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Executive Summary

Nelson City Council and Tasman District Council are adjoining Unitary Authorities who work
together to deliver Regional Council public transport services.

This combined Public Transport Procurement Strategy (Procurement Strategy) covers the
existing public transport arrangements of both Councils, including Total Mobility services.
This Procurement Strategy is valid for a period of up to three years. Both Councils have
separate NZ Transport Agency Waka Kotahi (NZTA) endorsed transport procurement
strategies that cover their infrastructure procurement activities.

In July 2023, a new bus public transport service contract commenced servicing both Nelson
City and Tasman District. The service comprises six distinct bus routes and the Late Late
bus service. The new bus public transport service contract was procured using a partnering
(staged) delivery model with a price-quality supplier selection method. The new contract
utilises the Public Transport Operating Model (PTOM) and has a nine-year contract term. It
is compliant with the Rules in the NZTA Procurement Manual.

During the term of this Procurement Strategy, we will refresh of our Total Mobility Services
contracts. We will use Procurement Procedure 4 in the NZTA Procurement Manual to
procure new contracts.

No other significant procurement activities are currently envisaged during the term of this
Procurement Strategy. Any additional public transport activities that may be identified will
be procured in accordance with this Procurement Strategy and the NZTA Procurement
Manual.

Procurement Strategy Audience

The audience for this Procurement Strategy is primarily the supplier market and staff at
Nelson City Council and Tasman District Council who are responsible for delivering public
transport procurement activities.

Councils Procurement Policies and the NZTA Procurement Manual

This Procurement Strategy is influenced by our Procurement Policies, but strictly follows the
NZTA Procurement Manual.

Feedback on the Public Transport Procurement Strategy

All relevant staff at Nelson City Council and Tasman District Council, and stakeholder
representatives, were consulted prior to the approval of this Procurement Strategy by the
Group Manager Infrastructure at Nelson City Council and the Group Manager - Community
Infrastructure at Tasman District Council.

Key Issues:

Key issues identified in our Regional Public Transport Plan (RPTP) and considered in this
Procurement Strategy include:

= vehicle usage growth and its effects on access.
= safety on our roads.
* our communities are susceptible to losing access in more frequent weather events.

* maintenance has been underfunded in the past and road condition is getting
worse.

» vehicle usage is affecting our natural environment.
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Recommendations

NZ Transport Agency Waka Kotahi endorsement:
It is recommended that the NZ Transport Agency Waka Kotahi:

1. Endorse the Nelson City Council and Tasman District Council Joint Transport
Procurement Strategy Part B — Public Transport 2025-2028 effective 12 April 2025.

2. Approve the continued use of in-house professional services by Nelson City
Council and Tasman District Council in accordance with s.26 of the Land Transport
Management Act 2003.

Nelson City Council adoption recommendations:
It is recommended that Nelson City Council's Senior Leadership Team:

1. Adopts the Nelson City Council and Tasman District Council Joint Transport
Procurement Strategy Part B — Public Transport 2025-2028 effective 12 April 2025.

Tasman District Council adoption recommendations:
It is recommended that the Group Manager — Community Infrastructure:

1. Adopts the Nelson City Council and Tasman District Council Joint Transport
Procurement Strategy Part B — Public Transport 2025-2028 effective 12 April 2025.

This Procurement Strategy is approved for adoption by the Group Manager Infrastructure
at Nelson City Council and the Group Manager Community Infrastructure at Tasman
District Council:

Alec Louverdis
. Aocd .

Group Manager Infrastructure Date

.

Signed by: Richard kirby
Date & Time: 04 Apr, 2025 08:23:24 NZDT

Group Manager Community Infrastructure Date
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1.0 Introduction

This Procurement Strategy is focused on the procurement for public transport services for
Nelson City Council and Tasman District Council (the Councils) and is complementary to
the separate NZTA endorsed infrastructure procurement strategy for each Council.

Nelson City Council and Tasman District Council co-deliver public transport services in the
Nelson region due to the close proximity between the two districts and the wider
communities desire for a connected public transport network. In addition to co-delivering
public transport services, Nelson City Council and Tasman District Council also develop a
shared Regional Land Transport Plan, a Regional Public Transport Plan and collaborate on
other transport initiatives.

Both Councils are statutory bodies with obligations to their ratepayers defined under the
Local Government Act 2002. The statutory objectives of the Land Transport Management
Act 2003 (LTMA), the Land Transport Management (Regulation of Public Transport)
Amendment Act 2023 and Local Government Act 2002 (LGA) apply. The LGA empowers
Councils to play a broad role in promoting the social, economic, environmental, and cultural
well-being of their communities, taking a sustainable development approach while
Councils' responsibilities under the LTMA include contributing to an effective, efficient and
safe land transport system in the public interest.

In July 2023, a new bus public transport service contract commenced servicing both Nelson
City and Tasman District. The service comprises six distinct bus routes and the Late Late
bus service. The new bus public transport service contract was procured using a partnering
(staged) delivery model with a price-quality supplier selection method. The new contract
utilises the Public Transport Operating Model (PTOM) and has a nine-year contract term. It
is compliant with the Rules in the NZTA Procurement Manual.

During the term of this Procurement Strategy, we will refresh our Total Mobility Services
contracts. We will use Procurement Procedure 4 in the NZTA Procurement Manual to
procure new contracts.

No other significant procurement activities are currently envisaged during the term of this
Procurement Strategy. Any additional public transport activities that may be identified will
be procured in accordance with this Procurement Strategy and the NZTA Procurement
Manual.
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2.0 Policy Context

2.1 Key documents that inform us

The following key documents inform this Procurement Strategy:

» Connecting Te Tauihu (Top of the South) Nelson Tasman Regional Land Transport

Plan 2024-34 (RLTP)

» Regional Public Transport Plan 2024-2034 (RPTP)

= NZTA Procurement Manual for activities funded through the National Land
Transport Fund (Amendment 6, April 2022)

= Nelson City Council Procurement Policy (2021)

=  Tasman District Council Procurement Policy (2020)

*  Ministry of Business, Innovation and Employment (MBIE) Government Procurement

Rules (4th Edition, 2019)

2.2 Our Community Outcomes

This Procurement Strategy aims to align with both Councils community outcomes as tabled

below:
Community Outcome

Our unique natural environment is
healthy and protected

Procurement Contribution

Requirements for low energy and low
carbon emission vehicle fleet and
responsible servicing and cleaning.

Our urban and rural environments are
people-friendly, well planned and
sustainably managed

Routes are efficient and well planned,
living wage is paid and service delivery is
customer focused.

Our infrastructure is efficient, cost
effective and meets current and future
heeds

Appropriate and adaptable bus fleet and
network.

Our communities are healthy, safe,
inclusive and resilient

Health and safety and customer focused
service delivery.

Our communities have access to a range
of social, educational and recreational
facilities and activities

Customer involvement through
consultation processes. Services are well
planned and customer focused.

Our Council provides leadership and
fosters partnerships, a regional
perspective, and community engagement

Customer services and consultation guide
public transport services outcomes.

Our region is supported by an innovative
and sustainable economy

Selection of effective and efficient
procurement processes.

Table 1 - Our Community Outcomes
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2.3 Our key issues

The key transport issues in Te Tauihu identified in our RLTP in the next 10 years are:

vehicle usage growth and its effects on access.
safety on our roads.
our communities are susceptible to losing access in more frequent weather events.

maintenance has been underfunded in the past and road condition is getting
worse.

vehicle usage is affecting our natural environment.

2.4 Strategic objectives and outcomes from the RPTP

This regional public transport development programme is based on a stepped customer
focused approach to meet the objectives agreed during its development. That is to provide
a regional integrated network which:

Provides frequent, attractive, economic and viable transport choices for most
sectors of the community.

Reduces the reliance on private cars.

Is sustainable and reduces carbon emissions.

2.5 Strategic objectives and outcomes for this
Procurement Strategy

The key outcomes for our Procurement Strategy are focused on ensuring best value for
money. They include:
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Improving customer experience. A stepped approach is proposed through the
RPTP. Continuous improvement for scheduling, facilities and customer experience
through effective monitoring and stakeholder and customer consultation is
required.

Procurement solutions are effective and endorsed by stakeholders and customers.
Geographic constraints, traffic flows, infrastructure limitations, and population
growth and technological developments are all well managed.

Contractor will pay the living wage to staff.

People with impaired mobility challenges are considered in all procurement
decisions.

Euro 5 or 6 low emission fleet is required as a minimum, and no-emission fleet is
preferred, or to be transitioned to.

Procurement is transparent, legal, ethical and follows the Rules.



2.6 Relevant legislation

When preparing this Procurement Strategy, the Councils have drawn on the following to
form the strategic planning context.

The statutory objectives of the Land Transport Management Act 2003 (LTMA), the Land
Transport Management (Regulation of Public Transport) Amendment Act 2023 and the
Local Government Act (LGA) apply to the procurement activities contained within this
Procurement Strategy. The LGA empowers both Councils to play a broad role in meeting
the current and future needs of their communities for good-quality local infrastructure, while
the LTMA sets responsibilities for contributing to an effective, efficient, and safe land
transport system in the public interest.

Land Transport Management Act 2003, including Section 25, requires NZTA to approve one
or more procurement procedures designed to obtain best value for money. Section 24(4)
requires approved organisations to use a procurement procedure for any expenditure from
their land transport disbursement account (unless exempt under s26).

The Land Transport Management (Regulation of Public Transport) Amendment Act 2023,
Section 9 includes the following set of public transport principles:

a) Well-used public transport services reduce the environmental and health impacts
of land transport, including by reducing reliance on single-occupant vehicles and
using zero-emission technology.

b) Public transport services support a mode shift from private motor vehicle use and
equitable access to places, facilities, services, and social and economic
opportunities if they are co-ordinated, integrated, reliable, frequent, accessible,
aoffordable, and safe.

c) Fair and equitable employment or engagement of people in the public transport
workforce should ensure that there is a sufficiently robust labour market to sustain
and expand public transport services.

d) regional councils, territorial authorities, and public transport operators should work
together to co-ordinate public transport services, the provision of infrastructure,
and land use as necessary -

i.  to meet the needs of passengers; and
ii. to encourage more people to use the services.

e) Public transport services should be provided in a way that assists -
i.  public transport investment to be efficient; and

ii. public transport investment to give value for money.

Planning, procuring, and operating public transport services must be carried out in an open
and transparent manner, irrespective of who operates the service.
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2.7 Health and Safety at Work Act 2015 (HSWA)

The relationship with the contracting Councils is recognised as a Person Conducting a
Business or Undertaking (PCBU). This means maintaining a work environment that is free
from health and safety risks as much as is reasonably practicable.

We consider health and safety through the three key procurement stages - plan, source and
manage. Health and safety is considered during our procurement planning processes. The
health and safety risks associated with the provision of public transport services, total
mobility and supporting professional services include risks around interaction with the
public, safe driving, fatigue and ensuring the wellbeing of the service providers.

Health and safety will form part of the attributes in our procurement processes, where
appropriate. The key risks from a health and safety perspective are identified in the
operators Health and Safety Plan and associated job safety analysis templates.

These risks are identified and categorised through the Health and Safety Plan and
managed through regular meetings and requirements to notify the key contract contact
within certain timeframes where incidents occur.

2.8 Government Procurement Rules

Our procurement approaches are consistent with the Government Procurement Rules
including the Principles of Government Procurement.
The five principles of government procurement are:

a) Plan and manage for great results

b) Be fair to all suppliers

c) Get the right supplier

d) Get the best deal for everyone

e) Play by the rules

2.9 NZTA Procurement Manual

The NZTA Procurement Manual is used for activities funded through the National Land
Transport Fund and contains procurement procedures approved by NZTA for use by
approved organisations when purchasing infrastructure, planning and advice and public
transport services.

291 Best value for money

The following definition of ‘Best Value for Money' defined in the NZTA Procurement Manual,
Section 3.2 has been adopted for this Procurement Strategy:

There are a number of concepts common to best value for money including:

= Benefits derived from procurement related activities can be maintained or
enhanced through the procurement process.

» Cost alone is not a reliable indicator of value for money.

=  Economic, social and environmental costs and benefits inform procurement whole-
of-life assessments.
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In the context of land transport, obtaining best value for money spent means purchasing a
good or service that delivers the output approved for funding under s20 of the LTMA in an
efficient and economic manner. Efficiency and economy have both financial and non-
financial attributes.

Non-financial attributes may include:
= quality (e.g., of the supplier or product)

* impact on communities and the environment (e.g., positive, or negative impacts on
connectivity, disruption, and pollution)

» design integrity (e.g., arising from capable and skilled suppliers)

* innovation (e.g., meeting LTMA outcomes via an agreed output variation from that
originally specified)

» whole-of-life considerations (e.g., when considering the longevity of value against
maintenance costs of different materials over the life of the asset)

* training and development opportunities (e.g., by valuing suppliers that invest in
workforce capability)

*» health and safety practices (e.g., by valuing suppliers that meet certain specified
standards).

A strategic approach to procurement assists in the achieving best value across the whole-
of-life of the contract.

29.2 Competitive and efficient markets

With the introduction of the Land Transport Management (Regulation of Public Transport)
Amendment Act 2023, there is no longer a requirement for public transport service
procurement procedures to encourage competitive and efficient markets for supply.
However, we recognise the role that competitive and efficient markets for supply play in
obtaining best value for money.

293 Fair competition amongst suppliers

With the introduction of the Land Transport Management (Regulation of Public Transport)
Amendment Act 2023, there is no longer a requirement for public transport service
procurement procedures to enable persons to compete fairly for the right to supply outputs
required for approved activities, if two or more persons are willing and able to provide those
outputs. However, we recognise the role that fair competition has in obtaining best value
for money.
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2.10 Broader Outcomes

Broader outcomes are the secondary benefits that are generated by the way a good, service
or works is produced or delivered. These outcomes can be social, environmental, cultural or
economic, and will deliver long term public value to New Zealand and our community.
Broader outcomes require consideration not only of the whole-of-life cost of the
procurement, but also the costs and benefits to society, the environment and the economy.

The key components of public value are depicted in the diagram below:

Good quality Good outcomes Good price

Effective Efficient | Up front Ongoing
price and end of

Mests Delivered Benefits to
life costs

objectives in the c targeted

right way

Environmental

Fewer negative
/ more positive

groups

Cultural

Partnering
with Maori

impacts

Figure 1 - Public value, extracted from the Government Procurement Rules, 4 Edition.

NZTA released a Framework for Delivering Broader Outcomes in September 2020" and a
Broader Outcomes Procurement Strategy? in March 2021. The Broader Outcomes
Procurement Strategy describes the broader outcomes for NZTA, including the
Government's four identified priority outcomes outlined below:

* Increase New Zealand businesses access to government procurement:
increasing the number of New Zealand businesses contracting directly to
government, and within the supply chain. This includes Maori and Pasifika
businesses.

= |ncrease the size and skill level of domestic construction sector workforce: the
government is leveraging procurement through construction to encourage
businesses to increase the size and skills of their workforces.

* Improve conditions for workers and future-proof the ability of New Zealand
businesses to trade: this priority protects workers from unfair and unsafe
behaviour and incentivises well-performing firms while ensuring they are not
undercut by firms who have reduced costs through poor labour practices.

"NZ Transport Agency. (2020) Framework for Delivering Broader Outcomes. September 2020.
2 Waka Kotahi NZ Transport Agency. (2021) Broader outcomes procurement strategy. March 2021.
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» Support the transition to a net zero emission economy: and assist the
Government to meets its goal of significant reduction in waste by 2020 and
beyond.

Consideration of broader outcomes spans three phases of procurement (plan, source and
manage) however greater value can often be achieved early in the process, particularly
during the planning phase. Similarly, by actively managing contracts and supplier
performance we will be able to monitor the impact that broader outcomes generate.

M
Opportunities to create
ind realise value are
eatest in the planning
and Managing phases
VALUE —
S
(] F, \
3 \\_ .'.
: '\\ ;. \
g \_‘\ /
. = F -
3
r4
Initiate Identify Specify Plan Approach Megotiate Manage Review
prajiect nieeds and requirements approach the market and award contract and

analyse and select coniract relationship

market supplier

TIME

Figure 2 — Procurement Lifecycle, extracted from the NZTA Broader Outcomes Procurement
Strategy.

Following the declaration of a climate emergency by the New Zealand government in
December 2020, we have been informed that no new diesel buses may be registered as part
of local service contracts from 1 July 2025.

The RPTP also includes objectives including reducing reliance on private cars and along
with being sustainable and reducing carbon emissions. The RPTP has been developed in
conjunction with the Regional Land Transport Plan (RLTP). These two investment
programmes are aligned in their long-term outcomes, objectives and investment focus.
Woking alongside other on-going strategies such as both Councils’ Active Transport
Strategies, Parking Strategies and Speed Management reviews, which together will deliver
an overall viable travel alternative to the use of private vehicles reducing both carbon
emissions and the number of vehicle kilometres travelled.

Under the new contract, all drivers will be paid at least the living wage, as this is seen as a
mechanism for improving conditions for workers and assists in recruitment and retention
consistent with the Nelson City Council Procurement Policy.
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2.1 Nelson City Council's Procurement Policy

Nelson City Council's Procurement Policy effective from the 1 of February 2021 sets the
minimum mandatory requirements for purchasing and contracting for goods and services
and supports the Council to achieve reductions in greenhouse gas emissions in line with
Council policy. The policy seeks to strengthen the Council's role as a change leader, to work
with the challenges of market constraints, and to achieve great procurement outcomes.

Council resolved in June 2020 that its Procurement Policy should incorporate broader
outcomes as outlined in the All of Government procurement rules. This is that the Council
should use procurement to support wider social, economic, cultural and environmental
outcomes that go beyond the immediate purchase of goods and services.

In supporting these outcomes through procurement, the Council's initial priority focus areas
are increasing opportunities for local businesses to work with the Council; increasing skills
and training in our region particularly in construction; improving conditions for local
workers, and reducing emissions, waste and environmental pollution.

In specifying the goods and/or services needed, requirements must include consideration of
the following:

* The positive contribution to or the negative impact on Council's climate change
goals, and targets for reducing or limiting greenhouse gas emissions.

» The whole of life costs, including end of life disposal.

»  The health, safety, environmental, economic, social and cultural outcomes to be
achieved.

The Council has a role in encouraging suppliers to:
= Support, or to work towards, paying a Living Wage to their employees.
» Support their employees to gain further skills and certification.

» Support their employees to increase their knowledge of, and participation in, our
region’s culture and history.

2.12 Tasman District Council's Procurement Policy

Tasman District Council's Procurement Policy sets a commitment to delivering value for
money for the community through its procurement practices, and that they will continue to
challenge the way they do things to realise other broader benefits for the community (be
that social, environmental or cultural).

The Council's procurement principles are:
» Creating value for money, but not necessarily always going for the ‘lowest cost'.
* |wi participation and engagement in procurement.
= Sustainability.
»  Creating broader outcomes and benefits for the community through procurement.
» Fairness and lawfulness and being.
» Effective market competition and encouraging innovative practices.
» Using procurement to improve health and safety outcomes.

»  Minimising environmental impacts.
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2.13 Delegations

Both Councils have delegation's registers. These set out how the Councils give effect to their
respective statutory duties, functions, responsibilities, and powers. Nelson and Tasman have
several existing joint committees covering a range of areas.
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3.0 Procurement Context

The NZTA Procurement Manual requires all approved organisations to have an endorsed
procurement strategy which is updated every three years. The scope of this strategy is
contained to the procurement of public transport services and the Total Mobility Scheme,
as these activities will be jointly procured and managed by Nelson City Council and Tasman
District Council.

Any procurement related to public transport infrastructure (work category 514 and 534) will
be captured in the respective Transport Infrastructure Procurement Strategy of Nelson City
Council and Tasman District Council.

Activity Class ‘ Work category Description
Public transport 511 Passenger services- bus
517 Total mobility operations
519 Total mobility wheelchair hoists and ramps
521 Payments for Total Mobility wheelchair
hoists and ramps
524 Public transport operations and
management
525 Operations and management of real-time

information and ticketing systems

Table 2 — Scope of this Procurement Strategy

The current public transport service consists of six distinct routes plus the Late Late bus.
Some additional peak buses are operated from Richmond to Nelson on Route 1. The level
of service (frequency and vehicle standard) is similar for all routes with the new services.
Patronage has almost doubled between the previous public transport bus service contract
that ended in August 2023 and the new contract to around 940,000 passenger trips per
year.

Approximately 30,000 trips are made annually through the Total Mobility Scheme in Nelson
and Tasman. Total Mobility operates in Nelson, Richmond and Motueka with about 1,400
people registered as users. Nelson City Council administers the scheme, including
contracting assessment agencies. Nelson/Tasman has successfully migrated from paper-
based vouchers to an electronic ID card system, known as Ridewise.

3.1 Background

Public transport services have operated in the Nelson-Richmond urban area since 1927. The
contracted bus network dates from 1998, when four local routes (to Atawhai, The Brook, Toi
Toi/Hospital, and Washington Valley) were introduced along with the Late Late Bus in
Nelson. The network expanded to include the two major and previously commercially
operated Nelson-Richmond routes when a new contract was introduced in 2012. It has
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gradually evolved since then to include a Stoke loop service, which was introduced in 2015
but withdrawn and replaced with three off-peak only local routes in 2017; as well as a pair
of local Richmond routes, which were introduced on 3 August 2020; and other minor
changes to services.

In August 2023, eBus was introduced with six distinct routes, a Late Late bus and some
additional peak services to cater for the demand. The service is operated by seventeen
electric buses providing a half hourly service from 7.00am to 7.00pm seven days a week
covering 1.4 million kms per year.

3.2 Analysis of the supplier market - public transport

The current contractor has been the sole, previously commercial, operator of public
transport services in Nelson since 1927 and provides most of the school bus services.
Nelson/Tasman has at least four bus operators providing either school bus services,
charters, or tourist operations including Go Bus, SBL Group, Bromells Coachlines and
Golden Bay Coachlines.

3.3 Analysis of the supplier market - total mobility

Location Value Per Suppliers
Annum
Nelson City and $1,000,000 Freedom Companion Driving Services
Richmond Nelson City Taxis
Sun City Taxis
Driving Miss Daisy — Nelson West
Driving Miss Daisy — Nelson East
Fifeshire Taxis Limited
Motueka Motueka Taxis Limited
Golden Bay - There are currently no participating
operators in Golden Bay

Table 3 — Annual Total Mobility Contract Value — Gross (including the fare paid by the user)

The current Total Mobility Contracts have been extended until June 2026 in anticipation of
alignment with the Ridewise 2 upgrade.

3.4 Analysis of the supplier market = community transport

The Nelson Tasman Community Transport Trust (NTCTT) administers and manages the
Motueka Community Bus and Tapawera services. In addition to this Nelson will operate the
Nelson North community service. These services do not currently receive funding through
the National Land Transport Fund (NLTF).
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3.5 Contracting risks and mitigation

Potential bidders can be discouraged or prevented from participating in tender processes
where there are significant barriers to entry. The following potential barriers to entry have
been considered when developing this Procurement Strategy:

Contracting Risk

A lack of awareness of the tender process
and timing.

Mitigation

Pre-engagement with Bus and Coach
Association and known local and
national operators.

Inability to source suitable vehicles in the
time between contract award and
commencement.

Tender processes aim for nine month, or
longer, lead in time.

Inability to recruit and retain suitable
staff.

Ensure staff are paid the living wage,
provide an adequate lead-in time for the
contractor to recruit.

Suitable land available for a depot site and
infrastructure, for example electric bus
charging.

Council will identify at least one possible
location for a bus depot, including
landowner engagement about the
Contractor potential securing this as a
depot.

An untested market in the region.

Pre-engagement with Bus and Coach
Association and known local and
national operators.

Table 4 — Contracting risks and mitigations

3.6

Public transport operating model

The LTMA provides the statutory framework for implementing the PTOM. The RPTP provides
a high-level approach to implementing PTOM and a very useful overview of the current
services, case for change and the envisaged future state of public transport for the region.
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3.7 Nelson Tasman Unit

The Nelson Tasman unit was tendered in early 2022 with new services scheduled to start 1
July 2023. The actual start date was 1 August 2023. Estimated value of the unit is given in
Appendix 1. The table below shows the intended approach for sharing the costs of the
services. This unit contains the four standard routes:

Bus % TDC Bus % NCC
Service Fare/Cost Service Fare/Cost
Km Share Km Share
(TDC) (NCCQ)
1 Nelson - 17.3km 4 6.1km 35% 11.2km 65%
Richmond
via
Waimea
Rd
2 Nelson - 19.0km 4 4.2km 22% 13.8km 78%
Richmond
via Rocks
Rd
3 Atawahi- 15.3km 3 Okm 0% 15.3km 100%
Hospital
4 The Brook 13.7km 3 okm 0% 13.7km 100%
- Airport
5 Motueka 53.1km 1 38km 72% 15.km 28%
- Nelson
6 Wakefield 30.1km 1 17.1km 56% 13km 44%
- Nelson
7 Late Late 27.1%km 2 6.1km 35% 11.2km 65%
Bus

Table 5 — Nelson Tasman Routes
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Figure 3 — eBus Network Schematic.

3.8 Community transport

The RPTP also supports community transport, in the same way as several other regions with
a similar urban-rural mix to Nelson-Tasman and to use it to complement peak commuter
services by providing basic access to healthcare, public services, and other similar services
and activities that often require off-peak journeys.
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3.9 Public Transport Service Delivery Model

The current bus public transport unit contract was tendered prior to the establishment of
the Sustainable Public Transport Framework (SPTF). The current contract uses the Public
Transport Operating Model (PTOM) to enable partnering to occur. It includes the following
features:

* Annual business planning

= Key performance indicators

= Vehicle type

= Service level variations

= Financial incentive mechanism

» Gross price reset

3.91 Annual business planning

Annual business planning provides a process in which the operator and the Councils will
actively monitor the performance of the operator and consider improvements to the
services.

Council staff meet with the operator at least annually to develop a business plan (to be in
place by 31 August each year), including the first year of the contract. A regular monthly
meeting has been established with the operator. There is a formal bus review after one year
of eBus services. As part of Stage one, Council staff have worked with NZTA to meet NZTA
monitoring requirements. Stage two consists of analysing service requests and a review of
route performance to ascertain service optimisation and improvements.
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3.9.2 Key performance indicators

The contract sets out a series of key performance indicators (KPls):
Attribute KPls

Reliability = Number & percentage of trips cancelled.

» Percentage of trips completed in full.

* Percentage of trips completed in full during peak times/off
peak.

Punctuality » Percentage of trips leaving between 59 secs and 4min 59
seconds after departure times (Terminus).

» Percentage of trips leaving between 59 secs and 4min 59
seconds after departure times (Key timing points).

Service = Total kilometres travelled by all vehicles per month (trips)
» Total hours all vehicles are operating
»= Average in service operating speed for each trip

Safety and » Incidents: details (nature, time, place, 3rd party, severity,
security outcome, frequency)
Vehicles = Comparison of fleet composition in use with tendered fleet

composition and vehicle replacement policy

» % trips undertaken by back up vehicles

= Vehicle list

» Proposed vehicle replacements

» Greenhouse gas emissions per 100,000km

= Greenhouse gas savings per 100,000: trip replaces private
vehicle

» Fleet energy usage

Customer = Number of complaints
Complaints

Table 6 — Key performance indicators

3.93 Vehicle type

The retendering of the public transport service contract in 2022 had presented a unique
opportunity to make a step change and replace the current fleet with one that meets higher
customer and environmental standards.

There are two key options set out in the Nelson/Tasman Regional Public Transport Plan
(RPTP):

= Move to a low emission Euro 5 or Euro 6 bus fleet (or higher if applicable); or

= Move to a zero-emission bus fleet, powered by electricity (battery), hydrogen or
other zero carbon source.

The current fleet of vehicles operated in Nelson/Tasman consists of seventeen Foton electric
buses and three Euro 5.5 Scaniad's.

Nelson City Council & Tasman District Council Transport Procurement Strategy - Part B: Public Transport 23



394 Service level variations

The management of service level variations is an important component of the long-term
contract cost, particularly with the staged approach contemplated by the RPTP. The
methodology of the tender evaluation process included an assessment of the cost-of-
service level variations of the different tenderers over the term of the contract.

Service level variations are subject to negotiation with the incumbent and a suitable price
being agreed and are compliant with the NZTA Procurement Manual Rules.

Where the contractor proposes a variation to improve the operational efficiency of the
service and the costs of operation are reduced; the calculated savings, less any costs
incurred by the Councils, will be shared equally.

3.95 Financial incentive mechanism

The financial incentive mechanism (FIM) was reintroduced for this contract. The
performance incentive payment covers the annual reliability and punctuality of the services
operated, safety and security, vehicle availability, environmental measurements, customer
complaints. The operator is required to self-rate and is entitled to a 1% performance bonus
payment at the discretion of the Council.

3.9.6 Gross price reset

Any bus public transport unit contracts longer than six years in duration will have an annual
gross price reset at year six. This reset mechanism will be informed by the best available
data (such as unit rates) in a manner that is consistent with the requirements of the NZTA
Procurement Manual in discussion with the operator.

Any adjustment to the unit price agreed with apply from the start of the seventh year, and
if necessary, will be paid in arrears from the commencement of year seven. The gross cost
reset is intended to recognise that agreements need to ensure value for money is being
achieved in the longer term, and a reasonable balance is being maintained between
contractor profit and the expenditure of public funds. This reset may result in the annual
gross price increasing or decreasing.

3.10 Total Mobility

3.10.1 Total mobility transport providers

Procurement of Total Mobility is compliant with the requirements set out in the NZTA
Procurement Manual, Procurement Procedure 4. The current contract includes mandatory
requirements for health and safety compliance, vehicle quality standards, first aid and unit
standard training.

There is no obligation for the Council to offer a contract to operators who do not meet the
expected standard and requirements, and an application may be declined where:

* There is no additional service benefit to Total Mobility clients. E.g. there is no
wheelchair hoist capability, or

* The service is not able to demonstrate value for money.
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The existing agreements were due to expire on 30 June 2026. New agreements will be for
a three-year term.

3.10.2 Total mobility subsidy

The subsidy provided on total mobility fares in Nelson/Tasman is currently 75% to a
maximum of $30 ($22.50 maximum subsidy) through the Regional Public Transport Plan
2024-2034 (RPTP). Total Mobility card holders may also utilise the eBus network with the
support of a caregiver. Caregivers travel free to enable customers with disabilities the option
of utilising bus services.

3.10.3 Criteria to join the Total Mobility Scheme

New operators are able to enter into total mobility agreements where they meet the
requirements of the scheme.

3.10.4 Total mobility hoists

Suppliers are engaged with hoists or lifts in vehicles, where appropriate. The age of the
equipment is monitored and renewal negotiated with the operator, when required. The
operator is responsible for renewal and requesting subsidy through Council for costs. There
are currently five vehicles with hoists.

3.10.5 Total mobility technology

The current version of Ridewise manages member information, trip details and monthly
invoicing. The call centre and website provide general information about the scheme.
Council will utilise the Ridewise 2 improvements when these are available.

3.1 Public Transport technology

We currently use Bee Card for patronage monitoring and revenue collection. We will be
transitioning to the National Ticketing Solution along with other public transport authorities
nationally. This will enable us to provide our customers with a range of easy-to-use payment
methods for all public transport across the country. The new national system will be called
Motu Move. We are currently scheduled to transition to Motu Move late 2026.

3.12 Professional services

The application of both internal and external professional services will be in accordance
with the NZTA endorsed Transport Infrastructure Procurement Strategy for both Councils.
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4.0 Implementation

4.1 Performance measurement and monitoring

The procurement of the Nelson/Tasman public transport services contract has used the
partnering delivery model with a price-quality supplier selection method in accordance with
the NZTA Procurement Manual. No significant procurement activities are envisaged during
the tenure of this Procurement Strategy.

4.2 Communications plan
Key stakeholders ‘ Topics H Method
Nelson City Council » Performance = Quarterly Public Transport
and reporting. Committee meetings.
Tasman District = Service level = Council newsletters.
Council improvements.
Suppliers * Procurement =  Email, phone calls and
Strategy workshops.
development.
Community groups = Service = Website.
Ond Wider pub|iC information. n Timetqble informqtion‘
Other local » Coordination of = Transport Special Interest
government entities technology. Groups (TSIG)
=  Emails, phone calls and
meetings
Table 7 - Communications plan
4.3 Corporate ownership and internal endorsement

This Procurement Strategy has been reviewed internally and feedback has been sought
from NZTA Enterprise Procurement prior to the finalisation of the document. Endorsements
and approvals are included in the section entitled Recommendations.

This Procurement Strategy is owned by the Public Transport Advisor and is approved by the
Group Manager Infrastructure at Nelson City Council and the Group Manager Community
Infrastructure at Tasman District Council.

4.4 Future endorsement and revision

In terms of NZTA Procurement Manual Rule 10.4, endorsement of the Procurement Strategy
is required at least every three years. A review shall be undertaken in 2027 prior to seeking
such endorsement.
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Appendix 1 = Procurement activities covered by this Procurement Strategy

Description
LTI New Supplier (Currentl
Public Procurement Type Tender Contract Duration SeIF-)eF::tion Likely Contract Anticipated Y

Release Format value Assumptions
start Date Method AMP)

2021/31

Transport Procedure

Date

Request for
Proposal via Bus services are
1March 1 August 9 years GETS Tri-party Services jointly managed
2022 2023 Price- Contract with Tasman
Quality District Council.

Attributes

Public
Bus Services Transport Partnering
Services

$8,000,000/year

Direct appointment

Direct Services to the Council's
<$100,000 -

Public Appointment Contract 3 telecommunications

Transport supplier.

Services

N/A N/A Ongoing
Wi-Fi on
Buses

Direct Services <$100,000 Hardware

N/A N/A (6] i
/ / ngoing Appointment Contract replacement.

7 operators have
contracts to provide
total mobility
services. This is all
of the known
registered taxi
providers in
Total Nelson/Tasman.
- PT Fare . . . .
Mobility Supplier . Direct Services Contracts are being
. recovery . N/A N/A Ongoing )
Service Scheme Panel/Partnerships Appointment Contract extended approx. 2
Providers years to align with
anticipated
$800,000/year Ridewise 2 upgrade.
between all Other qualified
operators and providers can join
assessors at any time on
application to the
Council.

There are 5
assessing agencies
for Total Mobility.
Contracts are being
Supplier . Direct Services extended approx. 2
Panel/partnerships N/A N/A Ongoing Appointment Contract years to align with
anticipated
Ridewise 2 upgrade.
This procurement is
led by NZTA.

Total PT Fare
Mobility Recovery
Assessors Scheme

There are 3 service
providers with

Total hoists. Th
ota PT Fare Approx $20,000 O!S s [hey arrange
hoist replacement

Mobility X X Purchase .
Hoist Recovery Partnering N/A N/A Ongoing Order N/A per hoist every and notify the
Council when

Scheme 10-12 years
Replacement
required for cost

sharing.
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PT Fare

This procurement is

Ridewise 2 Recovery Staged Est 2023 led by NZTA.
Scheme

Public Public

Transport Transport Staged N/A N/A N/A Vary Vary $30,000/year Services Contract

Promotions Services

ﬁ:ift?:gl PT Fare Approx This procurement is

N/A N/A N/A

Solution - Recovery Staged 01/12/2026 TBC TBC led by NZTA.
Scheme

Motu Move

Real Time Public

Planni d Direct Servi
Bus Transport c:r.mlng an N/A N/A Annual |rec. ervices $30,000/year
. . advice Appointment Contract
Information Services
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