Ora. Within the
Alliance there are project managers who oversee
design and construction works, and then Kainga
Ora has project managers (SBMs) who also
oversee works from a Kainga Ora perspective.

KAINGA ORA

Having separate layers of project management
not only adds additional cost (potentially $2 to
S3 M pa), but also creates layers of decision
making which reduces effectiveness and dilutes
accountability.

Kainga Ora and the Alliance:work together to
review the organisational structure of both the
Alliance and Kainga Ora with a view to
consolidate project management roles. With the
Alliance maodel there is no reason to Kainga Ora
staff from being part of the Alliance and taking
more of a direct role in managing design and
construction works. Rather than being outside
the Alliance trying to manage works, Kainga Ora
staff can be part of the Alliance managing
projects directly. This would reduce need for
NOPs to provide resources and reduce total cost
of delivering the LSP programme as well as
improving effectiveness and promoting greater
accountability. Integration of Kainga Ora staff
into the Alliance would also improve
relationships as Kainga Ora would have more
skin in the game around the performance of the
Alliance rather than sitting on the outside.

As part of integrating Kainga Ora roles into the
Alliance it is common in other Alliances for
salaries of Kainga Ora staff to be incorporated
into the TOC pricing (often known as Owner
Alliance costs) and be part of pain gain share
equation so that the Alliance is accountable to
manage these costs as they would NOP staff.

It is also worth considering having single project
managers responsible for end-to-end delivery of
projects from pre-construction, through design
and then construction to reduce handover
interfaces between the disciplines. There is
some research indicating that end-to-end
ownership over projects can significantly

Kainga Ora /
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7 TCE and TOC Development

It currently can take up to 6 to 9 months for the
Alliance to price and then reconcile a TOC with
the |IE and Kainga Ora. This compares with 6-12
weeks for the NOPs to price and bid for
traditional design and build and build only
procurements. During this period the Alliance is
fully re-imbursed its Limb 1 costs for preparing
the TOC as well as recovering Limb 2 gross
margin. The Independent Estimator also
recovers fees to validate the TOC which is an
additional cost the Kainga Ora incurs. In
addition, whilst not captured within the Alliance
costs, there are the costs of Kainga Ora staff
salaries during this time.

8 Design Resource Management

The ACAP model incorporates Design team
resources in pre-construction, programme
management and detailed design activities. The
ACAP model is unique in this nature as
traditionally on most capital delivery programs
where the concept design and detailed design
are often undertaken by separate design teams
(one managed by the Owner andthe other by
the contractor), and programme management is

KAINGA ORA

Whilst taking the time to rigorously develop
pricing and reconcile the TOC does create cost
certainty and reduces risk of pain share, it also
delays start of construction and increases pre-
construction costs. Further, the timeframe to
price the TCE and reconcile the TOC causes
relationship damage between the Alliance and
Kainga Ora, as Kainga Ora staff feel that the
Alliance is not being efficient.

Management of design resources can have a
direct financial saving for the LSP programme
without compromising quality or risk.

improve value for money as it'ensures there is
accountability for decisions made during pre-
construction. This would also allow the project
managers to'work closely with Development
Managers and Build Partners to ensure
alignment around programme and critical
outcomes sought.

Identify how the timeframe for pricing and AMT
reconciling the TOC can be accelerated.

The timeframe to price and reconcile the TOC
should be part of the KRA framework in order to
incentivise the Alliance to expediate the
completion of the TOC.

The level of scrutiny the Independent Estimator
applies to the TOC reconciliation is reduced and
historical benchmarks are used more frequently
to provide Kainga Ora assurance over the
accuracy of the TCE.

The timeframe and re-imbursement of costs
associated with developing the TCE is capped
and any costs which exceed this are covered by
Limb 2 to ensure the Alliance is accountable for
delivering the TCE within budget.

The Alliance implement a Design Resource plan AMT
in order to ensure greater accountability and
transparency over time spent by the Design

team on LSP works. This may include having

more granular accounting and reporting of time

spent by the design team at both a project and

WS level.

The design fee as a % of construction costs is
incorporated within the KRA framework to

LEAD ALLIANCE HEALTH-CHECK

32



‘ ) KAINGA ORA
. rs LEAD ALLIANCE HEALTH-CHECK

RESULTS THROUGH EXPERIENCE

normally undertaken by the Owner. For LEAD
this resource is part of one integrated team,
with resources sourced from three different
design NOPs.

During the consultation with stakeholders in this
Health-check the productivity of the design
resource was raised as one of the areas that
Kainga Ora did not feel was getting value for
money. It was antidotally raised that design fees
were 25 % of construction costs (although it was
not clear if this included pre-construction costs).
Whilst is generally difficult to benchmark the
Alliance in terms of Design fees as its scope and
objectives are considerably different from other
Alliances, it was generally felt that there is area
for improvement in the productivity and
management of design resource.

Design resource productivity was also raised by
stakeholders during the 2022 Health-check as an
area for improvement and was one of the
requirements outlined as part of the 2022
Contract Renewal process. This indicates it
continues to be an ongoing cost concern.

incentivise the Alliance to reduce design fees
and deliver efficiencies.

Other strategies to reduce design costs should
also'be considered suchas using part-time
resourcing, repeatable designs, off shoring or
using junior resources where possible. Other
options may include having job codes closed off
in a timely manner to prevent hours being
charged to the Alliance when work has been
completed.

Further, having Kainga Ora staff more directly
embedded in the Alliance to end to end manage
design and construction works will enable
greater scrutiny over time spent and billed to
the Alliance.

LT e e o

Alliance Management Tight delegations can be effective in improving The Alliance undertake a review of its Delegation = AMT
rigor and providing greater certainty. However,  of Authority, approval process and management
it can alsocreate inefficiency and disempower plans with a view to streamline approvals and
people. increase levels of empowerment. The general
principle should be to push decisions down to
the lowest level possible. This will enable the
Alliance to have greater capacity to scale as
required and reduce costs in pre-construction
activities.

Throughout the Health-check there was
consistent feedback that the layers of approvals
required were impacting on progress and
efficiency. It was widely viewed that this was
necessary post the 2022 Contract Renewal to
gain tighter control over cost and program. It
was felt that the Alliance has since matured.

The observation was that many of the approvals
and decision-making processes.introduced since
the Contract Renewal have been effective in

Review is undertaken of the AMT to streamline
meetings across the Alliance with a view to
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managing programme and cost more rigorously,
however that many of these approvals and
layers are becoming bottlenecks and are
inefficient. This was supported by the fact
stakeholders felt that to make decisions there
were too many meetings with too many
attendees as there can be a consensus culture as
people do not feel empowered.

It was also noted that a number of Management
Plans are still incomplete.

10 Design and Construction

Feedback during the Health-check indicated that
the Alliance is doing a lot of things well and
delivers value in many areas. However,
stakeholders felt there were a number of areas
that the Alliance could deliver reduced cost of
construction in order to deliver greater value for
money.

KAINGA ORA

Targeted efficiency initiatives in pre-construction
and design and construction can have a direct
financial saving for the LSP programme without
compromising quality or risk.

Specific examples provided included:

e Demolitions and land remediation
(reduce direct cost)

e Traffic management (reduce direct cost)

e Use of self-perform resource wherever
possible rather than sub-contractors
(reduce direct cost)

e Selective use of Hydrovac (reduce direct
cost)

e Integration of Kainga Ora staff into the
Alliance as Project Managers (reduced
overheads)

reducing both number of meetings and number
of attendees. Ensure that meetings have a clear
purpose and there are clarity around roles,
delegations. of authority and decision making.

The Alliance look at how to view how they utilise
their Alliance Management Plans on a day-to-
day basis through their SharePoint site so that
their Management Plans are at the cornerstone
of their ‘ways of working”. This will help drive
an efficient culture and greater consistency.

A deadline is set by the PAB to finalise all
outstanding Management Plans with a view to
have these closed out by March 2025. Currently
it is understood that the Commercial, Finance,
TOC, Risk, Programme Systems and Handover
plans have not been completed or updated.

The recommendations outlined above in this AMT
report are implemented as combined they will

enable significant savings in cost of delivering

the LSP program.

The Alliance undertake targeted initiatives and
continuous improvement focus in the delivery of
construction works. This may include identifying
top 5 focus areas and reporting to the PAB on a
quarterly basis around savings made. This
should include savings targets set and
incorporated into the AMT’s quarterly
performance objectives.

The achievement of delivery cost savings is
incorporated within the KRA framework to
incentivise the Alliance to reduce costs. This
ensures that the NOPs are incentivised through
their Limb 3 to reduce cost.
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Incentivisation

The KRA’s and KPI’s framework plays a key role
in driving behavior of the Alliance, as the NOPs
get paid 2.5 % of revenue as additional margin if
they achieve the KPlIs. This significantly
increases their margin and is therefore an
important incentive.

The current KRA and KPI framework was set post
the 2022 Contractual Renewal where there was
a large focus on stabilising the Alliance and
providing certainty around programme and cost.
However, with the current Governments

KAINGA ORA

Design resource management (reduce
professional services cost)

e Reduced layers of approvals (reduced
overheads)

e Value engineering the design to MVP
(reduced scope)

e Accelerating the TOC development
timeframe reducing bidding costs and IE
fees (reduced overheads)

e More effective allocation of risk between
the Owner and the Alliance reducing
contingency and gain share (reduced
contingency)

e  More rigorous control over changes in
scope reducing programme duration and
scope creep (reduced scope and
minimise programme risk)

e Resource optimisation through a more
stable FWP maximising plant and people
productivity (reduced labour and plant
costs and increased overhead
productivity)

Ensuring the KRA and KPI framework is designed
to incentivise efficiency is important as it
ensures that any margin lost by the NOPs
through reducing cost (and in turn reducing Limb
2 gross margin) is offset by margin achieved
through the Limb 3. If the NOPs are not
incentivised through Limb 3 to promote
efficiency, then they are unlikely to have a sense
of urgency to reduce costs as this reduces their
Limb 2 margin.

It is recommended that the KRA and KPI
framework is reviewed in accordance with the
new Government direction with a focus on
delivering efficiency.

PAB

Some suggested KRAs may include:

e Value in design

e Risk appetite

e Efficiency and effectiveness

e Cost of design and construction

e Performance, risks and relationships
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direction around “better, faster and cheaper”
and the shift in focus of Kainga Ora to reducing
cost and promoting efficiency there is a need to
reset and review the KRA’s and KPIs to ensure
the Alliance is incentivised for the critical
outcomes sought by Kainga Ora.

In setting the KRAs and KPIs, the PAB should
ensure that the Limb 3 focuses on behaviours
that are not already incentivised through the
pain share model or not already incentivised as
part of business as usual. For example, the
Alliance is already incentivised to achieve
programme certainty and cost certainty through
the pain and gain share model. Likewise, the
Alliance is also incentivised around safety as it is
part of the core business as usual expectation of
the NOPs businesses.
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9 APPENDIX: SURVEY RESULTS

9.1 Kainga Ora Survey Response Summary

There was a total of 23 out of 27 responses.

LEAD Alliance Health Check Kainga Ora Survey - September2024

Kainga Ora receives value formoney | IS

Development of the TOC is transparent and costs are open-book

The Alliance enhances the reputation of Kainga Ora

The Alliance delivers outstanding outcomes

Alliance staff take initiate to solve problems and make things happen
Alliance staff work to meet or exceed your expectations

The PAB makes win/win decisions that are good for both you and their organisation
The Alliance delivers what they promised

Alliance staff approach special requests with interest and creativity
Alliance staff maintain standards and personal integrity

Alliance staff seem to enjoy working on the program

The Alliance delivers quality outcomes for K3inga Ora’s customers
Alliance staff are willing to go out of their way torassist you

Alliance staff are helpful and supportive

Alliance staff try to satisfy yourneeds as a customer

The PAB is focused on the long-terim relationship with Kainga Ora’s
Alliance staff treat you in a friendly manner

Alliance staff take time to listen toyour cencerns

Alliance staff make you feel important as a customer

I

Alliance staff show appreciation for you and what you can contribute

0-3 = Urgent Action | 3-4 = Improvement Needed | 4-5=0nTarget 0 1 2 3 4 5
Strongly Disagree Neutral Agree Strongly
Disagree Agree

Interpretation: High scores indicate that the behaviours in the relevant categories are demonstrated/observed more than frequently. Scores lower than agree suggest that these

behaviours may not be demonstrated consistently or observed by the overall team.
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LEAD Alliance Health Check Kainga Ora Survey - September 2024

Strongly
Agree

ul
|
|
|

Agree 4

Neutral 3

Disagree 2 S = =

Strongly
Disagree

Q1 Q2 Q3 Q4 Q5 Q6 Q7 Q8 Q9 Q10 Q11 Q12 Qi3 Q14 Q15 Ql6 Q17 Q18 Q19 Q20
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9.2 Detailed breakdown of responses

The following table represents a breakdown of responses received based on a percentage split of all responses per
qguestion — The mode is the response that occurred most frequently per question.

Average 4-5 = on target | Average 3-4 = improvement needed | Average 0-3 = urgent action needed

t [ t [ Weighted
Survey Questions S.rong Y Disagree | Neutral | Agree strongly elghte
Disagree Agree Average

Kainga Ora receives value for money 0.00% 39.13% 34.78% 26.09% 0.00% 2.87
Development of the TOC is transparent and 0.00% 26.09% 34.78% .26.09% 13.04% 3.26
costs are open-book

The Alliance enhances the reputation of 0.00% 13.04% 30.43% 47.83% 8:70% 3.52
Kainga Ora

The Alliance delivers outstanding outcomes 0.00% 13.04% < 30.43% «52.17% 4.35% 3.48
Alliance staff take initiate to solve problems 0.00% 0.00%  40.91% 154.55% 4.55% 3.64
and make things happen

Alliance staff work to meet or exceed your 0.00% 13.04%< 34.78% 52.17% 0.00% 3.39
expectations

The PAB makes win/win decisions that are 0.00% 13.04%  43.48% 39.13% 4.35% 3315
good for both you and their organisation

The Alliance delivers what they promised 0.00% 435% 21.74% 69.57% 4.35% 3.74
Alliance staff approach special requests with 4.35% 8.70%  43.48% 43.48% 0.00% 3.26
interest and creativity

Alliance staff maintain standards and 0.00% 0.00% 0.00% 73.91% 26.09% 4.26
personal integrity

Alliance staff seem to enjoy working on the 0.00% 0.00%  30.43% 56.52% 13.04% 3.83
program

The Alliance delivers quality outcomes for 0.00% 435% 21.74% 65.22% 8.70% 3.78
Kainga Ora’s customers

Alliance staff are willing to go out of their way 0.00% 435%  30.43% 56.52% 8.70% 3.70
to assist you

Alliance staffiare helpful and supportive 0.00% 0.00% 17.39% 65.22% 17.39% 4.00
Alliance staff try to satisfy your needs as a 0.00% 13.04% 13.04% 65.22% 8.70% 3.70
customer.

The PAB is focused on the long-term 0.00% 0.00% 30.43% 56.52% 13.04% 3.83
relationship with Kainga Ora’s

Alliance staff treat you in a friendly manner 0.00% 0.00% 0.00% 56.52%  43.48% 4.43
Alliance staff take time to listen to your concerns 0.00% 0.00% 8.70%  65.22% 26.09% 4.17
Alliance staff make you feel important as a 0.00% 13.04% 30.43% 30.43% 26.09% 3.70
customer

Alliance staff show appreciation for you and 0.00% 4.35% 26.09% 43.48% 26.09% 3.91

what you can contribute
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9.3 What do you think we do well as an Alliance?

Once we get to site, sites are managed well, H&S is managed well, sites are delivered to expectation
Tackling a huge programme of work in a manageable way.
We can undertake complex and large volume delivery targets

Great working with the design and construction teams. Seen an improvement in LEAD coming up with solutions
to delivery more efficiently and reduce cost.

Construction and design are usually well done

Work together as a team, generally a good culture.

I think the culture has significantly improved with a focus on consistent processes, cost and programme.
Focus on improvements, receive feedback and reflect on performance

All work well together as a wider team, great expertise to draw on

There has been a noticeable improvement in the Alliance understanding Kainga Ora'sdelivery expectations in
terms of time and cost-savings. As a result, trust has improved.

Leading upfront conversations when issues arise

Definitely seen large improvements and moving in the right direction. Specifically, culture seems to have
improved, relationships with development teams improving, cost management and tracking

Have the ability to do an extensive amount of werk at once across a large geographic area

People on the ground doing the best they can.

Great Collaboration and open to suggestions and exploring better ways of working.

Collaborate to solve issues

Deliver to a programme of work

Collaborate to successfully deliver projects at scale.

Delivery of works from pre-implementation.through to construction is generally focused on a good outcome.
Work collaboratively.

Very collaborative, helpful, open.

9.4 What does great look'like in 12 months’ time?

Could be a lot simpler. It has become too complicated and we in the development teams, who hold
accountability for delivery, are too far removed from the Alliance and have no relationship with the AMT or PAB
- good in 12 months toime would look like closing these gaps

Design component.is delivered quicker than at present and represents a significantly smaller proportion of
construction costs e.g. can be as high as 24% at present, while it may never be as low as 12% due to nature of
alliancing and front-loading design/work, would be good to see this reduce as we re-use designs, develop design
libraries, get better at working out what work 'actually needs to be done' to deliver the housing etc.

A much:improved delivery cost, well aligned with what is achievable in the private sector, deliver with improved
quality

Approval of DTOCs / TOCs in less than 2 months.

Delivery of superlots and appropriate documentation within programme and cost, hence, complements the
build programme of vertical developments.

Streamlined processes that make working in the alliance easy.
Programme alignment and better transparency on financials

Less risk adverse and willingness to try new things to improve the way we work further. Also reduced
timeframes for neighbourhood planning and design.
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Demonstrating that the Alliance delivers value for money relative to the market
Meeting programme timelines continuous improvement

Maintaining trust, delivering outcomes whilst exceeding cost-saving expectations.
TOCs in gain and forecast ahead of program

Close out of outstanding items on old TOCs

No quality issues in the past 12 months

Pricing of everything is much quicker

Programme production is much quicker

Costs have come down

Development team are involved and not shut out

Reduction in amount of paperwork required.

PC of TOCs where physical works were completed over 12 monthsago.

Free flowing process making progress of works more efficient.

Achieving TOC completions on time

Consistency, transparency, value for money

Greater efficiencies - Lower Design Fees, not tagged to construction costs:)
Refined process for front end of TOCs. Clear and well understood pipeline of work ahead.

Delivering projects on time while and budget

9.5 What do we need to focus on to achieve great?

As per question 3: Faster design stages/modelling/resolution of pathways forward with Council etc.

And: Design component can be ashigh as 24% at present, while it may never be as low as 12% due to nature of
alliancing and front-loading design/work, would:be good to see this reduce as we re-use designs, develop design
libraries, get better at working/out what work 'actually needs to be done' to deliver the housing etc. e.g. SMPs
etc just take too longat present (for all:sorts of reasons, no blame here - just needs to get better).

Understand theconcept of Alliance and move away from traditional 3910 engagement (in particular in what
concerns cost and approach.to variations and P&G)

Decrease the time takento.approve DTOCs and TOCs
Project management and not lose focus on documentation
Reduce excessive bureaucracy

Working to be more agile on programme. Improve activity durations during the DTOC and Pricing Pack
Development phase.

Finding a balance of process and logic.

Also working back from a date and finding ways to achieve it, not always planning for the most risk adverse
solution

Greater alignment on programme and cost forecasting, delivering components that underpin the value
proposition of an Alliance (i.e. build-ready designs on the shelf to enable flex through the program)

Simplifying processes that are not complicated

Much of Kainga Ora's delivery expectations includes working with Council family. A key focus for the Alliance is
to advocate for Kainga Ora across all spectrum of work and to maintain quality relationships with Council family
to build their trust.

Better programs for new scopes

Lower gap between IE and TOC initial price
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Faster reconciliation process

Pricing pack, TOC and CR pricing

Reducing the number of people that have to approve everything to speed up getting out programs and cost
More transparency on risk. Reduction in design fees.

Document quality, timeliness, and response.

Reduction in governance or approval processes involved to keep things moving forward.
Tailor make decision on a case-by-case scenario rather than a blanket approach.

Respond quickly to the requested information

Trust

Transparency with cost build ups and more transparent Health-checks from the |IE.

Focus on outcomes as much as process. Empower alliance people through the organisation.
Continue open and honest communication, provide early notification en-issues/risks.

Improve collaboration between Kainga Ora, LEAD, CCOs and otherstakeholders. Improve information sharing
and streamline processes.

9.6 What specificimprovements can we make.in terms of experience for Kainga Ora?

I think the experience is great in terms of working with the Alliance. Mark Crowle has made a series of excellent
improvements and the AMT are demonstrating genuine commitment to achieving great outcomes.

Just keep doing more of that and encourage our designers to push for clever solutions to reduce programme etc.
As above

As above

Simplify administrative procedures

To achieve the best outcome for Kainga Ora while ensuring that risks are appropriately considered for the
Alliance.

Sharing of information early. Further involvement of the development team and CCOs to take them on the
journey.

More sharing of Alliance progress reporting and "wins" (i.e. Alliance monthly update packs) shared with Kainga
Ora

Too many layers, too many people involved.

Lead not flexible - big.machine, not efficient

Paying a premium.Is the Lead alliance value for money?

Post completion process needs improvement, takes way too long

Mare involvement/monitoring of site works for Kainga Ora

Programs management needs improvement and payment claim process

Maintain high health and safety standards. Ensure lessons are learned to keep workers, public and staff safe.
Ensure all communication (flyers/letters) within the development neighbourhoods are clear and timely.

Demonstrate understanding of the full Neighbourhood programme and budget when progressing with
Neighbourhood Planning, Pricing Pack and TOCs

Continue the journey of rebuilding the respect and relationship with the development teams
Keep processes transparent

Speed up pricing
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e Addressing extended compliance processing times with assurance of timely quality and full documentation
issued, reduced response times to Council RFls, proactive follow up so able to tell us what the specific issues are,
informing and working with Kainga Ora on road blocks.

e Include the development team in process changes, delivery decision making
e Proactively seeking efficiencies and market-aligned pricing.
e Ensure that the Alliance understand the pipeline of work. It is very hard to plan for an uncertain future.

e Improve the delivery framework (templates, processes, training). Adopt PM software. Consistency between
neighbourhoods/precincts.
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9.7 Project Alliance Board Survey Response Summary

There was a total of 9 out of 9 responses.

LEAD Alliance Health Check PAB Survey - September 2024
Alliance principles

We all win or lose together

We take shared responsibility for Alliance outcomes

We work as a single integrated team within the Alliance

All decisions by the PAB are “best for program”

There is a no-blame culture between participants

Each participant provides full access to the resources of its parent company
Development of the TOC is transparent, and costs are open-book

The Alliance delivers innovative thinking

All participants are commitment to achieving outstanding outcomes

All participants provide unconditional support from their senior management

There is open and honest communication between participants

0-3 = Urgent Action | 3-4 = Improvement Needed | 4-5 = On Tanget| @ 1 2 3 4 5
Strongly Disagree Neutral Agree Strongly
Disagree Agree

Interpretation: High scores indicate that the behaviours in the relevant categories are demonstrated/observed more than frequently. Scores lower than agree suggest that these

behaviours may not be demonstrated consistently or observed by the overall team.
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LEAD Alliance Health Check PAB Survey - September 2024

Governance %

PAB meetings are well run with agenda’s, actions and sufficient time available for discussion
PAB is future focused on risk and oppartunity

PAB is strategic and doesn’t drill into operational detail

Each participant’s commercial interests are respected

Each participant’s reputational interests are respected

PAB members connect with each other outside formal meetings

PAB members connect with the AMT outside of formal meetings

The PAB is stakeholder and community focused

PAB reporting is transparent and provides line of sight over performance

PAB members constructively deal with risks, problems and disputes

There are adequate controlsin place to safeguard against key risks

PAB provides constructive support and guidance to the AMT

PAM members spend time in field to provide visible leadership to the workforce around sa

People and safety is a high priori

Customers and community are at the forefront of all.decision
0-3 = Urgent Action | 3-4 = Improveament Nes Target

o 1 2 3 4 5

Strongly Disagree Neutral Agree Strongly

Disagree Agree

Interpretation: High scores indicate that the behaviours i evant categorles are demonstrated/observed more than frequently. Scores lower than agree suggest that these

behaviours may not be demonstrated consistently or obser: y the overall team.
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LEAD Alliance Health Check PAB Survey - September 2024

Alliance principles

Strongly
Agree

Agree 4 ———|

Neutral

Disagree 2 _— = & - —

Strongly

Disagree
Q1 Q2 Q3 Q4 Qs Q6 Q7 a8 Q9 Qio Qi1

9.8 Detailed breakdown of responses

The following table represents a breakdown of responses received based on a percentage split of all responses per
guestion — The mode is the response that occurred most frequently per question.

Average 4-5 = on target | Average 3-4 = improvement needed | Average 0-3 = urgent action needed
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9.9 Q1. Alliance principles

I ly | Weigh
o e [ [ [

We all win or lose together

We take shared responsibility for Alliance
outcomes

We work as a single integrated team within the
Alliance

All decisions by the PAB are “best for program”

There is a no-blame culture between
participants

Each participant provides full access to the
resources of its parent company

Development of the TOC is transparent, and
costs are open-book

The Alliance delivers innovative thinking

All participants are commitment to achieving
outstanding outcomes

All participants provide unconditionalisupport
from their senior management

There is open and honest communication
between participants

9.10 Q2. Governance

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

11.11%

0.00%

0.00%

0.00%

11.11%

11.11%

11.11%

11.11%

0.00%

11.11%

11.11%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

11.11%

0.00%

11.11%

22.22%

0.00%

44.44%

11.11%

33.33%

11.11%

77.78%

55.56%

55:56%

44.44%

66.67%

44.44%

33.33%

33.33%

55.56%

33.33%

66.67%

11.11%

33.33%

22.22%

44.44%

22.22%

22.22%

55.56%

11.11%

33.33%

33.33%

22.22%

3.89

4.11

3.89

4.22

4.11

3.78

4.33

3.33

4.22

4.00

4.11

| ly | Weigh
Survey Questions strongly Disagree Agree Strongly | Weighted
Disagree Agree Average

PAB meetings are well run with agenda’s,
actions and sufficient'timeavailable for
discussion

PAB is futurefocused on risk and opportunity

PAB is strategic and doesn’t drill into
operational/detail

Each participant’s commercial interests are
respected

Each participant’s reputational interests are
respected

PAB members connect with each other outside
formal meetings

PAB members connect with the AMT outside of
formal meetings

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

0.00%

11.11%

0.00%

11.11%

22.22%

22.22%

11.11%

44.44%

22.22%

33.33%

66.67%

77.78%

66.67%

66.67%

33.33%

44.44%

66.67%

22.22%

0.00%

11.11%

22.22%

22.22%

22.22%

4.67

4.11

3.78

3.89

4.11

3.78

3.78
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I ly | Weigh
e [

The PAB is stakeholder and community focused 0.00% 11.11%  0.00% 66.67% 22.22% 4.00

PAB reporting is transparent and provides line 0.00% 0.00% 11.11% 66.67% 22.22% 4.11
of sight over performance

PAB members constructively deal with risks, 0.00% 0.00% 11.11% 44.44% 44.44% 4.33
problems and disputes

There are adequate controls in place to 0.00% 0.00% 0.00% 66.67%< 33.33% 4.33
safeguard against key risks

PAB provides constructive support and 0.00% 0.00% 0.00% 88.89%. 11.11% 4.11
guidance to the AMT

PAM members spend time in field to provide 0.00% 0.00% 1 A1:11% 77.78%.. 11.11% 4.00
visible leadership to the workforce around

safety

People and safety is a high priority to the PAB 0.00% 0.00%  0.00% '»22.22% 77.78% 4.78
Customers and community are at the forefront 0.00% 11.11%" 2292% 66.67% 0.00% 3.56

of all decision making

9.11 What do you think we do well?

Good supportive culture focussed on project delivery
Now running to programme and cost.in a reliable way
Work together productively asa.PAB to make decisions
Address the critical issues:most of thetime

Get on the same page maost of the time

Make unanimous decisions relatively.easily

Change management well.controlled, strong focus on programme delivery. Constructive discussion at PAB,
good prep, all'turn up every time and fully engage, great chairing to strike a balance of open discussion and
drive to action.

We empower the' AMT to make decisions and to run the Alliance. We provide overview and perspective
Focus on budget and programme to correct historical issues.

Driving better performance across the Alliance - safety, completion time, cost v budget.

9.12 What does great look like in 12 months’ time?

A full programme of construction ready TOCs that have gone through pricing, design and consenting phases
on time and budget. Designs that are cost efficient and safe to construct. The alliance well-resourced and
equipped to deliver the increased construction workload. Alliance continuing to be welcome in the
communities we work in.

We have improved our delivery efficiency and have taken time and cost out

Time taken to price TOCs and get TOCs started have decreased. Risk is taken into the Alliance on projects at
50/50 as per the Alliance agreement

The alliance is strongly valued for its project performance and the contributions it makes to each organisation.
This value is understood at multiple levels within all participants
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All decisions are best for programme, not OP/NOP driven. Continued strong delivery in design and planning so
that TOCs are well-developed and in construction.

That the Alliance is running smoothly, efficiencies are being realised resulting in value for the OP and that the
NOP's are receiving a fair return. That the TOC's are being set in conjunction with the IE without any great
iteration.

Moving past the focus on budget and programme so we are delivering identifiable value for Kainga Ora

Much faster and more efficient delivery times, especially in the neighbourhood planning and approvals'phase

9.13 What do we need to focus on to achieve great?

Ensuring we don't become risk averse as an organisation and that we don't blindly followour own rules and
processes. Resourcing.

The detail of how the work is done to remove waste.

Leaner organisation and overheads reduced. Innovation in delivery and efficiency comes through

Improving preconstruction timelines and efficiency in particular

Demonstrating our value

Making what is important to the Kainga Ora clear

implement the forward-looking PAB agenda we discussed at BRS workshop, rather than remain fully reactive.

We need for the TOC delivery to be open, transparent and-honest. Both the Alliance and the IE need to be
realistic, learning from previous losses and wins.

Streamlined programme for precinct planning, joint/programme with CCOs, early contractor involvement in
designs

Time efficiency gains.

9.14 What specific improvements can we‘make at PAB level?

Improve focus on risks to success in 12-24 months. Probably quite heavy on the here and now still.

NOPs to drive client tobe better. At the moment it is only really Kainga Ora that is interested, everyone else
going with it. PAB is'generally working well however.

NOPS not staying silent on items that don’t apply to their home organisations during discussions

Having successfully.delivered on "back to basics" and after the more recent period of a structured and
controlled approach delivering consistency and reliability, we should determine and align on the next direction
to take the alliance to meet Kainga Ora's objectives.

Connection either side of PAB meetings to further improve the health and rigour of discussion at PAB.
That the Alliance team are pragmatic in their approach to setting TOC's
help challenge the norm, align home companies with aligned messaging.

Support the Daum initiative. Support the Kainga Ora members and their organisation.
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9.15 Alliance Management Team Survey Response Summary

There was a total of 6 out of 6 responses.

LEAD Alliance Health Check AMT Survey - September 2024

The AMT feels they receive support and guidance from the PAB

The AMT provides clarity of purpose and vision to the wider project team

The AMT role models Alliance principles and constructive behaviours

AMT members actively spend time mentoring each other as well as members of the project team
The AMT discussions facilitate innovation and solving of complex problems

AMT members speak positively of each other and staff and re-enforce what we are doing well
AMT reporting is transparent and provides line of sight over performance

AMT members provide honest, regular but supportive feedback to each other

AMT members actively re-enforce the Alliance values and behaviaurs to staff

AMT members help shape a sense of connection and belonging for staffon the Alliance

AMT members empower others and create an environment where people perform at their best
AMT members spend time in field to provide visible leadership to the workforce around safety

People and safety is a high prierity to the AMT

Customers and community are at the forefront of all decision making

0-3 = Urgent Action | 3-4 = Ifipioveinent Needed | 4-5=0nTarget 0 1 2 3 4 5
Strongly Disagree Neutral Agree Strongly
Disagree Agree

Interpretation: High scores indicate thatthe behaviours in the relevant categories are demonstrated/observed more than frequently. Scores lower than agree suggest that these

behaviours may not be demonstrated consistently or observed by the overall team.
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LEAD Alliance Health Check AMT Survey - September.2024
Strongly
Agree

Agree 4

Neutral 3 - - e

Disagree 2 "dy B 4 < O

Strongly

Disagree a1 Q2 Q3 o Qs Q6 Q7 Q8 Q9 Q10 Qi1 Q12 Qi3 Q14
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9.16 Detailed breakdown of responses

The following table represents a breakdown of responses received based on a percentage split of all responses per
qguestion — The mode is the response that occurred most frequently per question.

Average 4-5 = on target | Average 3-4 = improvement needed | Average 0-3 = urgent action needed

t I St I Weighted
Survey Questions S.rongy Disagree | Neutral | Agree ronsly clghte
Disagree Agree Average

The AMT feels they receive support and 0.00% 0.00% 0.00% 100.00% 0.00% 4.00
guidance from the PAB

The AMT provides clarity of purpose and 0.00% 0.00% 0.00% .» 50.00% 50.00% 4.50
vision to the wider project team

The AMT role models Alliance principles and 0.00% 0.00% 0:00%  50.00% 50.00% 4.50

constructive behaviours

AMT members actively spend time 0.00% 0.00% 16.67% .. 83:33% 0.00% 3.83
mentoring each other as well as members of
the project team

The AMT discussions facilitate innovation 0.00% 0.00% 0.00% 66.67% 33.33% 4.33
and solving of complex problems

AMT members speak positively of each 0.00% 0.00% 0.00%  66.67% 33.33% 4.33
other and staff and re-enforce what we are
doing well

AMT reporting is transparent and provides 0.00% 0.00% 16.67% 33.33% 50.00% 4.33
line of sight over performance

AMT members provide honest, regular but 0.00% 0.00% 16.67% 66.67% 16.67% 4.00
supportive feedback to each other

AMT members actively re-enforce the 0.00% 0.00% 16.67% 83.33% 0.00% 3.83
Alliance values and behaviours to staff

AMT members help shape a sense of 0.00% 0.00% 0.00%  83.33% 16.67% 4.17
connection and belonging for staffion the
Alliance

AMT members empower others and create 0.00% 0.00%  33.33% 50.00% 16.67% 3.83
an environmentwhere people perform at
their best

AMT members spend time in field to 0.00% 0.00% 0.00% 50.00% 50.00% 4.50
provide visible leadership to the workforce
around safety

People and safety is a high priority to the 0.00% 0.00% 0.00% 0.00% 100.00% 5.00
AMT
Customers and community are at the 0.00% 0.00% 33.33% 16.67% 50.00% 4.17

forefront of all decision making

9.17 What do you think we do well as an Alliance?

e We work collaboratively with our client to deliver enabled land as efficiently as possible.

e We have robust and transparent cost and programme reporting.
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We continuously look to improve our systems and processes.
Focus on Safety, people, community and client.
Drive best for project results

Collaboration between alliance and OIM team from Kainga Ora has come a huge distance, still more to work
on as always, but lots of improvement done here.

Focusing on key issues then smashing them out of the park, e.g. we put our minds to cost and programme for
a period of time and we sorted it, e.g. we focused on specific projects that had operational issues, and worked
with project teams to solve issues, those projects now doing exceptionally well.

Working hard - there is a huge amount of effort, blood, sweat and tears going into-this.place and delivering
this alliance.

Developing our teams members to get the best out of them, lots of success stories of people growing through
this alliance.

Collaboration

Culture

Industry knowledge and experience

We collaboratively work with Kainga Ora to solve complex problems.
We are inclusive and welcome all people working on the alliance.

Focus on priorities of delivery and hearing the'needs of the client so that we can deliver to it. Collaboration
has been great.

Active management of cost and programme.

9.18 What does great look likein 12 months’ time?

In 12 months, we are consistently.delivering'ahead of programme and under our TOC budgets.

We have succession plans in'place and individual development plans have been implemented.

PAB and AMT are fully aligned

Construction is rampingup and.the NOP's have resources, plant and equipment available to support the ramp
up

Everyoneiis living the Alliance principles

We are having fun

Our systems, processes, ways of working are finally all documented,

Things are easy for people to pick up and work through the project lifecycle

We havenew tools that are developed to help drive even greater best for project and high-performance
outcomes for project teams and high efficient outputs

Have clear management plans and processes in place that enable the teams to do their work.

Ensure that accountability for technical and quality Health-checks (D+C) is at the right level (Not AMT).
Reduce number of meetings (for everyone) — probably an outcome of the two items above.

Steady flow of work

We continue to hear from UDD that we are too expensive and take too long. We need to focus on how we
demonstrate that we are adding value for money so the client has confidence that the programme alliance is
the right model to deliver their large-scale projects.

More workload, business case approvals, pricing pack durations cut in half, stages on the shelf

Processes/policy are all in place and well established/understood by all. Ready for the next uptick in
construction workload and growth. Pain/gain neutral.
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9.19 What do we need to focus on to achieve great?

PAB alignment

Strong forward work programme to support growth and development

Delivering ahead of programme and under budget

Doing it right the first time - Quality

Succession planning and growth opportunities within the Alliance

Refining our systems and processes

Finish management plans and all the processes, guidelines, templates, etc. for. complete lifecycle

Look at working with project teams to see what sort of things "tools" we could develop to-help make their jobs
more efficient

Celebrating the wins with our teams, keep them engaged and enjoying working here.
Role Clarity

Improved forecasting of work (scope, programme and cost)

Change Management (LEAD and Kainga Ora)

Issues escalation

We are achieving ahead of programme, our pain‘position continues to stabilise. We are close to neutral in our
gain position.

All teams continue to upskill, provide best for programme decisions. Teams are fully aware of their roles and
the processes (introduced over the last 12 - 18 months) and they are able to transfer the knowledge to new
people as we increase in construction late 2025. Great:will be the systems doesn't slow or go backwards as
work increases.

Challenging the current process in place (great:that we have got to this point and can continuously improve)

All policy-based decisions agreed and processes finalised. Comprehensive roll out to project teams including
ongoing induction/training.

9.20 What specificimprovements can we make at AMT level?

Now that we are starting to get functioning SLT's below each AMT role we need to start getting the AMT to lift
up out of the weeds and into more of a management role. This can happen in some areas but still work in
progress in others.

Prioritising time ~to do this we need to ensure we have the right support around us in our teams, don't be
afraid of running out of work, we always have heaps on and stacks we never get to. bite the bullet and
complete our senior leadership teams, then work on coaching ourselves and for them, and impowering them.
Partially @ chicken and egg situation, but maybe need to buy some eggs to start the whole process in the right
direction:

Find ways to possibly enjoy working on the alliance/programme together and what we are actually achieving,
celebrate the wins, and take time out, some significant work has been done by us and all involved over the last
few years.

In the short term, consider bringing in additional support to the AMT to help with program-wide
improvements e.g., Management Plans, Processes and systems improvements. The AMT are busy trying to do
this while still needing to be across all of the operational work.

Identifying within each AMT functional area 1 or 2 additional roles/people that could really help over the next
6 to 12 months to help establish and develop processes and systems within their functional areas e.g. in
Design there are a number of outstanding processes, standards and guidelines that have not been rolled out
due to focusing on operational matters e.g. CAD Standard, LD Design Guideline, Design Health-check and
Verification Process etc.
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e Lifting out of the day-to-day operational aspects of the business and focusing on what will be needed when
construction increases late 2025.

e Decision making, challenging ourselves, the norm and the process

e Stop changing ideas on policy decisions to enable finalisation of processes. One example how much site
investigations should be complete prior to a pricing pack starting.
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9.21 Wider Project Team Survey Response Summary

There was a total of 16 out of 16 responses.

LEAD Alliance Health Check WPT Survey - September 2024

The Alliance has a clear sense of purpose

Customeris at the heart of all decisions we make

| am clear on what my authority is to make decisions

Staff are consulted on key decisions that impact on us

We are recruiting the right peaple for the right roles

| receive adequate training to undertake my role

| feel respected by my supervisor and colleagues

I receive regular feedback on what | am doing well and what | can improve
| am rewarded for delivering quality work

| am supported when | am learning and make mistakes

| have clear set of objectives

My objectives are challenging but achievable

There is alignment of objectives across the teams —we are working towards a commaon goal
| feel that the work | do makes a difference

| have autonomy and feel empowered

| receive regular communication fram the AMT

My supervisor is open and transparent

| have opportunities to provide feedbaek to mysupervisor

| feel my human rights are respected

Our Alliance values diversity and incldsion

We have transparent performance metrics as an Alliance

We regularly debrief as a team on our performance and how wecan improve collectively
Safety and well-being is a high priority

Levels of pressuregstress and@nxiety are high on the Alliance

Staff on the Alliance work as one team leavingtheir home organisations at the door

*

Staff collaborate acrossdifferent departments within the Alliance

0-3 = Urgent Action | 3-4 = Improvement Needed | 4-5=0nTarget 0 1 2 3 4 5
Strongly Disagree Neutral Agree Strongly
Disagree Agree

Interpretation: High scores indicate that the behaviours in the relevant categories are demonstrated/observed more than frequently. Scores lower than agree suggest that these
behaviours may not be demonstrated consistently or observed by the overall team.
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9.22 Detailed breakdown of responses

The following table represents a breakdown of responses received based on a percentage split of all responses per
qguestion — The mode is the response that occurred most frequently per question.

Average 4-5 = on target | Average 3-4 = improvement needed | Average 0-3 = urgent action needed

t I St ly | Weighted
Survey Questions S.rongy Disagree | Neutral | Agree sy clghte
Disagree Agree Average

The Alliance has a clear sense of purpose 0.00% 0.00% 0.00% 56.25% 43.75% 4.44
Customer is at the heart of all decisions we 0.00% 0.00% 12.50%. 62.50% 25.00% 4.13
make

| am clear on what my authority is to make 0.00% 0.00% 0.00%  75.00%. 25.00% 4.25
decisions

Staff are consulted on key decisions that impact 0.00% 6:25% 25.00% 56.25% 12.50% 3.75

on us

We are recruiting the right people for the right 0.00% 0.00% 25.00% 62.50% 12.50% 3.88

roles

| receive adequate training to undertake my 0.00% 0.00% 31.25% 43.75% 25.00% 3.94
role

| feel respected by my supervisor and 0:00% 0.00% 12.50% 31.25% 56.25% 4.44
colleagues

| receive regular feedback onwhat I'am doing 0.00% 6.25% 31.25% 25.00% 37.50% 3.94

well and what | can improve

I am rewarded for delivering quality work 0.00% 12.50% 12.50% 50.00% 25.00% 3.88
| am supportedawhen.l am learning and make 0.00% 0.00% 12.50% 50.00% 37.50% 4.25
mistakes

I have clear set of objectives 0.00% 6.67% 0.00%  40.00% 53.33% 4.40
My objectives are'challenging but achievable 0.00% 0.00% 12.50% 43.75% 43.75% 431
There is alignment of objectives across the 0.00% 18.75%  25.00% 43.75% 12.50% 3.50
teams —we are working towards a common

goal

| feel that the work | do makes a difference 0.00% 0.00% 6.25%  62.50% 31.25% 4.25
| have autonomy and feel empowered 0.00% 6.25% 0.00% 62.50% 31.25% 4.19

| receive regular communication from the AMT 0.00% 0.00% 18.75% 31.25% 50.00% 4.31
My supervisor is open and transparent 0.00% 0.00% 0.00% 37.50% 62.50% 4.63

| have opportunities to provide feedback to my 0.00% 0.00% 0.00% 56.25% 43.75% 4.44

supervisor
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St | St | Weighted
Survey Questions . Disagree | Neutral | Agree ronsly elghte
Disagree Agree Average

| feel my human rights are respected 0.00% 0.00% 6.25% 37.50% 56.25% 4.50
Our Alliance values diversity and inclusion 0.00% 0.00% 18.75% 25.00% 56.25% 4.38
We have transparent performance metrics as 0.00% 6.25% 0.00% 68.75% 25.00% 4.13
an Alliance

We regularly debrief as a team on our 0.00% 6.25% 25.00% 50.00% 18.75% 3.81
performance and how we can improve

collectively

Safety and well-being is a high priority 0.00% 0.00% 6.25% » 37.50% 56.25% 4.50
Levels of pressure, stress and anxiety are high 6.67% 13.33% ©40.00% 33.33%» 6.67% 3.20

on the Alliance

Staff on the Alliance work as one team leaving 0.00% 18.75%  18:75% 50.00% 12.50% 3.56

their home organisations at the door

Staff collaborate across different departments 0.00% 6.25% 0.00% 81.25% 12.50% 4.00
within the Alliance
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9.23 What do you think we do well as an Alliance?

Solve problems / issues that arise quickly and efficiently. Apply consistent approach across the programme of
works. Continuous improvement and learnings applied.

Project teams including OIM teams are much better integrated now - a lot better one team approach

Have built a good base data system that is beneficial for the Alliance and Kainga Ora - further development for
wider teams can now be looked at

LEADA provides opportunity for upskilling, training and personal development

We adapt to change very well in order to keep up with new processes. We build.a good end product
Collaboration

Focus on outcomes and strive for high performance

Construction side seem to work well, but design side still seems very fragmented and disjointed,
Hmmmm - will have to think about that!!!

Learning from our mistakes and getting better at following agreed processes.

Awareness around roles and responsibilities has improved'since I'started:

Operational focused AMT and their increasing involvement in day-to-day tasks.

Streamlining of resources and getting Kainga Ora-along with us on the journey."

The Alliance are ever evolving, which means every new project evolves to do better, learn from lessons and
introduce them to how we operate, deliver.and close out key.infrastructure works by working closely with a
wide variety of internal and external stakeholders - with-an outcome to fast past BAU within normal contract
work while at the same time managing and sharing High risks successfully.

It is pleasing to see that the alliance hasshifted.to a new level over the past 2 years. We now collectively try to
solve problems rather than individually causing mass confusion in the teams. The AMT is aligned, and this
shows with a consistent focus the direction of the alliance.

While we still have pockets of people within the alliance that appear to be detractors, for the most part there
is a great sense of comradery and gétting along and getting things done collaboratively.

Manage the disruption.and change in a high-density urban environment well. Produce good value and
proficiency to the client.

Taking lessons.learnt and making improvements to process/es

Both Design and Construction teams working together to find a value engineering solution for a problem
and/or working towards delivering a common goal.

D&C Collaboration. Client interactions and collaboration have also increased which means expectations are
more likely'to be met. We provide a mechanism where all teams collaborate to achieve the best outcome.

Collaboration and communication within the teams appears to be very good. There are some very robust
systems in place to assist the delivering of the designs however they do add their own complexities and delays
to moving the design forward smoothly.

9.24 What does great look like in 12 months’ time?

Building further efficiency into projects through delivering projects quicker and for less. Better alignment with
Kainga Ora.

Clear processes and expectations across lifecycle of the project to help speed up deliverables and avoid
confusion & frustration between all parties

To me personally for the developments | oversee, great in 12 months' time will be quantified by residents
enjoying the upgrades undertaken in their communities.
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Fast tracking RC and detailed design to get construction teams going in the third quarter of 2025 on multiple
new TOCs

Excellence across all KPIs, full pipeline, excellent systems and processes, strong collaborative relationships
with Kainga Ora

jobs in gain and a strong pipeline of work with an increased team of experienced staff to deliver
On target with TOCs approved and actual work been undertaken.

Understanding what processes are actually complicating and delaying the delivery of superlots and remove
those elements that are causing delays and frustrations

Everyone knowing what to do right from project initiation to project closeout

Teams being aware of their responsibilities and delivering to timelines committed. in the program
People taking pride in the work we are delivering

Every team making an effort to optimise and deliver works efficiently.

Clear direction from Kainga Ora to scope/deliverables and alignment within all departments to have one goal
which is not side tracked by difference in opinions or preference:. This goes without saying have available
funding to continue with success established to date - butiit will be challenging due to the drop of workload
and having key staff members and skills leaving due to no work. Over the next 12months a culture of
accountability and responsibility within Kainga Ora.teams and LEADA design teams could drive better
outcomes to deliverables and the urge to do better and faster while.CCOs support the programme with
resources assign to just look after the programme = which in effect could support better Government financial
management within Government entities.

The alliance will have a consistent pipeline of work to enable our NOPs to be proactive with our resourcing
needs, our systems and processes will be well definedand streamlined, people working within the alliance will
be developing and doing meaningful work and the client and communities will see successful outcomes.

Continue to improve communicated processes:
Capturing and managing.change effectively in terms of cost and programme.
Delivering more than 80% of Projects/Programs on or earlier than agreed completion dates.

Increase of workload with a continued focus on cost, programme, and quality as the scale increases. This will
require maintaining and attracting the right people when things pick up.

Delivering quality designs«consistently ahead of schedule with minimal to no scope changes/creep.

9.25 What do we need to focus on to achieve great?

Relationship‘with Kainga Ora, building trust. Commercial model can hinder efficiency. Kainga Ora always
needing tension on the Alliance works can lead to longer programme.

Defining processes and understanding of who is responsible, who Health-checks and approves - and at what
point along the process people need to be involved, both LEAD and Kainga Ora

LEADA should continue to focus, and continue being proud, that this partnership with Kainga Ora is not based
on transactional interactions but on a shared vision to help rebuild social housing across Auckland.

Focus on not changing things so often. find a process, roll it out, and stick to it.
Embodying alliance principles
cost and programme efficiencies

Need great clarity on design process and process to work to so it does not slow us down. Get a sense that they
don’t work as a unit and still very home company centric.

Agreeing on scope of Projects / DTOCs and TOCs that are realistic and achievable, at the beginning of the
process - enabling success of the Alliance

Clarifying our requirements and processes required to deliver.
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Releasing bottle neck signoffs created due to lack of trust.

Allowing more freedom to discipline deliverable teams and reducing the amount of project management
effort.

Better communication frameworks to align expectations between various teams.
Clarity around team development, future workload and performance indicators
Be clear on Scope/Deliverables

Funding

Support and back the Alliance model and help grow the mindset within Key senior leaders in Kainga Ora to
understand the benefits the Alliance offer to the organisation, not just now but how the tables could turn and
public perception to the organisation changed within 10years time from now

LEADA could improve on the Quality workmanship offered and continue sharing innovative thinking to do
better, or add more value to deliverables for the organization and Tax payer

It still feels there are teams/people within Kainga Ora that are still not.on board with the alliance model — and
if this doesn’t change then achieving the above in 12 months’time will be difficult. The alliance also needs to
set up some fundamental ways of working that aligns with PAB and client expectations — sometimes the PAB
drop work on teams without understanding the level of work involved and it impacts delivery, similarly our
teams also need to be confident in pushing back.

Align between Client/IE/LEAD. Including impacts‘of Daum & co.
collaboration and coordination

The Design and Construction teams are aligned on programs within the alliance, but we need more clarity on
third party (for example Council, Watercare, etc.) processing timeframes.

The commercial model can be a barrier to'efficient.delivery, need to ensure that we find the right balance
between following process butialso having the‘'mechanism to fast track certain projects without commercial
complexity if the risk is low.

Improving the speed atwhich we Health-check/ make decisions at all levels. There appears to a significant
number of meetings neededto make a decision.

It would be good to have a session to'focus on the elements of the design/Health-check process that take up a
significant amount of time so that we look at how we can help to make them more efficient.

9.26 What specific improvements can we make in terms of our Alliance Culture?

Building more trust between Kainga Ora and LEAD. Working together more often. Still a disconnect between
Kainga Ora development teams and the Alliance.

Still some'training required for all especially Kainga Ora on the alliance commercial model - better
understanding needed.

Woking with different disciplines | have experienced that it is often asked of people to go above and beyond.
To keep programme on track and in the desired direction is the goal, however when going above and beyond
becomes an established practice processes and defined responsibilities can get lost and team morale can
drop.

Get to know each other a bit better. maybe start up the cultural catch ups like we used to do where each
person in the team would do a small presentation on themselves and where they are from etc.

More stand up team meets
Better gender representation

nothing the culture is great with the core team we have now, but as we gear up in the coming year new
people may need something new

Hard to keep the culture with current staff decrease and changes.
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Develop greater trust between Kainga Ora and LEAD that will hopefully in the near future expedite decision
making processes

Avoiding the band-aid approach to every project issue - using same process as far as possible

Getting better understanding of alliance framework in the sense that NOPs are not consultant to Kainga Ora
but a part of the alliance team.

Recognition of progress on a regular basis

Home company support to provide or assist in obtaining quality resources and ensure salaries align with
outputs and expectation to be industry leading

Clear career pathways and progression plans - but it could only come with the future workload clearly
identified

Performance manage or replace of Key leaders/decision makers assign to the Alliance or'working on Alliance
LSPs who is not supportive of the Alliance model which steers efficient deliver off track

The NOPs, Kainga Ora PAB and the alliance all need to clear on what the alliance.does and doesn’t do and stick
with it. There is so much unnecessary backwards and forwards, black/white/grey areas, opinions vs direction
vs instruction. Where this exists then a way to move forward should be followed — | feel the alliance is more
mature now and has a stable AGM/AMT who are able to'steer the ship with'minimal interference.

Some people on and within the alliance do not always work.in a way that displays taking their home company
hat off —and when this is role modelled from the.PAB it suggests that others can behave in the same way.

The alliance is being asked to deliver to a strict budget but still expected to be an attractive place to work.
NOPs need to be able to sell working on the alliance if they are expected to provide resource — more thought
and recognition should be put into how:this works and.what can be done, and that some of the basics to
attract and retain need to continue —=there is always careful consideration to budgets and that should be
acknowledged that we are not being frivolous.

More trust from the client.

More support for new staff learning the ropes.

More promoting the no blame culture and ensuring accountability

More interactive sessions / workshops between Design, Construction and Programme delivery teams.

Culture is okay. Longer term we need to think about retaining and attracting good staff, particularly within the
alliance. Historically, things like professional development (training) have generally been pushed back to home
company, or only delivered to AMT. If we ingrain this into the alliance down 1-2 levels from AMT, this will help
make it a more attractive place to work. Also, things like guest speakers on topics is another great idea. It's
creating an environment where professional development and growth are seen as a benefit and part of the
alliance culture.

Health-check some of the processes to make them more efficient and remove some of the duplication. We
could also look at making sure options are addressed as early as possible to minimise the impact to
programme.
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