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Executive Summary 
The Waikato Road Asset Technical Accord (RATA) is on the way to its goal of “Achieving 

best practice road asset management within the Waikato by improving capability, 

capacity and outcomes through effective collaboration”. 

RATA brings together the common needs of the participating Waikato councils to 

improve the management of their roading assets in a cost-effective and consistent 

manner. The collaboration is providing opportunities for procurement savings, 

development of skills and knowledge, and the sharing of innovation and expertise.  

RATA is a collaboration that was developed through a defined investigation process 

under the strong leadership of the Waikato Mayoral Forum and the Road Advisory 

Group. The Better Business Case framework provided a transparent and inclusive tool 

to evaluate options and develop the RATA concept. The establishment of RATA and the 

implementation of numerous initiatives has been managed by Dawn Inglis, who has 

been seconded from the Waipa District Council. 

In its first twelve months RATA has already achieved significant results for the 

participating councils with combined saving estimated at over $170,000. The 

collaboration is also positioning the councils to gain future savings, other asset 

management benefits and to deliver improved ‘one-network’ transport outcomes. 
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1 Introduction 
1.1 Project Outline 

Project Name:  

Project Location: Waikato Region (excluding Taupo) 

Project Objectives: Achieving best practice road  asset management within 
the Waikato by improving capability, capacity, and 
outcomes through effective collaboration 

 

Project Stage: Implementation 

Value: (cost savings) Net savings of over $170,000 in year one, plus 

performance improvements that will provide ongoing 

downstream savings (improved data collection and 

analysis; deferral of renewals work where appropriate, 

etc.). 

Scope of Work: Supporting strategic asset management through local 
authority collaboration 

Project commenced: July 2014 

Key Issues: Local government collaboration 

Strategic asset management 

Governance role 

Retaining skilled staff 

Consistent levels of service 

Supporting quality local delivery of services 

Regional benchmarking opportunity 

Better Business Case 

 

 

1.2 Project Team 

Name Organisation / Role Contact Details  

(Email and Telephone) 

Dawn Inglis RATA – Waikato Road Asset 

Technical Accord 

dawn.inglis@waipadc.govt.nz 

027 554 2221 

Andrew McKillop NZ Transport Agency, Planning 

& Investment 

Andrew.McKillop@nzta.govt.nz 
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2 Case study  
The Waikato Road Asset Technical Accord (RATA) was established by July 2014 with 

the goal of “Achieving best practice road asset management within the Waikato by 

improving capability, capacity and outcomes through effective collaboration”. 

This paper sets out the strategic drivers that supported the establishment of RATA, 

the process that was used and the current and intended future outcomes.   

The RATA collaboration comprises the District Councils of Hauraki, Matamata-Piako, 

Otorohanga, South Waikato, Thames-Coromandel, Waikato, Waipa, and Waitomo, 

the Hamilton City Council, with the support of the NZ Transport Agency. 

 

In 2011 the Waikato Mayoral Forum was created in response to challenges 

indicating that there were further efficiency opportunities within local government. 

The Mayoral Forum established four initial work streams (roading, two-waters, 

planning and governance) to investigate opportunities for collaboration. 

The ‘Roading Working Group’ of the Forum, made up of Mayor John Tregidga, 

Mayor Alan Sanson, Mayor Brian Hanna, Don McLeod and Harry Wilson, identified 

that the Waikato Region had a history of collaborating well on regional policy, 

strategic planning and major projects through three primary mechanisms: 

1. The efforts of the Regional Transport Committee who are responsible for 

development and adoption of the Regional Land Transport Strategy and 

Regional Land Transport Programme; 
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2. The development and implementation of network plans for major projects 

(e.g. Waikato Expressway) or major networks (e.g. Access Hamilton, Regional 

PT Plan); 

3. The work and efforts of land transport staff within local authorities and NZTA 

who maintain regular professional contact. 

 

In order to build on these existing foundations the Roading Working Group initiated 

the process to explore and develop new collaboration opportunities. This reflected 

the guidance from the Road Maintenance Task Force (RMTF) that was created as a 

Government and sector initiative to seek opportunities for increased effectiveness in 

road maintenance, operations and renewals across New Zealand. 

2.1 Road Maintenance Task Force direction 

The RMTF identified that opportunities for increased efficiency existed by having 

road controlling authorities take a ‘one network’ approach through collaboration 

and clustering. Additionally the RMTF recommended improvements in four broad 

areas: 

1. Adapting the business models used to deliver maintenance, renewals and 

operations. 

2. Improved procurement practices, also in support of new business models. 

3. Improved prioritisation and optimisation through levels of service 

differentiation. 

4. Consistent introduction of advanced asset management practices. 

The initial concept for collaboration that was discussed as part of the RMTF 

presented the potential options on the spectrum shown in Error! Reference source 

not found.. This showed options that built from collaborating on asset 

management activities, through to network management and into procurement and 

alliancing. 
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Figure 1 RMTF Spectrum of Collaboration Options 

As the collaboration discussions developed in the Waikato region (and elsewhere 

across NZ) it became evident that advancing asset management was a common 

need of most participants. It was generally agreed that building a sound and 

consistent approach to ‘grass roots’ elements, such as data collection and Levels of 

Service, would be an important prerequisite for any subsequent levels of 

collaboration (or for roading authorities to independently move to new styles of 

contracting models). This was illustrated on the collaboration evolution diagram 

shown as Figure 2. 
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Figure 2 Evolving stages of collaboration 

 

2.2 How did we develop RATA?  

The process to develop the RATA collaboration is summarised in Figure 3.  

When the Roading Working Group commenced their project they had a number of 

key issues and concerns but were open to all possibilities and opportunities. The 

key issues raised included: 

• The lack of consistency of road user experience as they drove the networks 

(where drivers could easily tell when they travelled across boundaries 

between Territorial Local Authority (TLA) boundaries). 

• The need to retain local knowledge of roading networks by local staff, to be 

able to respond to customer issues with full knowledge of the area. 

• There was some concern over the confidence in the validity of forward works 

programmes being proposed and delivered. 

• The lack of robust benchmarking due to varied data collection regimes and 

practices, as this was seen as important in identifying and exploring best 

practice in the sector. 

The Roading Working Group commissioned a ‘stocktake’ survey that collected 

information from each Council on their existing asset management practices, road 

classification hierarchies, levels of service, service delivery arrangements and 

collaborative activities.  
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This stocktake provided a better understanding of the delivery of transport 

outcomes and identified four areas of opportunity for more in-depth investigation 

by the Road Advisory Group (comprising a representative from each Council). The 

four areas were Road Classifications & Level of Service, Asset Management 

Information Systems, Data Collection, and Efficient Procurement.  

These initial phases of investigative work provided the foundation for the 

development of a collaboration business case (described in Section 2.3) that was 

facilitated by the Road Efficiency Group (REG) at the request of the Roading Working 

Group. 
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Figure 3 RATA Collaboration Development Process 
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2.3 The Collaboration Business Case  

The Road Advisory Group worked with REG to develop a business case that 

confirmed the case for collaboration, established the common issues and 

objectives, and identified and evaluated options. It was important that the business 

case process was inclusive and transparent. 

A key element of the business case process was the early engagement with each 

participating organisation through Individual 2 Hour Workshops. This established 

the issues being faced by each organisation and allowed the areas of alignment to 

be determined. 

As a result it was found that Asset Management was central to many of the issues 

being faced and that working together to deliver improvements in this area could 

provide greater value for money and a better one-network approach. Thus the 

option for a Waikato ‘Centre of Excellence’ in road asset management was 

conceived to provide Waikato roading managers with a resource to provide more 

advanced asset management and better value for money than could be achieved 

independently.  

This concept was developed through further combined workshops to establish the 

scope and scale of the collaborative work and to confirm the governance, structure 

and implementation details.  

2.4 Governance and Implementation 

The RATA governance structure (Figure 4) ensures that all stakeholders are 

adequately represented and that controls exist to ensure all objectives are met. The 

structure is led by the Governance Group that comprises the Mayoral Forum 

Roading Working Group.  

Figure 4  RATA Governance Structure 
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The Project Advisory Group was the key steering group in the establishment phase 

of RATA. They assisted with delivering the business case for RATA, providing 

guidance on funding and cost allocation mechanisms, establishing a performance 

(and savings) monitoring framework, and prioritising the future RATA functions.  

The Technical Advisory Group supports the Project Director in developing 

technical specifications for the various RATA projects. They guide procurement 

decision making with respect to contract term, market assessment (and whether 

supplier controls are recommended), resolve boundary issues etc. They’re also 

involved at the implementation level in aspects such collaborative reviews of 

Forward Works Programmes and the assessment of RAMM databases across the 

region. 

The establishment of RATA and the implementation of its initial projects has been 

managed by the RATA Project Director, Dawn Ingils, who has been seconded from 

her position as Manager Road Corridor at Waipa District Council. The leadership 

provided by an experienced and well-respected roading practitioner has been 

invaluable in progressing the RATA concept and in acting as a conduit between the 

roading managers and the governance groups.  

NZ Transport Agency Regional Planning and Investment Manager Robert Brodnax 

said “this collaborative approach is not only ground-breaking nationally, but we can 

see huge potential to make significant cost savings - which both local ratepayers 

and the wider public will benefit from”. 

2.5 RATA Funding 

Each Council has committed approximately $23,000 for the first year of RATA and 

intend to continue this level of investment into future years. These funds have been 

used for the projects completed and underway, and will be offset by the savings 

and performance improvements that RATA delivers. 

As a reflection of their support of RATA, the NZ Transport Agency have agreed to 

provide funding of $250,000 over two years, subject to achieving performance 

criteria and cost savings. Part of this funding has been used to support the data 

collection project that has seen increased costs for some Councils due to the 

improvement to data quality in the regional specification. The remaining funding 

from the NZ Transport Agency will offset the RATA overhead costs for two years 

and also supports some of the other project deliverables.  

NZ Transport Agency Regional Planning and Investment Manager Robert Brodnax 

said “this collaborative approach is not only ground-breaking nationally, but we can 

see huge potential to make significant cost savings - which both local ratepayers 

and the wider public will benefit from”. 
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3 RATA Deliverables 

3.1 Current Projects 

RATA has embarked on a programme of interrelated initiatives that will in-turn 

provide the foundation for future projects. The initial projects and their expected 

benefits are summarised in Table 1. 

 Table 1 RATA Current Delivery Phase 

Current Projects Benefits 

1. Data Collection Procurement 

A regional data collection contract (and 

sharing the specifications with any non-

participating local authorities) so that 

region wide benchmarking is possible. 

 

• Data Collection completed on time to required 

accuracy 

• Data consistency across the regional  network  

• Saving $27,000 in procurement work and 

$12,000 in annual costs  

2. Forward Works Programme Reviews 

Collaborative reviews of each local 

authorities forward work programme 

based on the work of the NZ Transport 

Agency Review and Prioritisation Team 

(RAPT). 

 

• Sharing of expertise & experience  

• Professional relationships established/ 

strengthened 

• Giving confidence in FWP and understanding of 

deferral opportunities/ risks  

• % of sites rated as ‘about right’ increases each 

year 

• Mechanism for collaboratively assessing sites 

developed 

• Saving $24,000 vs engaging consultants 

3. RAMM Health checks 

Engaging BECA to review participants 

RAMM data quality. 

 

• Consistent confirmation of data health 

• Identified numerous deficiencies and 

improvement requirements 

• Saving $17,000 vs engaging consultants 

separately 

4. ONRC Implementation Support 

RATA has been asked to support this work 

through demonstration of good practice 

and development of ONRC templates.  

 

• Consistent ONRC implementation 

• Reduced duplication of work 

• Identification of areas where collaborative ONRC 

work may be appropriate over the next 3 years  
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Current Projects Benefits 

5. Asset Managers’ Forum 

Facilitate a bi-monthly forum where good 

practice asset management systems and 

tools are discussed, case studies shared, 

and guest speakers invited to provide 

opportunities for upskilling. 

 

• Support for best practice identified in the region 

to be shared 

• Capability building in a low-cost high value 

forum 

• Networking opportunities provided 

6. DIA Measures Guidelines 

Common systems and process are used 

within the guideline for consistent 

reporting on the DIA Mandatory 

Performance Measures. 

 

 

• Common measures and methodologies of data 

collection are used in all TLAs 

• Benchmarking is possible between TLAs 

• Good practice tools are provided to support 

each TLA meet the mandatory requirements 

8. RAMM support expertise 

Secondment of RAMM and Asset 

Management Information expert (1 day 

per week, David Taylor, Waikato District 

Council) to provide support where sought 

by participants.  

 

• Affordable and locally provided expertise  

• Applying a consistent approach 

• Building knowledge and skills throughout the 

region 

8. Regional Benchmarking Tool 

To be developed and implemented in order 

to determine the region’s comparable 

performance with respect to customer 

satisfaction, asset condition or other 

network outcomes, and level of 

investment. 

 

• Common measures are used in all TLAs 

• These are used in LTP and Annual Report 

• Comparisons between TLA’s 
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3.2 Future Opportunities 

A number of future initiatives have been identified as set out in Table 2. It is 

expected that further opportunities will become apparent as RATA becomes 

established and the existing asset management practices within the Waikato are 

better understood. 

Table 2 RATA Future Opportunities 

Future Opportunities Benefits 

1. Shared Document Templates  

Develop regional templates for common 

documents, including 30 Year Infrastructure 

Strategies. 

 

• Consistency in interpretation of 

requirements across region  

2. Common RAMM Protocols  

Develop RAMM processes and protocols for 

consistent data/inventory management 

 

• Value added by putting emphasis on 

critical data 

• Data collection can be standardized 

• KPI data can be easily compared. 

• Reliable data available for growth and 

expenditure forecasts. 

3. Standardised Contract Templates  

Develop standard contract document templates 

for use by participating Councils 

 

• Common standards throughout the 

region 

• Reduced costs for suppliers/contractors  

• Reduced effort by Councils to maintain 

standards 

4. Shared specialist services  

Develop a pool of specialist service providers 

(bridge engineer, geotechnical engineer, etc.). 

 

• Cost savings through economies of scale 

in procurement 

• Encourage and development and 

retention of specialists 

• Consistency in approach and delivery 

throughout the region 

5. Joint LED Lighting Procurement  

 

 

• Cost savings through economies of scale 

and reduced costs for 

suppliers/contractors  

• Common approach and standards 

throughout the region 



   

 

   
REG Best Practice AMP Group – RATA Case Study Revision Date: 02 June 2015 Page 15 

  

Future Opportunities Benefits 

• Reduced procurement effort required of 

Councils. 

6. Unsealed Road Management Strategy 

Develop consistent framework for assessing 

unsealed roads and developing renewal 

programmes for unsealed roads 

 

• Common standards throughout the 

region 

• Shared approach to managing user 

expectations 

• Consistent user experience throughout 

the region. 

7. Procurement monitoring and evaluation  

Develop list of all existing collaborative 

procurement across the Region and evaluate for 

effectiveness and key learnings 

• Provide data for others considering 

collaborative procurement 

• Encourage collaborative procurement 

where this is shown to be effective 

 

 

4 Performance measurement and 
reporting 

Bi-monthly, bi-annual and annual reports are being produced for all stakeholders to 

communicate progress against planned outcomes and to assure TLAs and the NZ 

Transport Agency (as co-investors) of the value provided by their participation in 

RATA. 

These reports will include agreed performance measures for each project. The 

following broad performance indicators will be applied to the RATA initiatives: 

a. All joint procurement complies with current best practice and NZ Transport 

Agency / TLA requirements 

b. Savings are achieved through joint procurement  

c. Data collected on region’s roads is consistent and reliable 

d. Sharing of ideas and practices leads to greater consistency of outcomes 

e. All possible secondment opportunities are taken up 

f. Benchmarking tool provides and enables the identification of best practice 

approaches 

g. All participants support RATA and are satisfied with progress by June 2016. 
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5 Responses - what does it mean in 
practice? 

1. Otorohanga District Council 

“Otorohanga District Council has already benefited in several ways from RATA - 

through the joint contract for pavement condition rating and roughness survey and 

templates for various ONRC requirements, to name just two examples.   

But I believe the greater benefits are still to come in Asset Management with 

expertise we could not otherwise expect to have access to as a small rural council. 

The ability to engage industry front-runners in RAMM for our forward works 

planning should provide some real and immediate improvements”. 

Martin Gould, Roading Manager 

2. South Waikato District Council  

"The RATA has already proven its worth providing partnerships, collaboration and 

consistency through the data collection contract and other initiatives. The technical 

support provided around Asset Management is a huge benefit for rural Councils 

that rely on thinly spread resources. The introduction of the forward works drive 

over looking at other council’s roading rehabilitation programme, timing and 

treatments has produced great outcomes.  

South Waikato District Council will continue to support and be part of the RATA, 

recognising the efficiency gains to date."  

Gordon Naidoo, Business Unit Manager – Roading 

3. NZ Transport Agency Planning and Investment  

“The Forward Works Programme tours were very beneficial for Agency staff to 

better understand local issues and demand across the participating Waikato 

councils.   

“The information gathered has been useful when considering and supporting the 

maintenance programme applications for the 2015-2018 NLTP. With the NZTA team 

gathering good insights into the planned rehabilitation and resurfacing 

programmes, as well as the maintenance practices and processes used in 

developing forward works programmes, the region is well placed during national 

moderation conversations”. 

“While there will always be ‘opportunity’ to further optimise the asset management 

decision making processes, the ‘willingness’ to work collaboratively and to openly 

share information is paying dividends. The conversations that are occurring as a 

result of the RATA led programmes are transforming the way business is done”. 

Andrew McKillop, Planning & Investment Manager 
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6 Key Lessons 
The successful development of the RATA collaboration can be attributed to the 

following important factors that particularly revolve around investing time and 

effort in the development phases and following a defined process. 

a. Spending time and effort finding alignment to identify and solve common 

issues while building personal relationships and breaking down the barriers to 

collaboration. The dedication, time and patience to work through complex 

gestation processes. 

b. Recognising that working with others to seek optimum outcomes represents a 

strength rather than reflecting a weakness. Understanding there is strength in 

numbers and that we can achieve better results and better value together than 

separately.  

c. Understanding the technicalities required to improve Asset Management (i.e. 

the need for more data about the state and use of the assets, the need for 

quality data, and to interpret it well) and recognising that no-one knows 

everything in this field, but working with others expands our knowledge, ability 

and performance. 

d. Developing the structure of RATA and its range of initiatives from the ground 

up, by the region for the region, rather than a ‘one size fits all’ approach 

dictated from afar. 

e. The strong vision, commitment and leadership from Mayors and senior 

Council officers, including frequent meetings and involvement in the governance 

and implementation. 

f. Following the defined Better Business Case process that provided a structured, 

transparent framework to help in finding alignment between the participants 

and identifying the reasons and benefits of working together. 

g. Developing a non-threatening move towards greater collaboration, that provides 

for evolution rather than revolution and allows for future development if 

desired. 

h. Appointing (though secondment) a well-respected senior officer to manage the 

implementation process, lead by example and ‘walk the talk’. 
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7 Recommendations 

Specific Recommendations Suggested Action to be 
Taken 

� Stakeholder survey to assess initial success and 

provide guidance for 2015/16 
Stakeholder survey planned 
for June 2015 

� Sharing key learnings with other regions who 

may be interested in this work 
Provide a presentation in 
support of this case study for 
Mayoral Forums, officers and 
RTC, LGNZ (rural and 
provincial meetings) etc. 

 

�   
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8  Appendix  
RATA Leadership   

(Future members of each group will be appointed as required, subject to the approval 

of the Governance Group.  ) 

Governance Group Mayor John Tregidga – Chair 

Mayor Allan Sanson 

Mayor Brian Hanna 

Harry Wilson – Regional Director Waikato/Bay of Plenty, NZTA 

(Alternate – Robert Brodnax – Manager, Regional Planning and 

Investment, Waikato/ Bay of Plenty, NZTA) 

Don McLeod - Convenor 

Project Advisory 

Group 

Don McLeod – CE, Matamata Piako District Council 

Karen Boyt – Regional Performance Manager, NZ Transport Agency 

Andrew McKillop – Regional P&I Manager, NZ Transport Agency 

Chris Allen - Infrastructure Manager, Hamilton City Council  

Ken Thompson - Infrastructure Manager, Hauraki District Council 

Technical Advisory 

Group  

 

Gordon Naidoo - Roading Manager, South Waikato DC 

Martin Gould – Roading Manager, Otorohanga DC 

Karen Boyt* – Regional Performance Manager, NZ Transport Agency 

Denis Lewis – Infrastructure Manager, Taupo DC 

Rob Bullick – Senior Investment Advisor, NZ Transport Agency 

Jarrod Bates – Hamilton Infrastructure Alliance (HCC/Downer) 

Matt Busch – Roading Manager, Thames Coromandel DC 

*Karen Boyt will nominate a replacement member for the Technical 

Advisory Group once determined by the NZTA. 

 


