Changi Airport Terminal 5. The Most Disciplined
Mega-Airport Programme Still in Delivery

In Delivery, Not Delivered: What Changi's Governance Record - T1 to Jewel - Tells Us to Watch as Terminal

5 Builds Towards the Mid-2030s
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Key Facts

Cost: Confirmed awarded contracts approx. S$5.75 billion (2025); full terminal estimated towards S$12.5 billion
by analysts (projected, unconfirmed); Changi East development substantially larger

Date: Announced 2013; paused 2020-2022; construction restarted (groundbreaking) 14 May 2025; opening
projected mid-2030s - IN DELIVERY

Category: Governance

Executive Summary

A note of honesty first: Changi Airport Terminal 5 has not been delivered, and this investigation claims no completed
success. What exists is the world's most credible airport-governance track record - Terminals 1 to 4 and Jewel, each
delivered to a high standard - now applied to Singapore's largest ever aviation project: a 50-million-passenger
mega-terminal within the 1,080-hectare Changi East development. First announced in 2013, paused deliberately for two
years during Covid, redesigned for resilience, and broken ground by Prime Minister Lawrence Wong on 14 May 2025,
T5 is projected to open in the mid-2030s. Around S$5.75 billion of works contracts were awarded in the first half of 2025.
This is a governance-pattern analysis of a programme in delivery - what the record suggests, and exactly what to watch.

Executive Lessons
- An Honest Pause Beats a Dishonest March

When Covid removed the demand case in 2020, Singapore suspended T5 for two years and said so publicly, then
used the downtime for value engineering and redesign. Pausing openly preserved both money and credibility;
pretending nothing had changed would have cost both.
- Use Downtime as Free Design Iteration

The 2020-2022 hiatus produced a more modular, sub-terminal-capable, pandemic-resilient design. Mandated pauses
are usually pure loss; Changi converted one into a redesign cycle that materially improved the product being built.
- Restart on a Public, Testable Commitment

The restart was staged through announced checkpoints: the 2024 commitment to break ground in H1 2025, the May
2025 contract awards, the 14 May 2025 groundbreaking, and parliamentary confirmation of the mid-2030s target. Each
step is checkable - which is what makes the governance observable in real time.
- Phase the Money to the Risk

T5's tendering is sequential - substructure and airside first, tunnels next, above-ground works and the ground transport
centre to follow - so each tranche commits only as the previous one proves out. Contrast Berlin Brandenburg, which
tried to integrate everything at once.
- Institutional Memory Is the Real Asset

MOT, CAAS and CAG carry delivery experience from Terminals 1-4 and Jewel, and contractors were selected partly
on prior Changi performance (Obayashi built the control tower and Jewel). Programmes succeed when the client has
done it before and remembers how.
- Design for the Shock You Just Survived

Sub-terminal operation, convertible contingency spaces and enhanced ventilation are direct responses to the pandemic
that paused the project. The risk is fighting the last war; the discipline shown - modular flexibility rather than
single-purpose hardening - is the right generalisation.
- In-Delivery Claims Deserve In-Delivery Language

As of this investigation, T5 is early works and awarded contracts, nothing more. The governance pattern justifies
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cautious confidence; it does not justify calling the project a success. Any analyst who does so before the mid-2030s is
marketing, not assessing.

Timeline

- 1981: Singapore Changi Airport opens with Terminal 1, beginning the delivery record against which T5's governance
will be judged.

- 2008-01: Terminal 3 opens; designed for 22 million passengers a year, it extends Changi's on-time delivery reputation.
- 2013-08: Prime Minister Lee Hsien Loong announces Terminal 5 at the National Day Rally - a terminal as large as the
existing airport combined, within the new Changi East development.

- 2017-10: Terminal 4 opens; T5 master planning and Changi East land preparation continue in parallel.

- 2019-04: Jewel Changi Airport opens - a S$1.7 billion (reported) mixed-use complex delivered to international acclaim,
completing the institution's pre-T5 track record.

- 2020: With aviation demand collapsed by Covid-19, Singapore pauses the T5 programme for two years and uses the
hiatus to review and redesign the terminal.

- 2022: The government announces T5 will restart: design consultants remobilise, with a more modular,
pandemic-resilient design and construction targeted for around 2025.

- 2024-09-06: Prime Minister Lawrence Wong confirms at CAAS's 40th anniversary dinner that T5 construction will begin
in the first half of 2025.

- 2025-02: Budget 2025 injects a further S$5 billion into the Changi Airport Development Fund to support the expansion.
- 2025-05-05: Changi Airport Group awards the first major works contracts: S$3.8 billion substructure (CCCC-Obayashi
JV) and S$950 million airside infrastructure (Hwa Seng Builder).

- 2025-05-14: Groundbreaking ceremony officiated by Prime Minister Lawrence Wong formally restarts T5 construction,
marking the programme's return after the pandemic pause.

- 2025-06-10: A S$999 million contract for intra-terminal tunnels - people mover, baggage and utilities - is awarded to a
Penta-Ocean-Koh Brothers joint venture.

- 2025-10-14: Acting Transport Minister Jeffrey Siow confirms in a parliamentary written reply that T5 is on track for
completion in the mid-2030s, with above-ground and ground transport centre tenders to come.

- mid-2030s: PROJECTED, NOT DELIVERED: T5 first phase planned to open with capacity for about 50 million
passengers a year, lifting Changi's total capacity towards 140 million.
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