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Appendix D: Site Assessment Reports 
Site Assessment Reports: 

 

Mount Eden Corrections FacilitySite Assessment Report Summaries

The Mount Eden Corrections Facility (ME) is in central Auckland, at 1 Lauder Road, Mount Eden. It is situated within an industrial area, directly west of State Highway 

1 and south of the western train line extending from Newmarket. The historic building has been dormant since 2011 when the modern accommodation buildings 

took over as the primary prison.

Key Findings

Water Asset Risk Description Resultant Risk

Po
ta

bl
e/

fir
ef

ig
ht

in
g Source Very High Due to Supply 1 & 2 Medium

Critical Spares Very High Asset(s) do not exist at this site Low

Storage High Due to W01 Timber Reservoir Low

Reticulation - Pipes High Due to Ring Main Low

Reticulation - Pump Station High Due to 004 Pump Station Medium

Quality High Due to supply Low

W
as

te

Reticulation - Pipes High Due to Vitrified Clay pipes Medium

Reticulation - Pump Stations High Due to Pump Stations Low

Disposal Very High Due to Vitrified Clay pipes Medium

St
or

m

Reticulation – Pipes Medium Due to Pipes and overflows from wastewater system Low

Reticulation – Pump Stations Medium Due to 052 Stormwater Pump House Low

Disposal Very High Due to Soak puts Low

Storage High Due to Rainwater Tank 1 Low

Summary: A total of 29 affected assets have been assessed with 27 high and medium 

Urgency assets requiring action within a 4 year timeframe at a estimated total cost of 

 

Potable Water/firefighting: The condition of the water reticulation network is largely 

unknown due to outstanding investigations, however based on the age and material of 

the majority of the network we would anticipate it to be generally in good condition. 

The pipelines supplying site, reservoir and flow meters have visible surface/structural 

damage. The booster pumps have a number of faults, and are undersized which means 

they cannot sustain required pressures for long periods. There are  

Wastewater: The condition of the wastewater reticulation network is largely unknown 

due to outstanding investigations, however based on the age and material of the 

majority of the network we would anticipate it to be generally in good condition. VC 

pipelines in the vicinity of the rock has visible structural damage and block frequently. 

The pump stations have a number of significant operational/structural failures which is 

evident via a high fault history (50 faults from 2019-2022). Storage onsite at the pump 

stations is insufficient for pump failure in line with industry best practice. 

Stormwater:. The condition of the stormwater reticulation network is largely unknown 

due to outstanding investigations, however based on limited CCTV there are some 

concerns around structural pipeline defects such as circumferential cracking and 

longitudinal cracking. Further investigations are needed to ascertain the extent of this 

across the prison. Maintenance and remediation is needed throughout. The rainwater 

tanks used onsite are in very poor condition and are leaking. The onsite treatment 

devices are in good condition.

Data Confidence: There is a low level of confidence across the three water assets due 

to accessibility and availability on asset conditions.

Categorised Figures

Category Affected 
Assets % Assets Total Cost % Cost

U
rg

en
cy

High 21 72.41%

Medium 6 20.69%

Low 2 6.90%

Ri
sk

 C
at

eg
or

y

Reticulation 9 37.50%

Storage 4 16.67%

Supply 3 12.50%

Pump Station 8 33.33%

Treatment 0 0.00%
Po

te
nt

ia
l C

on
se

qu
en

ce

Infrastructure Failure 14 48.28%

Resilience 5 17.24%

LOS 1 3.45%

Non-compliance 2 6.90%

SAR Water Safety 3 10.34%

SAR Asset Management 2 6.90%

Work-related safety 2 6.90%

Public safety 0 0.00%

Water safety 0 0.00%

Asset Management 0 0.00%

Water safety - Personnel 0 0.00%

Asset Management -
Personnel 0 0.00%

Programme 
Management 0 0.00%

Resilience Strategy 0 0.00%

Co
m

pl
ex

ity High 2 6.90%

Medium 12 41.38%

Low 15 51.72%
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Arohata PrisonSite Assessment Report Summaries

The Arohata Prison (AP) is located on the southern fringe of Tawa in Wellington City at 1 Main Road. It is on a hill facing north. It is adjacent to the municipal 3 

Waters networks on its northern side. Built in 1944, it was initially a woman’s youth detention centre before becoming a youth prison in 1981 and a woman’s 

prison in 1987. The prison caters to 88 female inmates in maximum occupancy with minimum to high security status.

Water Asset Risk Description Resultant Risk

Po
ta

bl
e/

fir
ef

ig
ht

in
g Source Very High Asset(s) do not exist at this site Low

Storage High Due to security at storage tanks at 45R Low

Reticulation - Pipes High Due to Main supply from 46N to 46V Low

Reticulation – Pump Station Very High Due to Booster pump in building 04B – LoS not met Low

Fire Fighting - Pipes Medium Due to Booster pumps in building 04B Medium

Fire Fighting - Pump Station Very High Due to fire pump at self-care facility Low

W
as

te

Reticulation - Pipes High Low

Reticulation - Pump Stations Very High Due to pumpstation at self-care facility Low

Treatment Medium Due to grease trap Medium

St
or

m

Reticulation - Pipes Medium Due to RC pipes Low

Key Findings

Summary: A total of 23 affected assets have been assessed requiring action within a 4 

year timeframe at an estimated total cost of  

Potable Water/firefighting: The condition of the water reticulation network is largely 

unknown due to outstanding investigations. Based on the age and material, we would 

anticipate 33% of the network to be generally in good condition. However, the supply 

pipeline to the site is in very poor condition and the CLS ring main is likely to be in poor 

condition based on its age (80+ years). The fire water storage for the Self Care facility 

may be insufficient for required flows, and the associated fire pump is in moderate 

condition with visible signs of surface damage. The  booster pumps for the main prison 

facilities are in good condition. There are  

 

Wastewater: Condition of the wastewater gravity network is largely unknown as 

investigations are ongoing. CCTV that was available at the time indicated significant 

structural and root intrusion on the EW pipelines which discharge to the council system. 

For the remainder of the reticulation system inspected there was generally no major 

faults but did indicate regular flushing and cleaning needs to occur. The Self Care pump 

station has significant structural damage and operational concerns.

Stormwater: Condition of the stormwater network is largely unknown as investigations 

are ongoing. However, available CCTV data  did not indicate major faults or blockages. 

Risks identified include reports of surface flooding at the toe of the retaining wall to the 

west of the site and three outfall structures in the infiltration zone, which could not be 

found. Further hydraulic, seismic and geotechnical assessments are recommended.

Data Confidence: There is a moderate level of data confidence across the three water 

assets due to ongoing condition assessments and unavailability of asset records.

Categorised Figures

Category Affected 
Assets % Assets Total Cost % Cost

U
rg

en
cy

High 12 52.17%

Medium 11 47.83%

Low 0 0.00%

Ri
sk

 C
at

eg
or

y

Reticulation 13 56.52%

Storage 6 26.09%

Supply 2 8.70%

Pump Station 2 8.70%

Treatment 0 0.00%

Po
te

nt
ia

l C
on

se
qu

en
ce

Infrastructure Failure 11 47.83%

Resilience 4 17.39%

LOS 2 8.70%

Non-compliance 0 0.00%

SAR Water Safety 4 17.39%

SAR Asset Management 0 0.00%

Work-related safety 2 8.70%

Public safety 0 0.00%

Water safety 0 0.00%

Asset Management 0 0.00%

Water safety - Personnel 0 0.00%

Asset Management -
Personnel 0 0.00%

Programme 
Management 0 0.00%

Resilience Strategy 0 0.00%

Co
m

pl
ex

ity

High 1 4.35%

Medium 4 17.39%

Low 18 78.26%
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Appendix E: Investment Logic Map 
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Appendix F: Level of Service Requirements 
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Glossary 

Annual Exceedance 

Probability  

The annual exceedance probability (AEP) is the inverse of 

the return period for a rainfall event. For example, for a 

two-year return period the exceedance probability in any 

given year is one over two = 0.5, or 50 percent.  

Average Recurrence Interval  The average recurrence interval (ARI) is the average time 

between floods or rainfall of a certain size and duration. For 

example, a 100-year ARI flow will occur on average once 

every 100 years.  

Emergency Level Disruption  A shock event such that the emergency level operations are 

implemented with an initial minimum level of service for 

the 3 Waters to maintain life sustaining functions. The BCP 

for each prison would define emergency level operations to 

return the site as rapidly as possible to minimum operating 

requirements.  

Minimum Operating 

Requirements  

The minimum operating requirements for 3 Waters:  

• is the level of service for a prison to operate prior to 

moving to emergency response (and BCPs).  

• encompasses the minimum daily operation of the 

site, including drinking water, hygiene and cooking 

services, and essential water use activities as 

identified within the National CEO, Regional and Site 

level BCPs (site specific).  

• will need to be sustained for a duration (this may be 

site specific or depend on the event).  

Security  In the context of 3 Waters Infrastructure, security refers to 

protection of the 3 Waters assets from outside influences, 

such as vandalism, to maintain a continuity of service.  

Substantiated Complaint  a complaint determined to be factual, based on an 

investigation of events where all reasonable steps have 

been taken to assess its origin  
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Te Mana o te Wai  A concept that refers to the fundamental importance of 

water and recognises that protecting the health of 

freshwater protects the health and well-being of the wider 

environment. Te Mana o te Wai is about restoring and 

preserving the balance between the water, the wider 

environment, and the community. See the National Policy 

Statement for Freshwater Management 2020 for the full 

definition including the 6 principles of Te Mana o te Wai.  
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1 Introduction 

1.1 Scope of this document 

Currently the Department of Corrections (Corrections) does not have an overarching document that 

defines the expectations and performance requirements for their 3 Waters infrastructure. This 

document provides a draft Levels of Service (LoS) framework for 3 Waters at prison sites to address 

this and provide a consistent direction for future works. This draft document is to be agreed in 

principle by Corrections and evolve over time.  

The development of the draft LoS framework forms part of the Corrections 3 Waters Programme 

Business Case (PBC) Tranche 1 works to establish the foundations for the ongoing forward works 

programme.  

1.2 Use of this document 

Reference shall be made to this document for:  

• Asset management and planning (both CAPEX and OPEX)  

• Designing and/or constructing new builds or renewal/upgrading existing infrastructure  

• Preparation of annual performance monitoring reports.  

This document should be read in conjunction with Corrections Resilience Plan, Business Continuity 

Plans (national, regional and site specific), Corrections Quality and Environmental Management 

Systems, and Business Impact Assessments for the appliable site(s).  

In the event of a conflict or ambiguity between these documents, this LoS document shall take 

precedence. 

1.3 Why develop levels of service? 

Levels of Service (LoS), for any organisation, form the foundation of decision-making processes 

related to development and management of assets and services, and for ongoing benchmarking and 

performance measurement. In the context of the 3 Waters, the LoS would be used to define the 

asset’s performance targets as they relate to reliability, quantity, quality, compliance, and 

responsiveness. They are also used to establish health and safety targets whether for personal 

wellbeing or environmental protection at each site or beyond the boundary.  

The LoS framework includes strategic measures that define what the customer using the 3 Waters 

service will receive (for example minimum pressure at the tap) and technical measures that 
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Corrections will adopt to ensure that the customer levels of service will be achieved (for example % 

of assets with a condition rating). For Corrections, the customer would be Our People, being people 

in our care, staff, Contractors, and visitors.  

The LoS framework includes targets for each performance measure. These targets are linked to the 

programme of infrastructure capital expenditure and operational changes. Any variance between 

the performance of existing 3 Waters infrastructure and the targets established can be used to 

identify areas of additional focus or re-prioritisation of the Corrections CAPEX and OPEX 

programmes. 

2 Development 

Resilience describes the capacity of a system to resist, absorb, recover from, and adapt to shocks 

and stresses (resilience disruptors) to a set level of service, within a timeframe that is tolerable from  

The structure and the content of the LoS framework have been developed to align, where 

practicable, with the following:  

• Corrections Programme Business Case Investment Logic Map (PBC ILM)  

• Corrections existing processes/documentation (i.e. draft LoS framework, BCP’s and BIA’s)  

• Processes of Local Government authorities  

• Process of other New Zealand government departments  

• Existing and projected New Zealand legislative requirements  

The sections below describe the basis behind the development of the LoS framework.  

2.1 Structure 

The 3 Waters LoS structure is aligned to an approach whereby the LoS can be established and 

presented in a concise manner, with goals, objectives and performance measure targets clearly 

defined.  

The adopted LoS structure (as presented in Appendix A) is aligned to the overarching Programme 

Business Case Investment Logic Map (PBC ILM) benefits, other Local government authority 

examples and to be consistent with projected New Zealand legislative requirements (refer Section 

2.3).  

The structure has three categories as follows (with the relevant PBC ILM benefits):  

1) Safe and Healthy Waters (Improved safety and wellbeing of people in our care, staff and 

public)  
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2) Respectful of the Environment (Improved reputation and relationships)  

3) Resilient 3 Waters Infrastructure (Improved service reliability)  

Under each category, service goals are defined, with specific service objectives, performance 

measures and targets. In this manner, baseline requirements can be established, Corrections can 

monitor progress towards achieving the targeted outcomes, and strategies put in place to rectify 

any gaps. 

2.2 Alignment with local government 

Most Corrections prison estates are serviced by third party suppliers for water supply and 

wastewater treatment and disposal. As such, elements of the LoS for Corrections 3 Waters services 

need to align with each provider.  

A review has been completed of the municipalities that Corrections hold third party agreements 

with to look at the structure of their 3 Waters LoS frameworks. In particular, the 3 Waters LoS 

frameworks of Watercare Services Ltd, Wellington Water and Christchurch City Council have been 

referred to in the development of the Corrections LoS tables. It is expected that these entities will 

play a significant part in the forthcoming 3 Waters services reform process and will influence the 

establishment of future guidelines and performance practices.  

It should be noted that the 3 Waters LoS frameworks for Local Government entities reflect their 

compliance requirements and Corrections, as an agency being serviced by local authorities, does 

not need to achieve the same level of compliance. As such the comparison is for potential future 

alignment only.     

2.3 Alignment with current and projected legislation 

Elements of the LoS for Corrections 3 Waters services need to align with governing legislation of the 

day and with potential changes in the governance framework. As such the requirements of current 

and projected future legislation has been reviewed and incorporated including: 

• The Department of Internal Affairs (DIA) established non-financial mandatory performance 

measures for Local Government service providers for water supply, wastewater, and 

stormwater. While Corrections does not generally constitute a service provider on all sites, 

these performance measures are still relevant and have been incorporated within the 

Corrections LoS tables, 

• Ministry of Health, “New Zealand Drinking Water Standards (2018)”: definition of the 

current level of treatment and protection measures required for potable drinking water 

supplies, 
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• Minister for the Environment, “National Policy Statement for Freshwater Management 2020 

(NPSFM)”, 

• Water Services Act 2021  

• Ministry of Business, Innovation and Employment, “New Zealand Building Code Clause E1 

Surface Water (2020)”: definition of management of stormwater on site for structures. 

As a 3 Waters services provider, Corrections is required to give effect to Te Mana o te Wai, a 

concept introduced under the National Policy Statement for Freshwater Management 2020 

(NPSFM) and the Water Services Act. The concept of Te Mana o te Wai recognises the vital 

importance of water. Te Mana o te Wai imposes a hierarchy of obligations; to prioritise the health 

and well-being of water first, before the health needs of people (such as drinking water) and before 

providing for the social, economic and cultural well-being of people and communities. Giving effect 

to Te mana o te Wai will require more efficient use of our drinking water and will influence how we 

treat our 3 Waters (drinking water, stormwater, wastewater), and their extraction, discharges, and 

interactions with waterbodies.  

2.4 Alignment with Corrections existing processes and consultation with 

the business 

The Corrections operating environment differs from what would be expected within a municipality. 

The LoS framework therefore needs to be adapted to fit specific requirements, particularly with 

respect to security and managing people in our care. The asset and facility management contracts 

and BCP’s for the sites have been used to inform the service objectives and define measurable 

values for performance. 

As of May 2021, a parallel workstream is occurring looking at the Levels of Service Framework 

across the entire estate (focussed on prison buildings and services). The proposed 3 Waters LoS 

structure is to align this overarching approach being completed. The 3 Waters services have been 

identified as a support activity within the overarching Estate LoS framework. This means that 

although they do not directly influence all the outcomes of Hōkai Rangi, achieving the target LoS 

across 3 Waters services will enable Corrections to direct more time and effort towards those goals. 

Continuity of 3 Waters services does have a direct influence on maintaining the wellbeing of Our 

People as an outcome of Hōkai Rangi and therefore performance measures for resilient 

infrastructure have been defined. 

 

 

1 The Water Services Bill passed into law as the Water Services Act in November 2021. Taumata Arowai became the water services 
regulator in November 2021. Taumata Arowai have released documents for public consultation to help inform the regulatory 
approach under the Water Services Act. These have not been reviewed as part of this framework, due to timing around their date of 
release. Changes to governance structures and adjustments to performance expectations may evolve from this process. 
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We have provided a table in Appendix B that directly compares the 3 Waters LoS framework with 

the service objectives for the balance of the estate. Workshops were held between the Estate LoS 

Framework and the LoS for 3 Waters development teams in May 2021.There is close alignment 

between the two approaches and no additional performance measures in the 3 Waters LoS were 

deemed necessary. 

The draft LoS framework for 3 Waters has been developed through engagement with key staff and 

decisionmakers within Corrections. Workshops have been conducted to present and discuss the 

draft LoS service objectives and performance measures. These workshops have included 

representatives from Corrections Strategic Asset Management, AM/FM, Custodial and Delivery 

teams. The structure and approach were presented and agreed in a workshop on 9 March 2021. 

This was followed by a workshop on 15 April 2021 to discuss and modify the service objectives and 

performance measures, with additional review in workshops on 10/11 May 2021 and 17 June 2021. 

The views and comments of all parties, along with those of industry experts, have subsequently 

been incorporated within this documentation. The initial timeframes for the provision or 

restoration of services in the LoS have been aligned, where applicable, with the Ara Poutama 

Aotearoa Prioritised Business Functions as drafted in May 2021, and as presented in Appendix C, 

and the 3 Waters PBC.   
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3 Levels of service statements 

The proposed LoS framework for 3 Waters is presented in Appendix A Levels of service framework 
table in line with the development process described above. The intent is that these LoS service 

objectives and performance measures be taken forward for all Corrections 3 Waters infrastructure. 

Below is an overview of the three LoS categories for 3 Waters and their associated service goals. 

Refer to Appendix A Levels of service framework table for the performance measures under each 

service goal. 

Some performance measures have an additional annotation as being Legislative or Enabling. These 

can be described as: 
• Legislative Measures:  as in Section 2.3, driven by Central Government these measures are

either DIA non-financial performance measures or requirements under New Zealand

legislation. Inclusion provides alignment with local government authority service providers

and establishes minimum set requirements for services for each of the 3 Waters.

• Enabling Measures:  although not traditional levels of service these performance measures

provide a stepping stone to realising another. They have been included to encourage

process and cultural change. Once completed or entrained into Corrections way of working,

these performance measures could be modified or removed from the LoS framework.

3.1 Safe and healthy waters 

Safe and Healthy Waters aligns primarily with the health and wellbeing of Our People (generally 

defined as people in our care, staff, and visitors) and the environment. The service goals are: 

1) We provide water that is safe to drink,

2) We operate and manage assets that are safe for Our People,

3) We provide sufficient water supply, and

4) We minimise public health risks associated with wastewater and stormwater.

3.2 Respectful of the environment 

The provision of 3 Waters services will have an impact on the environment whether it be on the 

abstraction, treatment and supply of water, the treatment and disposal of both wastewater and 

stormwater, and the overarching operation and maintenance of the networks. The service goals 

aligned to being respectful of the environment include: 

1) We improve the efficiency of our water use,

2) We apply the principles of Te Mana o te Wai in our 3 water services,
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3) We minimise the impact of stormwater discharges on people's lives and proactively plan for

the impacts of climate change, and

4) We minimise the impact of our services on the natural environment2.

3.3 Resilient 3 Waters Infrastructure 

The Levels of Service for resilient 3 Waters infrastructure have been developed to align with the 

draft Corrections Resilience Framework. There are specific LoS performance measures established 

to progressively assess and then address limitation of the existing prison 3 Waters infrastructure 

while defining the targets for future works. The service goals for resilient 3 Waters infrastructure 

are: 

1) We provide 3 Water services that are resilient to shocks and stresses,

2) We provide reliable 3 Waters services to Our People, and

3) We improve our asset management planning.

Under the Service Goal of “We provide 3 Water services that are resilient to shocks and stresses” 

there are two event categories nominated being: 

• Emergency Level Disruptions, and

• Minimum Operating Requirements.

The definition of these two event categories and their implication for each prison are outlined in the 

Resilience Framework and as such should be read in conjunction with this document. While 

provisions required for an Emergency Level Disruption across prisons are comparable, the Minimum 

Operating Requirements are site specific. For example, having secured provisions for water supply 

to meet animal welfare needs in the context of sites that have working farms as opposed to those 

without.   

A draft table of minimum operation requirement parameters by operational area has been provided 

in Appendix D to support discussions at a prison level to develop the Minimum Operating 

Requirements. This will be subject to review following the vulnerability assessment of each site in 

future interventions.  

2 This Service Goal directly relates to the consideration of the 3 Waters Services and how they perform against target carbon emission 
standards and operational / energy efficiencies 
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4 Future direction 

The LoS framework is a living document. The tables contained in Appendix A set out the 

performance measures for Corrections 3 Waters infrastructure. However, there are set parameters 

and figures that have yet to be defined due to site specific requirements or refined based on 

application within the prison environment.  

The next stages required to finalise the LoS tables include the following: 

• Resilience and Vulnerability assessment: (Intervention 18-Resilience) for each prison assess

critical assets on site, their vulnerability to natural hazards and capacity for meeting

minimum performance requirements. Assessment to be completed in conjunction with the

Deputy National Commissioner office to ensure consistency of approach,

• Flows and Loads Assessment: (Interventions 40-Water Balances and 54-System Capacity)

considering the current operations at each of the prison sites to document water use

(potable water and wastewater flow measurement) and the minimum operating

requirements,

• Legislative requirements: review of the LoS Framework tables once the current draft

legislative requirements have been defined, particularly with respect to finalising of the

Water Services Bill and Drinking Water Standards,

• Impact Assessment: to review current performance of each site against the draft LoS, and

assess the implications/impact of LoS including alignment with 3 Water PBC (Intervention:

31b-Develop levels of service), and

• Review for alignment with the Levels of Service Framework across the entire Corrections

estate.

As an interim measure, the LoS tables in Appendix A should be issued as a draft document to 

provide guidance for future designs, to inform discussions on targets within each prison site, trial 

the function of the LoS framework and Corrections ability to measure and report on the LoS.   

Once finalised as a first issue, the LoS will require on-going review. We recommend as a minimum: 

• Review of annual performance per site against performance measures,

• Monitoring of legislative or third-party provider changes that may impact network

operations and review/modify the LoS accordingly, and

• Review of LoS every three (3) years, including any associated changes to future site

management practices.
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Appendix C Prioritised business functions 

The below diagram is from the Department of Corrections CEO Continuity Plan, Page 19, Appendix 2 – Prioritised Functions’, 21 August 2020 
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Appendix G: Three Waters Risk Framework  
To understand the risk profile across prison sites a 3 Water Risk assessment Framework has been 
developed by Corrections. Secondly, for the Drinking Water Safety Plan a separate risk framework has been 
developed based on the Enterprise Risk Framework with additions specifically relating to drinking water 
safety.  

Both the frameworks align with the Corrections Enterprise Risk Management Framework, seen in the 
diagram below (albeit with augmented definitions to account for the specifics of three waters 
infrastructure. 
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Urgency  
Site Assessment Reports 

For the Site Assessment Reports renewals and/or improvements have been prioritised in accordance with 
Corrections 3 Waters Level of Service Framework, V1.0 provisional targets and the draft Three Waters Prioritisation 
Framework. This methodology also utilizes the Three Water Risk Framework. In summary the following approach has 
been taken:  

1. High urgency: Any asset with a total risk score of high or very high, and a Likelihood score of 3 or greater, 
and any improvement works required to meet the Levels of service 2026 targets. 

2. Medium urgency: Any asset with a total risk score of medium, and a Likelihood score of 3 or greater. 

3. Low urgency: Any asset with a Likelihood score of 2 or lower, any asset with a total risk score of low, or 
works are not required to meet Levels of service 2026 targets. 

Drinking Water Safety Plan 

Urgency has been categorised to represent how Likelihood and Consequence determine in what timeframe the asset 
needs to be addressed, where: 

1. High is within 12 months. 

2. Medium within 24 months. 

3. Low within 48 months. 

 

Site Assessment and Drinking Water Safety Plan Summary abbreviations  

AC Asbestos-cement 

BCP Business continuity plan 

BFP Backflow preventer 

GEW Glazed Earthenware Sewers 

HDPE High density polyethylene 

PE Polyethylene Pipe Polyethelyne 

PVC Polyvinyl chloride 

RC Reinforced Concrete 

VC Vitrified clay pipe 
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Appendix O: Risk Allocation Table for the  
model 
Note: The table below has been taken/adapted from the Construction Procurement guidelines – further tailoring 
and/or alignment to wider risks within the Detailed Business Case (DBC) will/may be required, or amalgamated 
elsewhere within the DBC if risks are consolidated at DBC level and stated elsewhere in the document. 
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Appendix P: Tranche 2A Construction Procurement Strategy 
PDF inserted on following page 
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DOCUMENT PURPOSE 

Purpose 

The purpose of this document is to outline the Waters Infrastructure Programme (WIP) Tranche 2A Construction 
Procurement Strategy so that WIP procurement and construction outcomes are achieved in the most effective 
manner, aligned to Government Procurement Rules (GPR) and Principles, and are fit-for-purpose and appropriate 
for the Department of Corrections. This procurement strategy document is to be used to support and inform the 
Commercial Case in the WIP Programme Business Case (PBC) and the  for  

 It also aligns to the Department’s Supplier Relationship 
Management Framework for all Key and Critical suppliers.   

Specifically, this document is to encapsulate the analysis undertaken (where options have been evaluated and 
have provided conclusion at the best-fit solution) and recommends one or more preferred commercial delivery 
models and preferred procurement approaches in relation to the procurement activity for WIP Tranche 2A. In 
this respect it is a procurement strategy document that relates to the process for considering and deciding the 
most appropriate sourcing and delivery model, and our approach to market for a specific project or projects.  

Note that this document is not a Procurement Plan, which is the execution plan for delivering the procurement 
strategy during the sourcing phase of the procurement lifecycle. A separate Procurement Plan will be developed 
specific to the requirements of the 5 sites once the results of the site investigations have been completed and 
the investment options and the construction requirements detail has been specified for each site. At that stage 
the Procurement Plan will address the specific delivery model and approach to market in the context of the site 
requirements of the supplier market at that time, governance, key stakeholders and their responsibilities, cost 
estimates and budget, tender deliverables, timelines and milestones, probity requirements, and tender 
evaluation requirements amongst other relevant criteria. 

This Tranche 2A Construction Procurement Strategy is the agreed strategy and plan between this Programme 
and key Department of Corrections stakeholders. 

Consultation (on development of this paper) 

In the development of this document, including analysis, the following external parties have been consulted: 

1. The Building Intelligence Group (TBIG) (Lead advisors on Tranche 2A Construction procurement 
strategy, market approach and market sounding)  Refer to full report in Appendix 2. 

2. TSA (Construction Procurement Advisory and WIP Procurement Workshop leads on WIP evaluation 
criteria and commercial delivery model assessment)    

3. Ernst & Young (EY) (Desktop (NZ) Market scan of construction main contractors and design 
consultancies, and market conditions/environment)    Refer to full report in Appendix 2. 

4. 
5. NZ Infrastructure Commission (‘Infracom’ / Te Waihanga) (NZ Government construction pipeline) 
6. MBIE - Construction Procurement Guidelines and Government Procurement Rules 
7. Audit NZ (Probity Assurance) 

Assumptions 

This contractor procurement strategies presented in this paper are underpinned by the following assumptions, 
each of which could be a significant programme and project risk if not valid. It is assumed that: 

• The strategic case for the project is unlikely to be impacted by the results post 2023 general elections. 
• Current construction market dynamics, and any impact they may have on project time, cost, and risk, is 

manageable within acceptable parameters from an economic and financial case perspective. 
• It is palatable, from a cost mitigation perspective, to place orders for the supply of long lead-time items, 

directly or indirectly, including paying deposits. 
• A Detailed Business Case (DBC) is required for approval of project funding for Financial Year 23/24.  

  

aovfqq2wo5 2023-08-28 08:14:03

9(2)(b)(ii) 9(2)
(b)(ii)

9(2)(h)



 

Waters Infrastructure Programme (WIP) - Tranche 2A Construction Procurement Strategy                                                                    Page 5 of 54 

 

BACKGROUND  

Sector Overview - NZ 

The construction sector in New Zealand contributes around 7% of the national GDP, employing c. 275,000 New 
Zealanders. At around $10 billion per annum, approximately 50% of the construction spend is procured by the 
public sector. The construction market size in New Zealand was valued at $55.1 billion in the year 2021. The 
construction market in New Zealand is expected to grow at a rate of more than 3% during the period 2023-2026. 

Commercial construction, industrial construction, infrastructure construction, energy and utilities construction, 
institutional construction and residential construction are the key sectors in the New Zealand construction 
market 

The three waters market, within the wider construction sector, is significant in scale with an estimated asset 
value of over $70 billion. From Water New Zealand’s 2020/2021 National Performance Review, of the 38 local 
authorities that participated, the assets include: 

• 339 water treatment plants and 193 wastewater treatment plants 
• Over 87,000kms of network for water, wastewater and stormwater 
• 3,972 water, wastewater and stormwater pump stations  

 
Water assets are largely owned and operated by New Zealand’s 67 local authorities and Crown entities such as 
Corrections, Department of Conservation and New Zealand Defence Force. The sector is serviced by a complex 
market through a range of arrangements to deliver three waters services. This includes: 

• In-house business units within local authorities / Crown entities 
• Council-Controlled Organisations (CCO) e.g. Watercare in Auckland and Wellington Water 
• Third-party supply arrangements to access capabilities of water service providers, engineers and other 

specialists 
• Private contractors and sub-contractors for construction, operations and maintenance services  

 
Overall, the water infrastructure sector consists of approximately 4,900 staff who support the delivery of services 
to 4.3 million customers. 

Market COVID19 Impacts 

New Zealand’s construction sector had already been in crisis prior to COVID-19, with the key issues identified by 
the Construction Sector Accord comprising skills and labour shortages, poor risk allocation, unclear regulations, 
and a lack of a visible, coordinated pipeline of work. 
 
COVID has exacerbated impacts on the already fragile construction sector, which is still feeling the pressures of: 

• Financial stability. 
• Lower risk appetites, with risk uncertainty being priced into tenders, or suppliers being selective in regards 

what they bid for. 
• Previously closed international boarders are now open, softening the steep escalations being experienced 

in supply chains and resource constraints. 
• High potential for escalation of projects as a result of the above, requiring increased contingency 

provisions, or projects being re-evaluated. 
• Limited capacity to deliver civil works as the water sector is increasing demand across public and private 

entities. 
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Procurement approaches should recognise that the conditions above have turned the market from a ‘buyers’ 
market to a ‘sellers’ market and project risk profiles are changing significantly1. 

There is an unprecedented level of infrastructure investment planned over the next decade within New Zealand 
(NZ), with the most recent Te Waihanga report estimating the pipeline of water sector infrastructure works 
across NZ to be $10.5b out to 2027. The Government’s 3 Waters reform programme, as facilitated by the 
Department of Internal Affairs (DIA), and the proposed future water entities as part of those legislative reforms 
under control of Taumata Arowai, the new water services regulator, will take priority in the market due to their 
substantial programmes providing certainty of work to contractors and consultants. 

Examples of the scale of larger programmes include: 

• Watercare Service Limited (Auckland) with an anticipated spend of $18.5b over the next 20 years (2021-
2041) 

• Wellington Water (Greater Wellington Region) has a budget of $230m per annum, with an expected 
30% growth year on year. 

• Defence Estate Infrastructure (DEI) is investing $2.3b over 10 years. 

Ara Poutama Aotearoa - Waters Infrastructure Program 

Overview 

Ara Poutama Aotearoa is responsible for a significant network of 3 Waters (3W) infrastructure across its 18 
prison sites – that is, an infrastructure for drinking (potable) water, stormwater, and wastewater – across its 
prison sites. Across many prison sites, the quality (condition) of this 3W infrastructure is quite uneven. For 
example: 

• A desktop study completed in 2021 indicates that approximately 70% of the infrastructure presents an 
unacceptable risk of service failure. This is problematic because a failure of 3W services can have 
consequences for the Department’s ability to manage people in its care. 

• Parts of the current infrastructure is non-compliant. The Department is unable to fully meet community 
or custodial expectations or legal obligations – e.g., in terms of new 3W legislation, Resource 
Management Act (RMA), and supply agreements. The compliance risks are such that enforcement action 
and unplanned prison closures could result. 

Waters Infrastructure Programme – Work Programme 

The Waters Infrastructure Program (WIP) is the Department’s primary response to this situation and is the 
strategic response to addressing 3W risks and challenges.  The WIP programme of work forms the basis of 
investment in the 3W’s. WIP’s overall investment objectives are to ensure that prison facilities have reliable 3W 
service provision by FY35/36, and meet regulatory requirements for human health, and for environmental 
standards, by FY25/26. 

A Programme Business Case (PBC) was approved by Cabinet in August 2021, with the PBC noting that the 
Programme would be delivered at an approximate cost of $486m in four Tranches over a 16-year delivery period, 
with Tranche 1 commencing July 2021.  

  

 
1 Agile Procurement in the Water Sector June 2020 – Department of Internal Affairs chrome 
https://taituara.org.nz/Attachment?Action=Download&Attachment id=2265   
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The WIP Programme Management Plan (PMP), approved by the WIP Steering Group Committee (SGC) in August 
2022, updates the delivery planning for Tranche 1 and the wider programme from what was originally set out in 
the WIP PBC. Current planning as per the PMP assumes that full delivery of WIP will extend over 14 years 
through two tranches and three stages within Tranche 2, as follows. 

Tranche Stage Period Fiscal year Estimate Funded 

Tranche 1 Prepare (Lay foundations) 2 years 2021/22-2022/23 $22.70m 

Tranche 2 Stage A -Reduce critical risks 4 years 2023/24-2026/27 - 

Tranche 2 Stage B - Build Resilience 4 years 2027/28-2030/31 - 

Tranche 2 Stage C - Future Focused 4 years 2031/32-2034/35 - 

 Total 16 years 2021/22 – 2034/35 $485.55m $22.70m 

 

The present PMP assumes: 

• The same overall PBC-funded WIP budget. 
• The same general structure including logic regarding staging, e.g., risk-based.  
• Assumes a reduced overall period for WIP: 14 rather than 16 years. This follows from revisions to the 

periods for Tranche 2 (four rather than three years; now reconfigured as Tranche 2B) and previous 
Tranche 4 (four rather than seven years; now reconfigured as Tranche 2C). 

• Specifies two rather than four Tranches, albeit with the second having three Stages. 
 

Under the PBC, sizable investigative activity would occur up to year 9 of the programme. The new planning 
assumption is that all on-site and other investigations will be complete during Tranche 1 (30 June 2023). The new 
Tranche 2 will be focused on construction, although the delivery approach will not be ‘big bang’. Instead, it is 
anticipated that construction will be organised around three four-year stages, as outlined above. 

Although Tranche 1 will see physical works at a limited number of prison sites, its focus is preparing for 
construction delivery during the three Stages of Tranche 2 and especially Tranche 2A. It is recognised that 
compliance and wider risk management will continue to be required as construction delivery proceeds. 

Tranche 1 will close substantial gaps in the lack of the Department’s knowledge about its 3W infrastructure, as 
well as build the Department’s capability and capacity to manage its 3W assets. In this sense, Tranche 1 will set 
the scene for all other activity in the Programme. The three Stages of Tranche 2 will include further consideration 
of 3W assets at each in-scope prison site – but in the context of construction and other delivery planning only 
(e.g., construction design). A summary of the Tranches is outlined below: 

Tranche 1: Prepare 

Tranche 1 will: 

• Develop the Department’s capacity and capability to manage its 3W assets, e.g., by establishing 3W 
plans, policies, and frameworks, including in the context of new legislative requirements. 

• Increase the availability of 3W asset information, through completion of on-site and other 
investigations, and through development of associated databases. 

• Deliver projects that mitigate already-known critical risks at a limited number of prisons, and in one case 
.  

• Identify investment options for Tranche 2, and plan their implementation, including in terms of 
procurement and construction management. 

• Establish foundations for internal and external stakeholder engagement. 
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Tranche 2A 

Tranche 2A will: 

• Embed improvements (capacity and capability) to how the Department manages its 3W assets, building 
on steps taken in Tranche 1. 

• Use plans, frameworks, and policies produced in Tranche 1 to optimise use of current assets, e.g., in 
terms of leak detection and critical spares management. 

• Implement capital projects and other improvements at in-scope prisons. Often this will be on a site-by-
site basis, for reasons of efficiency, cost, and procurement. However, the overall aim will be to reduce 
remaining critical 3W risks to no more than ‘high’ level risks’, including asset failure. 

• Confirm that prison facilities meet regulatory requirements for human health and environment 
standards (by FY2526 – Investment Objective 2). 

• Identify investment options for Tranche 2B and plan their implementation. 
 

A geographical summary of sites (and projects) in scope for Tranche 2A is presented in Appendices. The following 
5 sites (subject to site investigations by Downer) are in scope for Tranche 2A, for which site investigations have 
been completed by Downer in early October 2022 and Site Assessment reports (SAR) for each site have been 
issued by Stantec on 28 October 2022: 

1. Mt Eden Corrections Facility (MECF) 
2. Rimutaka Prison (RM) 
3. Arohata Prison (AP) 
4. Christchurch Men’s Prison (CMP) 
5. Rolleston Prison (RO) 

The investigations in relation to these sites encompassed leak detection, CCTV, potholing, inflow & infiltration, 
topographical surveys and above ground system condition assessments. 

Included in scope are three other prison sites (and including Christchurch Men’s Prison being the fourth site for 
Water safety Plan but also listed above as an investigated site), for which the Department is responsible for 
potable water supply and not only potable water distribution, and so must submit a Water Safety Plan (WSP) for 
each to Taumata Arowai – the water services regulator – no later than November 2022 given new legislative 
requirements. The investment options presented in the DBC will account for implementation of these WSPs and 
any new construction associated with bringing water safety standards up to date. These 4 sites are: 

1. Waikeria Prison (WK) 
2. Whanganui Prison (WHG) 
3. Christchurch Men’s Prison (CMP) 
4. Christchurch Women’s Prison (CW) 

Note that, with the exception of CMP, the other three sites will still have site investigations done (as they are 
subject to WSP only at this stage) and any resulting construction work/investment in those sites will be a part of 
subsequent tranches in Tranche 2. 

Tranche 2B 

During Tranche 2B construction activity will continue to be a on a site-by-site basis. Holding all else equal, 
delivery will target high-rated 3W risks – compliance and other – aiming to reduce to these than no more than 
moderate level risks across most sites and water types by FY3031. Activities will include: 

• Further optimisation of current assets at sites with the next level risk scores, e.g., pumps and pump 
stations optimisation. 

• Implementing construction projects at relevant prisons so that all 3W high risk issues have been 
mitigated. 

• Identifying investment options for Tranche 2C and planning their implementation. 

Tranche 2C 

Tranche 2C will focus on reducing 3W risks to moderate or in some cases low level risks across all in-scope sites 
and water types. Activities will include: 
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• Construction projects at relevant prisons. 
• Confirming that prison facilities have a reliable provision of 3W services (by FY3536 – investment 

objective 1). 
• Programme closure, including handover of final deliverables to non-programme ownership, and lessons 

reporting. 

Additional Scope - Whanganui wastewater and stormwater projects 

The WIP memo dated 4 July 2022, and titled ‘Scope of 3 Waters Programme – inclusion of existing 3W projects’ 
was approved on 7 July 2022, and approved Whanganui Wastewater and Stormwater projects to move within 
the scope of WIP and within the oversight of the WIP Steering Group Committee (SGC), with the key rationale 
that while these projects are not currently funded by PBC/DBC-23, they directly serve WIP investment objectives. 

Whilst the work packages have been brought into the overall WIP, they have their own procurement approach 
elsewhere documented.  

Whanganui Wastewater 

The Whanganui Wastewater project commenced in 2021 prior to the establishment of the WIP and with a 
separate governance (steering) group to WIP. The project has been set up to remediate the wastewater 
treatment plant servicing Whanganui Prison which is over 50 years old and in urgent need of upgrade or 
replacement to meet consent conditions. To remediate the above issues, a new pipeline will be constructed to 
discharge wastewater to the local Whanganui District Council Wastewater Treatment Plant.  

Since its set up, the project has completed detailed design and entered into a 2 stage procurement process (for a 
main contractor) for construction of firstly Registration of Interest (RoI), followed by Request for Proposal (RFP) 
(Tender). This procurement process (RoI) commenced in May/June 2022, with the RoI stating that a RFP would 
subsequently be issued on 15 August 2022 and the contract (Main contractor) would be in place by November 
2022. As this process has been delayed due to various issues, with the RFP never being issued to the market, and 
given the timing of where the project now is (i.e., this project now coincides with the WIP T2A construction 
procurement planning), and from a strategic point of view, the Whanganui wastewater project has been folded 
in the overall scope of the T2A construction procurement strategy with the WIP Steering Group having approved 
this on 14 November 2022.  

The key difference to note however is that while the Whanganui Wastewater is in scope of WIP Tranche 2A, it 
will still be subject to its own procurement plan and approach (which will be a go-to-market (RFP) approach in 
early 2023 for a main contractor as detailed design has been completed.) 

Whanganui Stormwater 

This project is also included in the scope of this WIP T2A Procurement Strategy. During Tranche 1, the 
Whanganui Storm Water Project completed repair and relining of the existing storm water network. Tranche 2 
will now see the installation of new storm water filters, bio-retention (rain garden) scheme and green outfall 
areas. The Department sought to renew a Resource Consent to discharge storm water from the prison to local 
water bodies when it expired in 2013. As the current discharge no longer meets Horizons Regional Council’s One 
Plan requirements, significant investigation, analysis, and design was completed to lodge for a new consent 
which was approved in April 2021. The consent was subsequently appealed and has been held up in the 
Environmental Court. Agreement with the appellant has now been reached for the appeal to be lifted subject to 
a number of conditions being included in the consent. Once Resource Consent is granted, the Department has 
three (3) years to meet all the consent conditions. The status and timing of where this project now currently sits 
means that it is now included within the scope of WIP Tranche 2A. 

CURRENT AM/FM CONTRACT 

Downer is the incumbent facilities maintenance (FM) provider for the Department of Corrections. (With 
Cushman and Wakefield holding the FM contract at our two PPP sites in Auckland and Waikeria). Downer has 
230 FTE staff across the 16 sites working on the FM contract which has a . 
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Corrections use ‘quotable works’ as a mechanism under the current FM contracts for additional scope of works 
to which Downer undertook  of ‘new’ 3 Waters replacement works last year (2021, NZ wide). Downer is 
currently working at the Ohakea and Waiouru sites regarding water service replacement works. 

Currently delivered under quotable works include: 

• Planned asset replacements  
 

• Other lower value projects  
• Minor capital works  

 

Part of the current contract is to escort contractors around and ‘manage the site’ which needs to be 
contractually managed by Corrections during any procurement and planning processes. 

 

Construction principles and applicable definitions 

The WIP Construction Workstream has defined a set of construction principles (as tabulated below) that will be 
used to guide decisions during both Tranche 1 and Tranche 2 regarding which construction projects (for the 16 
prison sites in scope for WIP) will be treated as in scope for WIP. 
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The following three viable options had been identified as the preferred construction delivery models for Tranche 
2A: 

• Option A.
• Option B.
• Option C.

 
Option C.  was ranked first in the evaluation workshops when considering just 
Tranche 2A. This model is . The ranking may reflect thinking around 
possible options for   

This preference allows for  
  

Option C.  is our recommended option.  

Following a review of the Stantec site-based assessments and, when considering against managing costs, critical 
infrastructure (risk of failure), access, and geographical locations, there are two possible approaches:  
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TRANCHE 2A – PROCUREMENT SOURCING OPTIONS 

Scope of Sourcing Strategy 

This procurement strategy primarily: 

1. Focuses on the procurement options (procurement approach and Commercial delivery model) for WIP, 
and also considers associated design and other professional services (if appropriate under a particular 
commercial delivery model being used under a strategic option) for the 8 sites in scope in Tranche 2A 

2. Follows on from the commercial case in the PBC and updates the procurement strategy for current 
context and Programme changes since the original PBC and commercial case was written 

3. Narrows down on strategic procurement options (and associated commercial delivery models) that are 
realistic in the current market context, to the specific sites being investigated, that are within 
Department of Corrections risk and WIP evaluation criteria, and WIP delivery and timing tolerances 

4. Provides a 2022 NZ market scan of key construction providers (main contractors) and key design and 
engineering services providers, and restricts market capacity and capability testing to suppliers 
identified in this market scan 

5. Discusses current market constraints in a post-COVID operating environment and procurement 
implications arising out of this 

6. Assesses market capacity from a targeted market sounding exercise 
7. Discusses Contracting options 
8. Recommends a preferred Procurement Option (Procurement approach and commercial delivery model) 

 
Included in the scope for T2A construction procurement (and as consistent with the PBC) is: 

1. Construction requirements in relation to 3W infrastructure for the 5 sites, including hot water systems 
external to building envelopes, that services Correction’s prison sites only 

2. Construction activity related to WSPs for the 4 sites 
3. All Construction activity that is considered to be capital expenditure (CAPEX) 

 
The following elements are considered to be out of scope (and as consistent with the PBC): 
 

1. Building mechanical or electrical installed inside a building or on a building as part of a system, such as 
plumbing pipes, fixtures, fittings, and equipment 

2. Other water infrastructure that is not used for 3W purposes, such as standalone irrigation infrastructure 
3. 3W infrastructure that services property or land assets owned or operated by Corrections that are not 

related to prison facilities, such as Community corrections facilities 
4. Any construction related requirement/activity that is considered to be operating expenditure (OPEX), 

such as repair (fail/fix), operate and maintenance activities 

Procurement Strategy Considerations 

The following considerations are important in determining the most appropriate and beneficial procurement 
strategy for Tranche 2A: 

Topic Consideration point 
Existing AM/FM Provider The procurement approach must recognise the existing 

contract arrangements with Downer and, should a new 
contract for water infrastructure be established, then both 
contracts must complement each other where possible. 

Government Procurement Rules  
 

The procurement approach must be compliant with the GPR, 
consistent with the Principles of good procurement and aligns 
to the Department’s Supplier Relationship Management 
Framework for all Key and Critical suppliers.   

Secure environments 
 

To support a high level of confidence in a main contractor’s 
ability to safely undertake the works in an extremely secure 
environment. 
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Current market dynamics and costs 
 

To establish a design and construction delivery approach that 
achieves a balance between cost surety and risk pricing, that is 
fair to all parties. 

WIP market placement 
 

To position the procurement in a manner that is attractive to 
the market. 

Programme planning 
 

To engage consultants and contractors who understand 
constraints and will work collaboratively and flexibly to 
minimise design re-work, operational disruption, and 
programme impact. 

Procurement Objectives 

The following table summarises the procurement objectives which each procurement option has been 
evaluated against, reflecting what is important to Corrections and how it would signal this to the market in any 
procurement.  

Procurement Objective Description 

Quality Attract high-caliber participation from the market and secures competent, 
safe, and capable partner(s) (i.e., no interruption to prison operations and 
security is maintained at all times). 

Time To provide for efficient delivery through design, constructability, 
coordination, and sequencing (i.e., efficient on-site work/efficient 
utilization of time inside the wire and ensuring the primacy of risk 
reduction). 

Broader Outcomes To provide opportunities to reduce the cycle of reoffending (i.e., Broader 
Outcomes through opportunities for prisoner education and employment, 
woman in business and Māori businesses, workforce skills and 
development). 

Risk mitigation To allocate risk fairly and transparently to the party best able to manage – 
considering data/data management gaps and operational risks which fall 
to the Department. 

Reputation To develop and maintain trusting relationships with stakeholders, 
regulators, councils, and others for the duration of the programme. 

Wider engagement To maintain or improve relationships with mana whenua as part of the 
WIP 

Procurement Strategy Evaluation Criteria 

In September and October 2022, TSA facilitated two workshops with Corrections to evaluate potential delivery 
and procurement models for Trance 2A:  

• Workshop One: Revision of Evaluation Criteria  
• Workshop Two: Application of Evaluation Criteria 

 
The PBC assessed a range of potential delivery and procurement models for capital interventions beyond 
Tranche 1, grouped into three broad categories: traditional models, collaborative models, and bundled models. 
The different categories represented different outcomes in respect of risk transfer, contract duration and public 
sector participation. Ten evaluation criteria and their weightings were weighted and scored as part of the 
procurement model selection process. These criteria were updated and reduced in number as an outcome of 
Workshop One. 
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Evaluation Criteria 

• Cost Confidence: Extent to which procurement approach provides confidence regarding costs against 
budget at the point of commitment. Lowered weighting to reflect the nature of assets (unknowns). 
Note: Value-for-money assessments will look beyond price to incorporate asset performance (quality) 
and public value, including environmental and social factors, into decision-making.  

• Time confidence: The extent to which the procurement approach provides confidence regarding time to 
completion at the point of commitment.  For example: 

o High-risk facilities (Tranche 2A) are completed on time.  
o Correctional facilities are given timeframes for construction that are met (strict duration for 

inside the wire – both contractor and operations). 

• Market attractiveness: The extent to which the procurement approach is attractive to the market given 
its feedback: 

o Contractor involvement in understanding assets, design, planning and prioritisation, 
management of risks and resource constraints, overlay of systems & processes and 
standardised approaches. 

• Flexibility:  Agile enough to provide flexibility to address unanticipated changes in scope, sequencing, 
timing, priority, or other requirements, but still maintains continuity of correctional facilities operations.  
For example: 

o If a facility is temporarily closed, then there is the ability to bring forward 3W work 
o If a facility’s 3W infrastructure has a status change this can be easily reprioritised. 

• Corrections capability and capacity: Capability and capacity of Corrections to effectively deliver the 
procurement method including contract management and interface risk.  This is linked to risk allocation; 
the more risk Corrections accepts the higher the internal capability required, and this has an associated 
cost. 

• Risk allocation: The extent to which the procurement approach efficiently allocates and manages risk 
i.e., responsibility with those best placed to manage the risk.  This criterion is linked to: 

o Corrections capability:  The more risk you retain the more internal capability is required, which 
results in higher costs 

o Corrections asset information:  The quality of corrections asset information and the outcome of 
site investigations.  

• Broader Outcomes: The Government Procurement Rules mandate agencies to consider broader social, 
cultural, economic, and environmental outcomes within the procurement strategy of major projects, 
including contribution toward regional economic growth. Consider procurement that supports a 
Broader Outcomes approach such as reducing reoffending – prisoner education and employment, skills 
development and health, safety and wellbeing promotion and ‘by-design’. 

Recommended Strategic Procurement Approach 

The sourcing approaches for the two options, national and regional, are as follows: 

• Option 1.
• Option 2.
 

Another option exists as a variation to Option 1, in that, instead of , that the 
Department ) to undertake the work. 
 

. (This is 
our preferred procurement option for the procurement sourcing approach). 
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Risks and Mitigations 

A set of potential risks related to the procurement lifecycle have been identified for consideration. These and 
other risks such as design change or error, ground conditions, construction delay, supply chain issues, adverse 
weather conditions, interface issues, and scheduling will be included in a Quantitative Risk Analysis supporting 
the DBC Economic Case. 

Procurement Risks Impact 

Constrained Corrections 
contract management 

Corrections capacity and capability to manage delivery means procured 
contractors are not well managed. A lack of organisation capacity and/or 
capability could impact the ability of Corrections to deliver the programme, 
resulting in inadequate/ineffective engagement and strategic risk i.e. misaligned 
procurement and programme delivery strategies  
An initial set of key ‘institutional improvement’ deliverables are nearing 
completion. 

Interface frictions 
Downer contract ends in Nov 2028 (with 2 years further rights of renewal), 
scheduled during Tranche 2A construction period. Interface risks exist if a 
separate contractor is engaged, with new assets being handed over to Downer 
for ongoing maintenance. There resides a question on who holds responsibility 
for maintaining replaced/renewed assets post-implementation (e.g. warranty 
periods and ongoing maintenance). 

WIP scale in 3 Waters 
market 

Individual WIP projects (sites) are not considered large compared to council 
programmes. Project-by-project procurement and delivery approach is not 
appealing to the contractor and consultant markets, resulting in limited tender 
responses. The size, scale and/or timing of the programme does not allow for 
sufficient economies of scale, or presents limited opportunities for contractor 
competition 

Poor quality/insufficient 
design documentation 

Material changes to Tranche 2A scope, scale, cost, or timing because of 
incomplete and/or inaccurate information and assumptions underlying the 
procurement process. 
Client instigated change in design during procurement or construction stages 
result in programme delays, cost uncertainty, additional risk taken by 
Corrections. 

Constrained market 
capacity 

Limited professional expertise and supplier availability due to wider national 
pipeline demand, three waters reform, low immigration due to COVID-19 and 
highly specialised nature of water supply treatment.  
Water reform and WSE programmes will take priority. Designers can increase 
capacity easily, (remote working, offshore, centralised, automating). The pinch 
point will be contractors and their capacity nationally. Contractors do a mix of 
self-performing and sub-contracting to increase capacity. 
Lack of competition impacts value for money if suppliers create a premium. 
Market engagement feedbacks supports this risk and is likely to remain a key 
consideration 

Incomplete asset 
information 

Uneven 3W asset information does not allow for complete 
pricing/methodologies to be developed prior to construction leading to onsite 
variations. This impacts delivery planning (including costing) and contractor 

aovfqq2wo5 2023-08-28 08:14:03

9(2)(b)(ii)

9(2)(b)(ii)



 

Waters Infrastructure Programme (WIP) - Tranche 2A Construction Procurement Strategy                                                                    Page 23 of 54 

 

implementation. Poor information impacting design timeframe and risk 
transference.  

Risk sharing 
The passing on of risk by stealth to  leads 
to poor performance and poor outcomes. Contract Special Conditions that form 
part of the contracts are fair and that  are 
agreed early in the project so tha  

. 

Cost escalations 
Cost escalation occurs as such that contractor management is especially 
important. EY supplied information suggesting this is still a major risk factor. 
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APPENDICES 

APPENDIX 1: SITES/PROJECTS IN SCOPE FOR TRANCHE 2A CONSTRUCTION PROCUREMENT 

 

Note:  Of the In-flight projects listed under construction, only Whanganui Wastewater and Whanganui 
Stormwater Projects                  are in scope for Tranche 2A Construction Procurement 
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APPENDIX  2:  ATTACHMENTS (MARKET REPORTS  

 

Ernst & Young (EY) 3 Waters NZ Market Scan Report 

Corrections 3W 
Market Scan Report (F

 

 

The Building Intelligence Group (TBIG) targeted market sounding report 

WIP Market Sounding 
Summary Report - FIN

 

 

aovfqq2wo5 2023-08-28 08:14:03

9(2)(h)

9(2)(h)













 

Waters Infrastructure Programme (WIP) - Tranche 2A Construction Procurement Strategy 31 
 

APPENDIX 4 – BUNDLING APPROACH 

Programme is key to delivering successful WIP outcomes and informing the preferred procurement approach. 
Due to resourcing and logistical challenges with sites spread across NZ, there are reasonable benefits to both 

 delivery models, with key points to consider for each. 

All five sites included in Tranche 2A have varying scales of value, complexity and urgency which require 
interrogation to adequately consider and identify the preferred approach to delivery. 

Market Feedback 

The scope and scale of the procurement packages will influence market interest, capacity,  
 

 
 
 

. 

Due to the required resources and costs to bid for tenders, there is a lack of appetite for  approach 
to procurement regarding the WIP programme. There is a risk some, if not most, Tier 1 contractors would not 
tender if this approach was taken, prioritising other, more significant works on the market. However, this does 
not prevent a Tier 1 contractor from  

The consultant market is going to be drawn towards programmes with continuous work, rather than a 
stop/start approach, preferring to be on panels not requiring bids. 
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Site Urgency 

Stantec completed site assessments and documented current understandings of the 3 Water infrastructure at 
all five Tranche 2A sites, including condition/performance, the associated risk of loss of service (LOS) due to 
infrastructure failure and/or compliance, and recommended renewal/improvement works that will mitigate this 
risk.  

When looking at master planning, there is a need to establish priorities in terms of risk and make calls on what 
level of service is appropriate, with immediate fixes being identified in the Water Safety Plans (WSP’s).  

 

In summary, the following 
approach had been taken in 
the site assessment reports: 

High Urgency: Any asset 
with a total risk score of 
high or very high, a 
likelihood score of 3 or 
greater, and any 
improvement works 
required to meet the loss of 
service 2026 targets. 

Medium Urgency: Any asset 
with a total risk score of 
medium, and a likelihood 
score of 3 or greater. 

Low Urgency: Any asset 
with a likelihood score of 2 
or lower, any asset with a 
total risk score of low, or 
works are not required to 
meet LOS 2026 targets. 

Figure 3 shows aggregated 
data presented in the site 
assessment reports, to 
reflect the percentage of 
high, medium, and low 
urgency of works per site, 

providing a sense of priority 
when considering contractor and consultant procurement  

 and scheduling of site construction. 

 

 

  

Figure 3: Site urgency 
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Project Packaging Options Analysis 
 

The table below summarises the benefits and points to consider of  project packaging 
options. 

Project 
Packaging 
Options 

Benefits Points of note 
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Market Constraints 

Ernst & Young (EY) in August 2022 included in their desktop market scan a sample summary of the critical market observations 
and potential mitigations and/or opportunities to consider in accordance with procurement rules is provided in the table below. 

Observations Implications Potential mitigants and/or opportunities 

Unprecedented level 
of infrastructure 
investment over the 
next decade 

The most recent Te Waihanga report estimates 
the pipeline of infrastructure works across NZ is 
$69b out to 2027; $10.5b is attributed to the 
water sector3.  

This includes projects that are at a scale and 
complexity never seen before in the NZ market. 
This may pose capacity constraints and 
challenges for deliverability and affordability as 
demand for water service providers in the 
infrastructure market increases. 

• Where appropriate and in accordance with 
procurement rules, leverage existing 
contractual arrangements and relationships 
to secure supply and better understand 
constraints to delivering the programme.  

•  

 

   
• Early engagement with the market to test 

capacity, capability, appetite for suppliers 
and recruited staff and increase pipeline 
visibility to support suppliers resourcing and 
capacity planning.   

• Long term investment planning to develop 
multi-year project pipelines that can be 
communicated with confidence to the 
market. This will develop a sustainable 
industry and sector confidence in 
Correction’s future workload. 

• Developing flexible and outcomes-based 
contracting models. 

• Build in long lead times to programmes of 
work to accommodate for anticipated 
market constraints.  

• Shorten approval times where appropriate 
to do so to mitigate the impacts of price 
escalations. 

Supplier market 
capacity constraints 

NZ has a limited supplier capacity, particularly in 
light of the highly specialised skillset required for 
some aspects of the three waters services and 
increased national demand for three waters skills 
and materials due to wider three waters reform. 
There is a workforce shortage across the water 
sector but especially in specialist water 
consultancy expertise4. This is also in addition to 
local authorities’ BAU investments in water 
infrastructure to meet required levels of service 
for their communities. 

Labour shortages and 
constraints due to 
Covid-19 

40% of surveyed construction sector operators 
say they don’t have enough staff to meet current 
demand. The situation worsens when we look at 
future demand, with over half (56%) saying they 
don’t have enough staff to meet future 
demand5. This means that construction 
companies will begin being more selective in 
which jobs they take. 

Shifting from ‘buyers’ 
market to ‘sellers’ 
market 

Due to the above constraints on the fragile 
construction sector and the Government’s 
reliance on the construction sector for water 
services delivery, the market is shifting to a 
supplier’s market. This is therefore shifting the 
project risk profile. 

Fragmented 
construction market 

The NZ construction market is largely 
fragmented with a predominance of small to 
medium-sized businesses and a small number of 
larger construction companies that are locally 

• Navigating the sub-contracting market 
requires a high level of management skill 
and planning on the part of a Main 
Contractor. Therefore, selecting a Main 

 
3 Te Waihanga (2022). Infrastructure Quarterly May 2022. https://www.tewaihanga.govt.nz/assets/Uploads/Infrastructure-Quarterly-May-
2022-v2.pdf     

4 Deloitte (2021). Industry Development Study & Economic Impact Assessment for Department of Internal Affairs. 
https://www2.deloitte.com/content/dam/Deloitte/nz/Documents/Economics/DAE%20Industry%20Development%20Study%20&%20Economi
c%20Impact%20Assessment.pdf  

5 EBOSS (2021). Construction Supply Chain Report 2021. 
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owned or related to predominantly Australian 
parent organisations. Any procurement approach 
will involve numerous packages of work that will 
need to be undertaken by different specialist 
sub-contractors. The vast majority of the sub-
contractors will be small to medium enterprises 
and tend to lack the depth of resources and 
financial resilience and overall capacity to deliver 
projects at scale. 

Contractor who has demonstrated desired 
attributes is key. 

• Sub-contractors are more inclined to 
service Main Contractors with whom they 
have developed trusted and long-time 
working relationships with, so it will be 
important to be aware of these 
relationships when evaluating the 
respondents, especially where multiple 
Main Contractors are proposing a single 
sub-contractor. 

Rural locations and 
constrained regional 
markets 

Anecdotal evidence suggests that skills shortages 
are particularly pronounced in the regions. Given 
that some of Corrections facilities are rural – this 
presents risks for delivery, delay and cost 
escalation. 

• Undertaking market sounding to 
understand market capacity and capability 
and inform of future pipelines.   

Supply chain tightness 
and price escalation 

Major infrastructure projects in New Zealand 
continue to face increasing cost pressures and 
supply chain disruption due to demand on the 
construction industry outstripping supply. 
External factors have driven these pressures, 
including key events such as the COVID-19 
pandemic. Studies indicate that price escalation 
in the market is currently between 8% - 15% per 
annum6.   

This may mean that existing funding for the 
Corrections PBC may be insufficient and delays 
to projects will become increasingly costly. 

• Continue to establish a catalogue of ‘ready 
to go’ business cases to enable credible 
market engagement.  

• Move towards contracts/approaches 
where the contractor helps better inform 
all the risks to minimise the risk of cost 
escalation.  

• However acknowledge that escalation 
costs by and large will still occur and will be 
incurred by Corrections therefore this risk 
needs to be taken into consideration when 
pricing. 

• Select a provider who has demonstrated 
they can manage the supply chain 
disruptions and uncertainty in 
programming and pricing. 

Evolving Three Waters 
Reform 

The Three Waters Reform has two key impacts 
on Corrections:  

• The introduction of new legislation, 
standards, and national regulator 
increases the expected cost of 
replacement of these assets (and the 
speed at which this activity is required).  

• The proposed establishment of four 
regional water entities could support 
the potential to transfer of Corrections 
water assets and operations to the 
entities.  

These present commercial opportunities and 
challenges for Corrections three waters assets. 

• Support for the prioritisation of potable 
water infrastructure investment in 
programmes where relevant.   

• Explore the potential to transfer three 
waters assets to new water entities.  

• Improve asset information to support 
future conversations about asset transfer.  

• Document existing FM provider 
relationships across all facilities to support 
future conversations about asset transfer. 

 

 
6 Rider Levitt Bucknell (2021) Readers Digest 2021. Accessed through: https://s31756.pcdn.co/oceania/wp-
content/uploads/sites/1/2021/04/NZ RLB-Riders-Digest-20212.pdf  
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APPENDIX 6 – MARKET CAPACITY 

Infrastructure Commission (Infracom) 

The WIP team met with representatives from the Infrastructure Commission on 10th August 2022 
to ascertain the level of 3 waters infrastructure work/projects in the pipeline across the NZ 
government and Local councils. Infracom maintain very limited (and at the time had very limited) 
pipeline data/information on water infrastructure projects and WIP could not gather any 
meaningful insight on 3 waters project pipeline information as a result. 

Infracom also confirmed that they did not have the resources available to support the department 
for WIP procurement or capacity to conduct 3 waters specific market studies/scans on behalf of 
the department. It was also confirmed that Infracom were happy for the Department to continue 
with the direction WIP was travelling in, given that the Department had good capability in this 
area, and that a hands-on infracom involvement was not required. 

Current 3 Waters Market 

The New Zealand Government has created a plan to ensure the three water systems nationwide are in 
good condition to maintain operational continuity and meet ongoing challenges such as population 
growth, climate change and natural disasters. As a part of this plan, four new publicly-owned Water 
Service Entities (WSEs) are to be established replacing the services currently managed by 67 councils. 

As the WSE’s are established to deliver the demand of 3 Waters-related works, there is expected to be an 
initial $1.6b spend per annum in the market, with forecasting this will triple overtime. Although the 
expected spending is significant, if water services can execute and spend 100% of this budget in the first 
year, they will be doing well. 

The 3 Waters market growth largely depends on local body elections, the passing of the Water Services 
Entities Bill, and DIA making decisions around the establishment of the WSE’s and policy approach. 

The 3 Waters reform and the future water entities will take priority in the market, due to their 
substantial programmes providing certainty of work to contractors and consultants. Examples of the 
scale of programmes include: 

• Watercare Service Limited (Auckland) have the largest running programme to date with an 
anticipated spend of $18.5 billion over the next 20 years (2021-2041) 

• Wellington Water (Greater Wellington Region) has a budget of $230m per annum, with an 
expected 30% growth year on year. 

• Dunedin City Council had a planned budget of $1b over 50 years (as of the 2010 annual report). 
• Defence Estate Infrastructure (DEI) is investing $2.3b over 10 years to upgrade their 3 Waters 

infrastructure. With the programme in year 2, they are not currently spending $230m pa, 
however, this is expected to gain traction. 

In terms of scale, Corrections WIP is not a large programme. While WSE’s are being set up, there may be 
a lull in the market with underutilised resources waiting for projects to progress or tenders to hit the 
market. Depending on if this occurs, and if there is proper planning and certainty, this could be beneficial 
for Corrections to leverage its WIP programme scale in the market.  
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Market Feedback 

In early September 2022 Corrections engaged The Building Intelligence Group (TBIG), from the AoG 
Construction Consultancy Services panel, to conduct a targeted market-sounding exercise on behalf of 
Corrections. The full TBIG Market Sounding report is attached in Appendix 2. The objective was to seek 
early market feedback from contractors and consultants on the engagement of Main Contractor/s and 
Design and Engineering service providers for the 3 Waters Infrastructure project in relation to the full scope 
of Tranche 2A, seeking to gain an understanding of the capability, capacity and appetite for the scope of 
work. 

The market sounding was not an extensive nationwide survey of all possible respondents, as it used a 
sample group of competent suppliers to help inform the procurement approach due to time constraints. 
Both Tier 2 contractors were referenced in an EY desktop market scan and were included due to regional 
spread (Auckland and Christchurch). A wider, more comprehensive, market engagement will likely be 
completed before the procurement process is undertaken. 

TBIG undertook targeted engagements with the following contractors and consultants in one-on-one 
interviews, regarding the replacements and refreshment of Corrections 3 Waters infrastructure across 
Tranche 2A and the wider programme (remaining 11 sites) nationwide: 

Tier 1 Construction Service Providers Tier 2 Construction Service 
Providers 

Tier 1 Design and 
Engineering Service 
Providers 
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A Tier 2 contractor did note, they do not have extensive water treatment experience other than building 
the structures but are able to partner with their preferred consultant to provide technical design assurance. 

Tier 1 are national contractors who can do the work, although feedback indicated capacity was dependent 
on the WIP programme schedule, as undertaking all 5 sites of Tranche 2A simultaneously would be a 
stretch, given other competing projects and resource constraints.  

A contractor noted they have stopped employing for now, as the NZ talent pool is exhausted and those 
available are ‘bottom of the barrel’. This has resulted in them making business decisions as to which 
projects they tender and which they decline.  

Nationally, contractors do a mix of self-performing and sub-contracting by working with key local resources, 
playing to each other’s strengths, and gaining efficiencies. For health, safety, and quality reasons, some 
contractors prefer self-delivery, but recognise there is a need to keep a healthy sub-contractor market 
going. Sub-contractors are required to comply with the Main Contractor’s health, safety, and quality 
requirements. 

Tier 2 contractors are not considered national providers, and in some cases are sub-contracted to Tier 1’s or 
utilised under alliance/panel models. If Tier 2 contractors are used for the entire programme, they would 
typically manage these centrally and sub-contract via competitors to areas they currently do not have a 
presence. 

 
 

 

 
 

Operational accessibility feedback 

Corrections have contractor vetting and site access protocols which need to be adhered to by any 
contractor entering the secure sites. There are several contractors who will be able to do the work, but 
given the highly secure environments, operational issues and coordination, requirements are onerous and 
would need to be clearly outlined so any tenderers understand what is required. 

Generally, contractors have no issue with security, criminal history checks, and drug testing as they are a 
part of their current company policies and are mandatory conditions of employment. However, prisons are 
not easy sites to work on and take a high level of resources which is a talent pool that is under pressure 
nationally and internationally and is only going to intensify.  

Most contractors have worked in similar environments, such as airports, which have comparable security 
requirements, acknowledging the proposed works are not in confined spaces, at height or over water.  
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APPENDIX 7 - COMMERCIAL DELIVERY MODELS 

This section is a brief overview of the different procurement models and what the strengths and 
weaknesses of each approach are, with respect to Tranche 2A only. Due to this, based on the application 
of evaluation criteria,  models have 
not been included. There are also some examples of where respective models have been implemented 
within New Zealand, and by which of the aforementioned service providers.  

Overview of Delivery Model Types 

The Construction Procurement Guidelines illustrated the types of delivery models available to 
demonstrate how each influences the procurement approach and opportunities for collaboration and 
inno

Construct Only (Traditional) 

Definition: Traditional, or conventional client-led design, requires that the design is fully developed 
before the construction contract is awarded. 

The owner engages consultants to prepare the design and tender documents. The owner then leads a 
competitive tender process to appoint a separate contractor for the construction of the facility.  In most 
cases, the design is fully developed before the construction contract is awarded. However, anecdotally 
some procuring agencies have tended to use overlapping design and construction processes, which can 
introduce risk to the construction contract as a result of unfinished designs. In this approach, operations 
and maintenance roles are provided in-house or sourced by the owner directly, outside the design and 
construction process. 
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Strengths / opportunities Weaknesses / risks 
• High level of control.  
• Potential to reduce design-related risk 

through retention of design.  
• Straightforward bidding process lowers 

tender costs, level of risk retention and 
encourages competition. 

• High degree of cost certainty. 

• Price certainty relies on the completeness 
and accuracy of design documentation.  

• Long lead time to reach tender stage.  
• No single point of responsibility.  
• Design risk lies with the owner and 

contractor. 
• Reduced opportunity for construction and 

design teams to work together. 
 
The water sector in New Zealand will often use the Construct Only contract for smaller or discrete capital 
projects. For example, companies such as Pipeline and Civil, Spartan, March Cato, and E Carson and Son 
are often engaged for smaller capital projects through this contract type. 

Construct Only contracts are also sometimes used for large projects. For example, Fulton Hogan was 
engaged by Watercare via construct-only contract (NZS 3910) for the Ardmore Water Treatment Plant 
Resilience Upgrade. GHD was the design partner in this $25 million Watercare investment. A second 
example is Hastings District Council engaging Fulton Hogan via a construct-only contract (NZS 3910) to 
upgrade the pump station located in Hastings. The design was undertaken by Stantec. 

Design and Build 

Definition: The main contractor takes on the responsibility for both the design and construction. 

Under this model, design and construction services are contracted with a single entity via a competitive 
tender process, creating a single point of responsibility. There are several variations:  

• Competitive – contractors tender on design and construction 
• Develop and construct – concept level design is developed and scoped, then tenders are 

received to complete design and construction 
• Novation – design is novated to the successful contractor Operations and maintenance roles are 

provided in-house or sourced by the owner directly, outside the design and construction 
process. 
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Strengths / opportunities Weaknesses / risks 
• Value-for-money decisions can be optimised.  
• High potential for innovation.  
• Potential for expedited delivery.  
• Single point of responsibility aids in the 

transfer of design risk and minimises 
interface risk.  

• There can be a high degree of cost certainty.  
• The contractor generally warrants the 

design’s fitness for purpose. 

• Less suited to complex design requirements.  
• Longer and more onerous tender period.  
• Private sector innovations can be price-

focused instead of quality or whole of life.  
• The owner retains specification risk.  
• May be difficult for the owner to exert 

control over the design process. 

 
Similar to Construct Only contracts, the water sector in New Zealand will frequently utilise Design and 
Construct contracts for capital projects. Such contracts are often used with larger service providers as 
they have the economies of scale to offer both services. For example, Watercare engaged Fulton Hogan 
through a design and construct contract (NZS 3916:2013) to build the Pukekohe Reservoir and associated 
infrastructure. Another example is the engagement of Ventia by the Far North District Council for the 
Kerikeri Wastewater Treatment Plan Project. 

Managing Contractor (MC) 

Definition: A company contracted to administer and oversees a complete project by managing several 
contractor or subcontractors who carry out different parts of the work.  

Often considered synonymous with Construct Only and with ECI. Managing Contractor is similar to 
Construction Management, but contracts are entered into directly by the Managing Contractor, instead of 
the owner.  Operations and maintenance roles are provided in-house or sourced by the owner directly, 
outside the design and construction process. 

The diagram below assumes the Managing Contractor holds all design risk and will procure subcontractors 
on an ad-hoc basis as required. 
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Strengths / opportunities Weaknesses / risks 
• The owner retains a high degree of control.  
• Potential for expedited delivery.  
• Continuity of designers and constructability 

input can decrease rework.  
• Design can be varied with relative ease.  
• MC takes project management-related risks 

and some delivery/cost risks. 

• Limited competitive tension after MC 
appointed.  

• Limited cost certainty and complex 
administration.  

• High resourcing requirements from the 
owner.  

• MC incentives may not align with the owners. 
 
Within the New Zealand market, the Construction Manager and Managing Contractor models are 
sometimes utilised.  The use of such contracts is generally for larger projects of work where there are 
interdependencies and different specialisms that require coordination and tight management. Examples of 
such projects include Beca’s role in the Watercare Hunua 4 Watermain Project.  Beca worked alongside 
Watercare and coordinated all scientific, engineering and cultural investigations, including preparing the 
applications. Beca also undertook detailed design, cost estimates and construction monitoring. 

Early Contractor Involvement (ECI) 

Definition: The early engagement of a contractor to benefit from input such as constructability, 
scheduling, early procurement of long-lead time items, estimating, etc.   

The model procures an ECI contractor through a qualifications-based procurement, with an intention to 
convert that same contractor into the prime contractor (under C or DB) once design is sufficiently 
progressed. Arrangements between the owner, designers and contractors where the parties are 
collectively responsible for performing the work and profit margins of the private parties are put at risk if 
project objectives are not achieved. 
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Strengths / opportunities Weaknesses / risks 
• Improved cost and time savings.  
• High potential for innovation.  
• Collaborative arrangement.  
• Constructability input can decrease rework.  
• Potential for an earlier commitment of 

construction resources and procurement of 
items with long lead times.  

• Early involvement can help contractors 
understand and efficiently price risk. 

• Potential for loss of competitive tension 
through conversion to Construct or Design-
Build contract.  

• Potential for less market interest in a hot 
market.  

• High resourcing requirements from the 
owner.  

• Open book re-tendering can disrupt 
timelines. 

 
The market scan has identified a few examples of where the ECI model has been utilised in the water 
sector. For example, Fulton Hogan entered an ECI contract with Fonterra in the construction of the 
Whareroa Water Treatment Plant. Beca was engaged to do the design. March Cato was also engaged 
through an ECI contract by Watercare and its Wastewater Targeted Asset Renewal Programme (5-year 
programme). 

Panel of Suppliers 

Owners that are delivering multiple projects over a long period may want to consider establishing a panel of 
suppliers. A panel of suppliers is a list of suppliers who have been pre-approved by an agency and who have 
agreed to the terms and conditions for supply. In establishing a panel of suppliers, the agency will verify 
which suppliers are capable of delivering the works and will agree in advance with each supplier the terms 
and conditions of supply of the goods, services or works, including the pricing (e.g., hourly rates) or the 
pricing mechanism that will apply. Once the panel has been established, the owner can select an 
appropriate supplier from the panel each time a project needs to be delivered through a secondary 
procurement process. 
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Appendix R: TBIG Market Sounding Report 
PDF inserted on following page 
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Appendix W: Finance and Economic Model Assumptions  
Purpose 

The purpose of this appendix is to make visible, the underlying assumptions and workings of key aspects of the Economic and Finance Cases within the Programme 
Business Case.  

Note – Documents Context 
This appendix needs to be read in conjunction with the Technical Programme Cost Model (Assumptions and Limitations tab), the Economic Case and Economic Model, 
and the Finance Case and Finance Model. Full Economic, Finance and Benefits Models can be provided upon request.  

Future Investment Pathway 
The content in our Programme Business Case is consistent with the 20 May 2020 Infrastructure Programme Governance Committee Paper that established this project 
and outlined our intended Future Investment Pathway. An extract from this Paper:  
 
Discussions with Delivery Planning and Strategic Finance have suggested that that because it is likely that we could be seeking further funding from Treasury, we should 
follow the Better Business Case process, so that we are at a standard that will allow an application to be made, if required.  
 
A Strategic Assessment followed by a Programme Business Case should be prepared to align with the Treasury’s annual budget-planning process. The Programme 
Business Case will be framed around the Treasury five-case model and will evidence our current understanding of condition and service level risks across the portfolio, 
and assess a range of viable options to determine a preferred way forward, to inform pathways for further capital investment.  
 
Strategic Finance will present a holistic view of Corrections’ total request for additional funding for FY21 to the Treasury, and unless funding for the initiative can be 
allocated internally, this is likely to include a request for an additional capital injection towards 3 waters investment. Capital requested will be phased over a number of 
years, with the likelihood of an initial ‘discovery’ phase of investment in FY21, where funds are requested to support comprehensive understanding of the issues, 
combined with progressing any priority interventions that are sufficiently evidenced to justify immediate funding. Future funding details and phases will be further 
established during the ‘discovery’ phase. 
 
The Programme Business Case will set out the anticipated timeline for planned 3 waters interventions, with the expectation that this will cover short, medium and long-
term activities, planning for a minimum programme of 1-5 years, and have a long-term horizon to align with the 20 year LTIP.  

  

aovfqq2wo5 2023-08-28 08:14:03





Department of Corrections | WIP Tranche 2A Detailed Business Case - Appendices 

66 
 

Additional Key Finance Assumptions 
We draw down the money in 6 month lots – we only apply capital charge to new capex and not to renewal capex as that is already in our baseline 
We have used rounding up and down to $500 and this makes on overall difference of $200 

 
From the Technical Programme Cost Model:  
• Extra Over monies represents additional Fixed Fee spent with Downer and Cushman Wakefield 
1. Investigations and institutional ‘ongoing opex’ represents additional FTE for Corrections 
2. Ongoing opex associated with Optimisation/Totex Interventions and Capex New Interventions, represents increased Fixed Fees for AM/FM contracts 
3. Ongoing unplanned costs – Also known as ‘Containment costs’ relates to Opex and should be 2% of our total asset value as per industry standard used by Councils. This 

figure aligns with the  figure used for ongoing unplanned costs.  
 
Please also note: that as part of the Intervention shortlisting process, when we scored interventions against the rough order cost it was based on the total cost of that 
intervention across all the sites where it was allocated (not per site). 
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Our initial valuation range to Treasury within our Risk Profile Assessment and our Point of Entry documentation, and our own in-house FM assessment of 3 Waters value 
was $180m-$200m. This was also included within the May 2020 3 Waters asset report provided to the Corrections Infrastructure Programme Governance Committee.   

 
The 3 Waters PBC will use the slightly greater 3 waters asset value of $200m due to the inherent under valuation of this asset class. 
The water assets that are in scope for our PBC represents ~69% of the total water asset base, using the $200m asset value, I.e. 200m/290m. 

 

Benefits Model Asset Valuation ‘Proof’– Cushman & Wakefield 
When we document the amount of funding the Department puts towards our 3 waters infrastructure that is in-scope for this PBC we can also account for the portion of the 
Auckland Prison run directly by Corrections via our AM/FM Provider, Cushman & Wakefield: 

• in fixed fees  
• in variable fees 

As per below extract from the Cushman & Wakefield budget and spend info from our Contract Management function –   
NOTE: These figures were taken from the excel sheet with full Cushman Wakefield information in it, filename ‘CW-Auckland Prison Water Assets V3’ 
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Appendix Y: WIP Implementation Schedule 
PDF inserted on following page 
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Appendix Z: Site-Level Implementation Schedule 
PDF inserted on following page 

aovfqq2wo5 2023-08-28 08:14:03



















Department of Corrections | WIP Tranche 2A Detailed Business Case - Appendices 

80 
 

Appendix AA: Tranche 2A Governance Management Structure 
Portfolio-Level Governance 

E.2.4. As referenced above, WIPSG will direct the programme during Tranche 2A. WIP’s authority will derives from: IFPCG, which 
must endorse funding drawdowns for WIP; and, in turn, the Investment Committee (which must approve funding drawdowns 
for WIP – e.g., in the context of outcomes from DBC-23). 

E.2.5. In broad terms, the Investment Committee role’s is to consider investment planning and execution given the 
Department’s strategic objectives and Government policy. It monitors benefits realisation and provides guidance to portfolio 
committees – IFPCG in the case of WIP. 

E.2.6. WIP’s monthly reporting – e.g., in terms of schedule, benefits realisation, and cost control – will monitored by IFPCG (the 
immediate “portfolio board” in this context) and in turn the Investment Committee (the Department-wide portfolio board). 

E.2.7. During Tranche 2A, the IFPCG and Investment Committee will be involved in overseeing benefits reporting and 
preparation of DBC-24. 

Programme-Level Governance 

E.2.8. Responsible for directing WIP, WIPSG performs the role of “programme board” per standard definitions. As set out in 
WIPSG Terms of Reference, WIPSG’s focus is ensuring that: 

• WIP’s investment objective and benefits are delivered per PBC and other requirements. 
• The Programme remains aligned to the Department’s strategic objectives. 
• WIP is well managed in terms of requirements for cost, schedule, and quality. 

E.2.9. WIPSG’s specific responsibilities include: 

• Authorising the start and end of each WIP Tranche/Stage. 
• Considering Change Requests relating to cost, schedule, and quality (including scope) – when not within the 

delegation of the SRO. 
• Endorsing WIP management products – e.g., Programme Management Plans, Exception Reports – prior to 

approval. 
• Overseeing the Programme’s adherence to quality and other assurance requirements. 
• Considering risks and issues escalated by the Programme Manager. 
• Reviewing Programme resourcing. 
• Championing WIP with internal and external stakeholders. 
• Escalating risks and issues to IFPCG as appropriate. Note: request for additional funding will be endorsed by IFPCG 

before escalation for approval by the Investment Committee. 
E.2.10. WIPSG is chaired by the BRO and attended by the SRO. Their specific responsibilities are summarised below. Other 
members include the following. Their role includes representing their respective functional responsibilities. 

• DCFO Strategic Finance. 
• Senior Advisor Office of National Commissioner.  
• National Manager Project Delivery. 
• National Manager Facilities Delivery. 
• Manager Delivery Planning. 
• Manager Strategic Asset Management. 

Benefits Realisation Owner 

E.2.11. During Tranche 2A, WIP’s BRO – and chair of WIPSG – will be [Director Asset Management]. The BRO is the person 
ultimately accountable for WIP achieving its investment objectives and benefits, per PBC and wider formally agreed 
expectations. In addition, as chair of WIPSG, the BRO has overall accountability for WIPSG fulfilling its role and responsibilities: 
see above. 

E.2.12. During Tranche 1, a BRO focus is ensuring that planning for subsequent Tranches aligns with assumptions set out in the 
PBC (formally revised as necessary). This will entail overseeing: 

• Completion of DBC-23 and preparation for DBC-24 as vehicles for ongoing investment in WIP through Tranches 2A 
and 2B. 

• Preparation of a Benefit Review Plan that reconfirms or amends benefits mapping, identification, and analysis 
completed ahead of submission of the PBC. 
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• Ahead of the commencement of Tranche 2A, the introduction of fit-for purpose mechanisms for benefits 
measurement and reporting. 

E.2.13. Another BRO focus during Tranche 1 is ensuring that revised governance and delivery arrangements are implemented 
ahead of Tranche 2A. Tranche 1 is focused on establishing foundations for WIP overall, with limited construction-related project 
activity completed. Subsequent Tranches will involve a substantially greater level of project delivery – necessarily coordinated at 
a programme-wide level – and it is expected that amended governance and delivery arrangements will be necessary. For 
example, it is anticipated that changes could be needed to: 

• WIPSG’s membership and responsibilities. 
• Delegations to the SRO and Programme Manager, or similar roles. 
• The role of the two review groups – e.g., one option is for the Construction Review Group to have a decision-

making role within certain levels. 
• Arrangements for independent programme, project, and technical quality assurance. 
• Programme team structure, depending in part on the commercial model(s) chosen for design and construction 

delivery during Tranche 2A. 
Senior Responsible Owner 

E.2.14. As noted above, the primary focus of the BRO is achievement of WIP’s investment objectives and benefits. Reporting to 
BRO, the SRO is accountable for delivery of WIP – within agreed tolerances for cost, quality, schedule, and other matters – so 
that achievement of these objectives and benefits is possible. Specific responsibilities include: 

1. Approving Programme-level management plans. 
2. Exercising financial delegations, e.g., in respect of in-flight projects within the Construction Workstream. 
3. Overseeing the implementation of agreed programme processes – e.g., for risk and change management. This includes 

ensuring management of WIP complies with EPMO and other Departmental requirements, 
4. Acting as an escalation point for the Programme Manager. 
AM Review Group 

E.2.15. During Tranche 1, two working groups will support decision-making by WIPSG. One is the AM Review Group. 
Membership will be as follows. 

5. Programme Manager. 
6. Manager, RMLM. 
7. Manager, SAM. 
8. National Manager Facilities Delivery. 
9. Manager, Statutory Compliance. 
10. Internal SPM and GIS team representative. 
11. Stantec representative (by invitation). 
12. AMFM Contractor representative (by invitation) 
E.2.16. The AM Review Group will endorse key deliverables of the SAM, Data, and Investigation Workstreams prior to WIPSG 
approval. During Tranche 1, key examples of such deliverables include: 

13. Site Assessment Reports. 
14. Asset Management Plans. 
15. Data SOP. 
16. 3W National Infrastructure Plan (version 2.0) 
17. Resiliency Framework. 
18. Level of Service Framework (version 2.0) 
19. Water Safety Plans. 
E.2.17. In addition, the AM Review Group will be consulted on planning for Tranche 2A, with an emphasis on two main subjects. 
First, post-programme ownership and implementation of Tranche 1 deliverables from the SAM, Data, and Investigations 
Workstreams – i.e., practical steps to build the Department’s knowledge, capacity, and capability to manage its 3W assets on an 
ongoing basis. 

E.2.18. Second, verifying assumptions about compliance and other risks that will inform investment planning for Tranche 2A and 
in turn preparation of DBC-23 and PIBC-23. 

E.2.19. The Group will meet as required, probably no more than once every second month, at least until early 2024 – i.e., until 
DBC-24 and its SAM, Data, and Investigations Workstreams-related inputs have been confirmed, and the post-programme 
ownership of associated deliverables has been implemented. It is expected that, in many cases, the Group’s work can be 
completed through review of papers rather than in-person/virtual meetings.  
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Construction Review Group 

E.2.20. The Construction Review Group will oversee planning for, and delivery of, projects within WIP’s Construction 
Workstream. The focus will be support to decision making by the SRO and wider WIPSG. The SRO has clear financial and other 
delegations relating Tranche 1 construction projects, per the September 2021 WIP Funding Memo. The role of the Construction 
Review Group will endorse key decisions before formal SRO or wider WIPSG approval is sought. 

E.2.21. It is expected that the Construction Review Group will have two focus areas in this context. First, reviewing Programme- 
and Tranche-level construction planning – from the perspective of deliverability and successful implementation more broadly, as 
opposed to priorities for investment given compliance and other risk factors. For example, the Construction Review Group 
would review substantive planning for delivery of Tranche 2A before this planning is approved by WIPSG. 

E.2.22. Second, portfolio management for individual construction projects, including during the Design and Plan phase – e.g., 
endorsements to move from design to procurement to construction; and including overseeing delegated project board 
responsibilities given to individual PCG for large construction projects. 

E.2.23. Membership will be as follows. 

• Programme Manager. 
• National Manager Project Delivery. 
• Manager Delivery Planning. 
• AM Procurement nominee. 
• National Procurement nominee. 
• Statutory Compliance nominee. 
• RMLM nominee. 
• H&S nominee. 
• AM PMO nominee. 
• Stantec representative (by invitation). 
• AMFM Contractor representative (by invitation). 

E.2.24. The Group will meet as required, probably no more than once every second month. As noted above, the role of the 
Group will be reviewed before the completion of Tranche 1, noting the scale construction activity planned for the subsequent 
Tranche. 

Programme Manager 

E.2.25. Although not part of WIP’s governance arrangements, the Programme Manager attends WIPSG meetings. The 
Programme Manager is accountable to the SRO and wider WIPSG for the week-to-week delivery of the programme, acting with 
agreed tolerances for cost, quality, schedule, and other matters. Specific responsibilities include: 

20. Preparation of management plans and associated registers. 
21. Delivering against these plans, within agreed tolerances, and monitoring and reporting on this delivery. 
22. Implementing agreed procedures for management of WIP, e.g., for change management. 
23. Week-to-week oversight of processes for risk and issue management. Escalating risks and issues to the SRO and wider 

WIPSG. 
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Appendix BB: Key Accountabilities for Individual Roles and 
Boards 
Portfolio-Level Governance 
As referenced above, WIPSG will direct the programme during Tranche 2A. WIP’s authority will derives from: IFPCG, 
which must endorse funding drawdowns for WIP; and, in turn, the Investment Committee (which must approve 
funding drawdowns for WIP – e.g., in the context of outcomes from DBC-23). 

In broad terms, the Investment Committee role’s is to consider investment planning and execution given the 
Department’s strategic objectives and Government policy. It monitors benefits realisation and provides guidance to 
portfolio committees – IFPCG in the case of WIP. 

WIP’s monthly reporting – e.g., in terms of schedule, benefits realisation, and cost control – will monitored by IFPCG 
(the immediate “portfolio board” in this context) and in turn the Investment Committee (the Department-wide 
portfolio board). 

During Tranche 2A, the IFPCG and Investment Committee will be involved in overseeing benefits reporting and 
preparation of DBC-24. 

Programme-Level Governance 
Responsible for directing WIP, WIPSG performs the role of “programme board” per standard definitions. As set out 
in WIPSG Terms of Reference, WIPSG’s focus is ensuring that: 

• WIP’s investment objective and benefits are delivered per PBC and other requirements. 
• The Programme remains aligned to the Department’s strategic objectives. 
• WIP is well managed in terms of requirements for cost, schedule, and quality. 

WIPSG’s specific responsibilities include: 

• Authorising the start and end of each WIP Tranche/Stage. 
• Considering Change Requests relating to cost, schedule, and quality (including scope) – when not within the 

delegation of the SRO. 
• Endorsing WIP management products – e.g., Programme Management Plans, Exception Reports – prior to 

approval. 
• Overseeing the Programme’s adherence to quality and other assurance requirements. 
• Considering risks and issues escalated by the Programme Manager. 
• Reviewing Programme resourcing. 
• Championing WIP with internal and external stakeholders. 
• Escalating risks and issues to IFPCG as appropriate. Note: request for additional funding will be endorsed by 

IFPCG before escalation for approval by the Investment Committee. 

WIPSG is chaired by the BRO and attended by the SRO. Their specific responsibilities are summarised below. Other 
members include the following. Their role includes representing their respective functional responsibilities. 

• DCFO Strategic Finance. 
• Senior Advisor Office of National Commissioner.  
• National Manager Project Delivery. 
• National Manager Facilities Delivery. 
• Manager Delivery Planning. 
• Manager Strategic Asset Management. 

Benefits Realisation Owner 
During Tranche 2A, WIP’s BRO – and chair of WIPSG – will be [Director Asset Management]. The BRO is the person 
ultimately accountable for WIP achieving its investment objectives and benefits, per PBC and wider formally agreed 
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expectations. In addition, as chair of WIPSG, the BRO has overall accountability for WIPSG fulfilling its role and 
responsibilities: see above. 

During Tranche 1, a BRO focus is ensuring that planning for subsequent Tranches aligns with assumptions set out in 
the PBC (formally revised as necessary). This will entail overseeing: 

• Completion of DBC-23 and preparation for DBC-24 as vehicles for ongoing investment in WIP through 
Tranches 2A and 2B. 

• Preparation of a Benefit Review Plan that reconfirms or amends benefits mapping, identification, and 
analysis completed ahead of submission of the PBC. 

• Ahead of the commencement of Tranche 2A, the introduction of fit-for purpose mechanisms for benefits 
measurement and reporting. 

Another BRO focus during Tranche 1 is ensuring that revised governance and delivery arrangements are 
implemented ahead of Tranche 2A. Tranche 1 is focused on establishing foundations for WIP overall, with limited 
construction-related project activity completed. Subsequent Tranches will involve a substantially greater level of 
project delivery – necessarily coordinated at a programme-wide level – and it is expected that amended governance 
and delivery arrangements will be necessary. For example, it is anticipated that changes could be needed to: 

• WIPSG’s membership and responsibilities. 
• Delegations to the SRO and Programme Manager, or similar roles. 
• The role of the two review groups – e.g., one option is for the Construction Review Group to have a 

decision-making role within certain levels. 
• Arrangements for independent programme, project, and technical quality assurance. 
• Programme team structure, depending in part on the commercial model(s) chosen for design and 

construction delivery during Tranche 2A. 

Senior Responsible Owner 
As noted above, the primary focus of the BRO is achievement of WIP’s investment objectives and benefits. Reporting 
to BRO, the SRO is accountable for delivery of WIP – within agreed tolerances for cost, quality, schedule, and other 
matters – so that achievement of these objectives and benefits is possible. Specific responsibilities include: 

24. Approving Programme-level management plans. 
25. Exercising financial delegations, e.g., in respect of in-flight projects within the Construction Workstream. 
26. Overseeing the implementation of agreed programme processes – e.g., for risk and change management. 

This includes ensuring management of WIP complies with EPMO and other Departmental requirements, 
27. Acting as an escalation point for the Programme Manager. 

AM Review Group 
During Tranche 1, two working groups will support decision-making by WIPSG. One is the AM Review Group. 
Membership will be as follows. 

28. Programme Manager. 

29. Manager, RMLM. 
30. Manager, SAM. 
31. National Manager Facilities Delivery. 
32. Manager, Statutory Compliance. 
33. Internal SPM and GIS team representative. 
34. Stantec representative (by invitation). 
35. AMFM Contractor representative (by invitation) 

The AM Review Group will endorse key deliverables of the SAM, Data, and Investigation Workstreams prior to 
WIPSG approval. During Tranche 1, key examples of such deliverables include: 

36. Site Assessment Reports. 

37. Asset Management Plans. 
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38. Data SOP. 
39. 3W National Infrastructure Plan (version 2.0) 
40. Resiliency Framework. 
41. Level of Service Framework (version 2.0) 
42. Water Safety Plans. 

In addition, the AM Review Group will be consulted on planning for Tranche 2A, with an emphasis on two main 
subjects. First, post-programme ownership and implementation of Tranche 1 deliverables from the SAM, Data, and 
Investigations Workstreams – i.e., practical steps to build the Department’s knowledge, capacity, and capability to 
manage its 3W assets on an ongoing basis. 

Second, verifying assumptions about compliance and other risks that will inform investment planning for Tranche 2A 
and in turn preparation of DBC-23 and PIBC-23. 

The Group will meet as required, probably no more than once every second month, at least until early 2024 – i.e., 
until DBC-24 and its SAM, Data, and Investigations Workstreams-related inputs have been confirmed, and the post-
programme ownership of associated deliverables has been implemented. It is expected that, in many cases, the 
Group’s work can be completed through review of papers rather than in-person/virtual meetings.  

Construction Review Group 
The Construction Review Group will oversee planning for, and delivery of, projects within WIP’s Construction 
Workstream. The focus will be support to decision making by the SRO and wider WIPSG. The SRO has clear financial 
and other delegations relating Tranche 1 construction projects, per the September 2021 WIP Funding Memo. The 
role of the Construction Review Group will endorse key decisions before formal SRO or wider WIPSG approval is 
sought. 

It is expected that the Construction Review Group will have two focus areas in this context. First, reviewing 
Programme- and Tranche-level construction planning – from the perspective of deliverability and successful 
implementation more broadly, as opposed to priorities for investment given compliance and other risk factors. For 
example, the Construction Review Group would review substantive planning for delivery of Tranche 2A before this 
planning is approved by WIPSG. 

Second, portfolio management for individual construction projects, including during the Design and Plan phase – 
e.g., endorsements to move from design to procurement to construction; and including overseeing delegated project 
board responsibilities given to individual PCG for large construction projects. 

Membership will be as follows. 

• Programme Manager. 
• National Manager Project Delivery. 
• Manager Delivery Planning. 
• AM Procurement nominee. 
• National Procurement nominee. 
• Statutory Compliance nominee. 
• RMLM nominee. 
• H&S nominee. 
• AM PMO nominee. 
• Stantec representative (by invitation). 
• AMFM Contractor representative (by invitation). 

The Group will meet as required, probably no more than once every second month. As noted above, the role of the 
Group will be reviewed before the completion of Tranche 1, noting the scale construction activity planned for the 
subsequent Tranche. 
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Programme Manager 
Although not part of WIP’s governance arrangements, the Programme Manager attends WIPSG meetings. The 
Programme Manager is accountable to the SRO and wider WIPSG for the week-to-week delivery of the programme, 
acting with agreed tolerances for cost, quality, schedule, and other matters. Specific responsibilities include: 

43. Preparation of management plans and associated registers. 

44. Delivering against these plans, within agreed tolerances, and monitoring and reporting on this delivery. 
45. Implementing agreed procedures for management of WIP, e.g., for change management. 
46. Week-to-week oversight of processes for risk and issue management. Escalating risks and issues to the SRO 

and wider WIPSG. 
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Appendix CC: Programme Processes and Controls 
The below sections are excerpts of the approved Tranche 1 WIP Programme Management Plan (PMP) which 
summarise the programme processes and controls that have been established during Tranche 1. The PMP for 
Tranche 2A is yet to be developed but will be established by the engaged Managing Contractor and build on the 
existing Tranche 1 PMP. 

Change control 
During Tranche 2A, Programme-level change requests will follow the Department’s guidelines on Change Control 
Procedure. The following steps will be implemented. 

• Capture: all Programme Change Requests will be logged in Sentient. 
• Examine: assess the impact of the change. Determine if the change needs to go through the Department 

Change Request process before following the Managing Contractor approval process (if applicable). 
• Propose: propose options and make a recommendation in a Programme Change Request Form. 
• Decide: an appropriate level of authority will decide on the change request. The level of authority will be 

determined based on the level of severity of the change request as per the tolerances approved in WIP 
Programme Management Plan the holder of applicable contingencies (if required). 

• Implement: during this step the Programme Manager will ensure that the approved course of action is 
incorporated into the programmes plans and is executed as planned. In some cases, this will result in a new 
baseline for the Tranche or wider Programme. 

Before the commencement of Tranche 2A, options to develop these procedures for the WIP context will be 
considered in consultation with stakeholders including AM PMO. 

Change control procedures will be used when considering actual or potential change to any element of the 
Programme and will comprise: 

• A review of lessons learned from other programmes/projects where similare changes have occurred, to 
assist in the planning of change and to mitigate risks of repeating risks due to change in this Programme.  

• Analysis of the change impact on the Programme’s planned outputs, benefits, and risks, and impact on our 
key internal and external stakeholders  

• Agreement of a specific set of actions and approach to manage the change, which will involve key 
stakeholders where appropriate and will also include internal tools and processes to manage financial 
impacts (funding memos) and contractual impacts (contract variations with suppliers or consultants) where 
appropriate 

• A Programme change control register to record all change requests that impact the overall Programme and 
Project change control registers for each project will be kept. Each change request will require formal 
approval from the relevant governing authority and appropriate communication to those affected. 

These procedures will help to ensure that any impacts to costs, risks, quality of outputs or benefits as a result of 
change will be appropriately managed and effectively communicated. 

Cost Management 
The WIP budget will be managed according to the tolerances, approvals, and contingency delegations approved in 
the WIP Funding Memo and in-line with the Departments Financial Delegation Policies. 

WIP will implement the Department’s monthly and other financial reporting requirements, including through use of 
Sentient insofar as this possible. 

WIP-specific procedures for cost management will be implemented as per the WIP Finance Manual (May 2022). 

Vendor Management 
During Tranche 1, the focus of vendor management is procurement for Tranche 2A. As seen above, Tranche 1 
includes dedicated Procurement Workstream given the scale of the procurement planning required as an input to 
DBC-23 and before commencement of Tranche 2A. 
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On overall approach, the Commercial Case of the PBC sets out current assumptions about WIP’s approach to vendor 
management. These assumptions will not be repeated in the present version of this PMP because a substantially 
updated Procurement Strategy for WIP – focused on Tranche 2A – is currently being prepared. The next update to 
this PMP will: 

• Record implications of this updated Strategy for how WIP will be managed as a programme. 
• Document outcomes of follow-on procurement planning – once a commercial model for Tranche 2A (if not 

more for the WIP more generally) has been confirmed. 
• Consider lessons from previous programme of WIP’s nature. 

Implementation and Handover 
Programme-level processes for the implementation and handover of key deliverables – e.g., new 3W assets – will be 
confirmed during Tranche 1, i.e., in advance of the substantive construction activity to commence during Tranche 
2A. 

In the meantime, individual projects within WIP will specify implementation and handover requirements on a case-
by-case basis, and, where appliable, following existing Departmental processes – e.g., as specified by the Project 
Completion Handover Checklist for Downer-led projects. 

As a practical matter – and in advance of guidance to be issued on this subject before the commencement of 
Tranche 2A – all as-built drawings, warrantees/guarantees, compliance certification, plant and equipment operating 
and maintenance manuals, will be forwarded to AM-FM. 

Quality Management 
WIP will continue to follow the principle that a product cannot be considered as completed until it has been 
reviewed and approved by relevant authorities. Note: 

• Reviewers and approvers for each Tranche 2A deliverable will be confirmed through an WIPSG-approved 
PMP. 

• In addition, this PMP will specify macro-level quality criteria for Tranche 2A products within each WIP 
Workstream. 

More detailed planning for WIP’s quality management will occur prior to the commencement of Tranche 2A, with 
input from the appointed Managing Contractor. This quality planning will give attention to: 

• Acceptance processes, including for construction deliverables. 
• Quality activities, for both technical and management products. 
• Quality controls, e.g., in terms of use of design authorities and Tranche/Stage-gate checks. 
• Process for technical and other quality assurance, both at a programme and individual project level. 

Programme Reporting 
To ensure successful delivery of the three waters programme it is important that the appropriate balance is struck 
between delegation of authority, to ensure the efficient and effective management of the programme and 
maintaining appropriate accountability.  

Corrections’ performance management process ensures that progress towards the programme’s strategic objectives 
are measured and reported to ensure achievement of outputs and agreed outcomes.  

The governance structure and key roles outlined in the sections above will be used as the structure and roles for 
programme reporting. 

Information Management 
WIP will continue to maintain predominantly electronic records, which will be saved in CM9 – the Department’s [add 
detail] – in due course. 

WIP will comply with the information security classification guidelines and associated practices as per CM9 D15-
114821 and D15-114818 PM: Guidelines for the Protection of Official Information. 
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The following controls will be in place and used during Tranche 2A: 

• Document control (version updates, list of changes made each time) will be used. 
• Draft versions will be labelled V0.1, V0.2, etc 
• Final approved versions will be labelled V1.0 with any subsequent approved changes numbered V1.1, 

V1.2 etc (if a subsequent update is significant, consider using V2.0 instead). 
• The Programme and any Project / Workstream names will be used consistently. 
• A log is to be maintained listing the Programme Management and major business / technical outputs 

produced by the Programme. 
• Sentient will maintain an Issue Log, listing all general issues associated with the Programme which may 

result in changes to the existing baselines. 
• Sentient will maintain a Change Request Log of all the requests for change generated during the 

Programme’s lifecycle. 
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Appendix DD: Benefits Realisation Plan 
PDF inserted on following page 
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Introduction
The Benefits Realisation Plan (BRP) is a complete view of all the benefits, their dependencies and expected timing for benefits realisation. It 
sets out what stakeholders can expect from the project or programme and is used as the basis for tracking against what is actually realised. 

The BRP should:
• Align to benefits identified in the Business Case (e.g. Strategic and Economic Case)
• Be SMART - we may have to be pragmatic about what we can track
• Provide an evidence base to show that the benefits identified in the programme have materialised (i.e. an audit function)

A good BRP also provides a basis to amend the programme if investments are not having intended consequences (i.e. support a management 
function)

The Corrections Waters Infrastructure Programme (WIP) BRP was developed by leveraging the benefits and objectives outlined in the draft WIP 
DBC Strategic Case and the 2021 PBC benefits register. This was subsequently updated to align with the draft Waters Assets Levels of Service 
(LoS) Framework v2 (February 2023). The draft BRP was further developed and refined at two workshops (27 March and 31 March) with the 
WIP team. It should be noted that the WIP BRP is a living document and will need to be updated accordingly as the DBC is developed, as the 
2023 LoS Framework measures are finalised, and if there are relevant changes to legislation that need to be reflected.

Treasury (2019). Managing Benefits from Projects and Programmes: Guide for Practitioners

WIP Benefits Realisation Plan (Draft)5 April 2023aovfqq2wo5 2023-08-28 08:14:03



Notes
Acronyms
DWSP: Drinking water safety plan. These have been developed for the following sites: Whanganui, Christchurch Men’s, Christchurch Women’s, 
Waikeria.
SAR: Site assessment reports. These have been developed for the following sites: Arohata, Rolleston, Mount Eden, Rimutaka, Christchurch 
Men’s.

Definitions
Direct (BRP column header): Measures denoted as ‘direct’, the WIP has a substantial and direct influence on the benefit. Therefore the WIP is 
responsible for monitoring and meeting the benefit targets. 
Indirect (BRP column header): Measures denoted as ‘indirect’, the WIP contributes but may not have a substantial and direct influence on the 
benefit due to other dependencies. Therefore the WIP is only responsible for understanding these measures for best practice. 
Unplanned maintenance: To be defined by Corrections.
Emergency works: To be defined by Corrections.
Fault: To be defined by Corrections.

5 April 2023 WIP Benefits Realisation Plan (Draft)aovfqq2wo5 2023-08-28 08:14:03
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While consultation is required at a site level for the delivery of T2A, Corrections Services’ interests and strategic 
direction at the most senior level, will be represented primarily by the Deputy National Commissioner and the 
Director of Change. 
 
The Programme team, led by the Programme and Project Managers will also work collaboratively with Prison 
Directors and their Operations Support Managers, where required, to ensure that: 

• the programme rationale and goals are properly communicated and understood, with a clear 
understanding of roles, responsibilities, and demands on time, 

• the expectations and concerns of regional and site leaders are well understood by the programme team 
and are factored into programme and project planning and delivery, 

• the programme team understands site histories, including any construction activity recently undertaken 
or planned, and the prior experiences of each site based on lessons learned, to avoid repeating mistakes, 

• regional and site leaders are sufficiently involved in design, implementation, and change management 
processes to ensure fit-for-purpose solutions are developed and delivered, and 

• the scope, scale, and interdependencies of potential operational disruptions to sites are well understood 
and communicated, with mitigations jointly planned to ensure ‘no surprises.’ 

Communications and engagement plans will be developed for each group of projects within the construction phase 
of the programme, supported by the overarching Programme Communications and Engagement Strategy. These 
plans will articulate a communications approach tailored to each phase of the Programme and to each group of sites 
within that phase.  

Communications and engagement activities will be coordinated by the Programme Manager and each of the Project 
Managers, with support from the Communications and Engagement lead, and for Prison sites, in collaboration with 
the Deputy National Commissioner and the Director of Change.  

This approach will ensure appropriate leadership and consistency of messaging for stakeholders to drive awareness, 
understanding, buy-in and contribution to the project, and for stakeholders to be able to contribute to problem 
solving and lessons learned for the benefit of the programme and projects within it. 

This approach will also assist with a strong partnership and buy-in from the Business as Usual (BAU) teams that will 
support initial delivery of the programme, and ensure a successful transition to ongoing strategic management of 
assets by BAU teams after implementations. 

Noting the current environment in relation to the COVID-19 response at sites is one of prioritising as capacity for 
new projects opens, leadership at sites will be engaged with a “whole of Asset Management” approach. The 
programme team will engage with wider Asset Management & Facilities Maintenance teams to develop a plan of 
engagement with sites that encompasses upcoming work for the purposes of information sharing, while time, 
resourcing, and health and safety considerations at sites are effectively managed. From this, an iterative site 
engagement plan for the programme will be developed, noting that specific programme work will also require direct 
engagement with sites outside of these, as needed. This foundation of engagement will allow the programme to 
create wider information and education communications for all sites advising of any potentially disruptive work 
upcoming, while beginning to promote educational resources developed on desired water use in the future state. 

Engaging Sites 
The programme will be sensitive to the needs of, and the environment at, sites as engagement for new and ongoing 
project work occurs. It is expected that many Asset Management initiatives will require engagement with sites 
throughout the four-year period of T2A. The “whole of Asset Management approach” detailed above will provide the 
opportunity for a consolidated and integrated approach to engagements with sites, minimising disruption to the 
core services delivered by Corrections Services. What this looks like in practice will be co-developed with 
stakeholders but could allow for consolidated communications to sites with updates across multiple pieces of work, 
ensuring projects needing similar information are able to consolidate questions and share answers, and that comms 
resources are shared across projects. 
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Branding that gives a singular voice and identity to project work is an important tool to effectively engage with 
partners and stakeholders. While the programme was initially stood up under the name “Three Waters”, the wider 
reform programme happening outside the Department under this banner has created connotations for people about 
the nature of work this programme is undertaking. While ensuring compliance with three waters legislation is an 
output of the programme, work on sites will be focused on ensuring water infrastructure continues to serve the 
needs of the Department. To support this message and focus, the programme was renamed the Corrections Water 
Improvement Programme during T1, with associated branding collateral developed to support a simple and clear 
message about the need for this work and the benefits it is providing. 

Approach Regarding Prisoners and their Whānau  
Regard continues to be given to people under Corrections’ care and their whānau. As construction projects are 
implemented, communications will be developed at the programme and project level, in consultation with 
Corrections Services, that ensure Corrections staff, people under the care of Corrections, and their whānau 
understand any temporary impacts on them caused by programme activities, what changes are taking place, and 
how the outputs of WIP will support a better quality of life for those who reside or work in the prison estate. 

Key Messages Regarding the Programme 
• The Department’s Water Infrastructure Programme is focused on the critical works needed for our water 

infrastructure – understanding what it looks like today and what we need to do to ensure it continues to 
support our frontline staff with their mahi in the future. 

• Ara Poutama Aotearoa is responsible for maintaining a significant network of water infrastructure across 
all 18 prison sites, with an estimated replacement cost of more than $200 million. 

• Over half of our prison sites are more than 50 years old and nearly 70% of the water infrastructure we 
have is at potential risk of asset or compliance failure. 

• Acting now will help us to continue to provide safe, healing, and humanising environments across prison 
network. 

• This will also mitigate risks associated with unplanned prisoner movements and transfers because of 
water systems failing at sites. 

• Part of our work will be ensuring compliance with ongoing legislative changes, but the primary focus is 
on making sure our infrastructure can meet the needs of the Department, now and in the future. 

• The programme is split in to two tranches: 
• Tranche 1 is about investigating sites to build processes and discover where the most urgent work needs 

to happen 
• Tranche 2 will prioritise and continue construction work at sites over the next few years. 

Frontline Corrections’ staff 
An assessment conducted by WIP indicates that, for frontline Corrections’ staff, a low level of change management 
will be required. In general, the “end users” of water services in this context – including Corrections’ staff – will not 
be materially impacted by Tranche 2A delivery or its outputs. Nonetheless: 

• Information on the project will also be shared through mass communication channels to ensure frontline 
staff, and Corrections Services teams that support them in National Office are informed of programme 
activities.  

• Regular engagement with identified partners through workstream activities will be supported by the 
development of a centralised repository of information on tātou, providing project updates, an overview 
of the scope of the works and intended outcomes, educational resources, contact information for team 
members, and other supporting information. 

• A centralised programme email address and inbox, supported by programme branding, will create a 
voice and identity for the programme for all communications. This will allow for direct engagement with 
those impacted most by the ongoing work and allow an iterative build of communications over time. 
This approach will help embed the programme with sites while prioritising the most important 
information to be received at the most important time. 
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• An opportunity has been identified in education around water use to reduce consumption. If desired, 
this could be established as a self-directed learning module or resource owned by the Learning and 
Development team. 

AM Directorate 
WIP’s SAM workstream is responsible for building the capacity and capability of the Department and its contracted 
Facilities Maintenance providers to ensure compliance with the new drinking water safety requirements of the 
Water Services Act 2021. This will require the adoption of new processes and upskilling of staff to ensuring 
compliance on an ongoing basis. As documented above, engagement with sites and operators on an early and 
ongoing basis will support the work in this area and allow for a successful change programme to be implemented. 

Stakeholders at sites have been engaged at the design and planning stages of all activities for each site. As planning 
and implantation of tranche 2 of the programme continues, this process will continue to mitigate any potential 
disruption to the operation of the core functions of each site, and to prioritise, plan, and consolidate activities on 
site. The change management process detailed below will be incorporated into any temporary procedural changes 
required for site operation (e.g. changes to site access, onboarding and processing of prisoners, water use such as 
irrigation or water storage), and in the implementation of any ongoing post construction procedures (e.g. water 
testing, reporting, maintenance of infrastructure). 

The change management journey will exist through the entire life cycle of the programme, allowing BAU units to 
transition in to ownership and effective management of new assets and procedures. Co-design of procedures with 
impacted stakeholders will be essential to understanding the reasons for any change, as well as in understanding 
those procedures. Similarly, active and ongoing engagement with stakeholders will allow BAU teams to effectively 
integrate the increased availability of data on assets in to their strategic asset planning and to consider the 
appropriate resourcing for the maintenance and replacement throughout the entire lifecycle of the asset. 

Treaty Partners, Tāngata Whenua, and Mana Whenua 
The Department’s change management principles are also paramount in the engagement and partnership with Iwi 
and Mana Whenua. Noting the Department’s approach to iwi engagement described above, the Department’s iwi 
engagement process will be used as the guiding principles of iwi engagement as it relates to change. A Te Ao Māori 
perspective on engagement is an important consideration of engagement and change management with our Treaty 
Partners. 
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