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Introduction 

 

This Asset Management Plan (AMP) describes how we are building an efficient, accessible, 

and low carbon public transport network for the Wellington region. Our multi-modal public 

transport network of trains, buses, and ferries provides our communities with effective 

travel options to access jobs, education, healthcare, cultural activities, shops, friends, and 

whanau. It improves the liveability and economic productivity of our region by: 

¶ decreasing traffic congestion, particularly in the morning and afternoon peak 

periods, which in turn affects journey times, and journey-time reliability 

¶ providing transport choices, including during off-peak periods 

¶ contributing to the reduction of carbon emissions from transport 

¶ enabling efficient land use and development of a compact, well-designed, and 

sustainable environment. 

Our climate is changing, technology is evolving, congestion is growing. The plans in this AMP 

set out our response to the public transport challenges our region faces.  We have made 

extensive improvements to our network to deliver affordable, faster, more frequent, and 

reliable services. We have a great opportunity to further enhance the liveability of our 

region through creating a more sustainable, accessible, and reliable public transport 

network. We will continue to invest to improve network resilience and to unlock capacity to 

facilitate mode shift and meet both current and future demand. 

To this end, the key challenges that we address in this AMP are: 

¶ providing sufficient capacity to meet mode shift targets and demand expectations  

¶ meeting customer levels of service expectations  

¶ efficiently delivering our extensive low carbon work programme.  

Purpose 
Delivering a world-class public transport network that is fit for purpose for now and in the 

future requires ongoing investment. The purpose of this AMP is to communicate our 30-

year investment plans for the prudent management of our public transport network for the 

period 2021 to 2051. It demonstrates the alignment from our organisational and public 

transport objectives through to the levels of service, our service providers, the condition of 

our assets, and the consequent forecast programme of works. 

The investment plans contained within this AMP promote efficiency, inclusive access to 

public transport for all, mode shift, resilience, and security by minimising and managing the 

risks to our network from natural and human-made hazards and contributing to the 

transition of New Zealand to a net zero carbon emissionsΩ nation. 
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Scope 
¢Ƙƛǎ !at ƛǎ ŀƭǎƻ ǘƘŜ !at ŦƻǊ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ subsidiary company Greater Wellington 

Rail Limited (GWRL). GWRL owns a significant number of the rail assets contained within this 

AMP. 

Our public transport services are delivered through a combination of service contracts that 

we fund and manage, and assets which we own or manage. The assets that we own are 

contained within four asset classes: 

¶ rail station infrastructure. Apart from Wellington Railway station, we own all the 

station buildings, overbridges, subways, lighting, fences, bike racks, and other minor 

rail station infrastructure in the region. 

¶ rail rolling stock 

¶ bus and ferry infrastructure 

¶ customer information assets. 

The service contracts (relevant to our public transport asset management) that we fund and 

/ or manage with our service providers are: 

¶ bus operations 

¶ ferry operations 

¶ rail track access agreement. 

We have a long-term access agreement with KiwiRail, the owner of the rail network. The 

assets and activities relating to the rail network, and those related to the rail, bus, and ferry 

services have been included within this AMP for completeness. 

All expenditure presented in this document is on a nominal basis in FY 2021 dollars. 

Expenditure is shown by June financial year. For example, FY 2021/22 refers to the year 

1 July 2021 to 30 June 2022. This AMP has been developed during the Covid-19 pandemic 

response. As this AMP communicates our 29-year investment plans, our assumption is that 

the strategic direction will remain constant over the period. The medium to longer term 

impacts of Covid-19 on patronage trends are yet to be fully understood.  

It is expected that in the short-medium term, patronage will be lower than pre-COVID 19 

levels due to changes in travel patterns arising from increased levels of working from home. 

In the long-term, it is expected that a combination of population growth, investment in the 

network, alongside regional and national initiatives to encourage public transport use will 

increase demand for our public transport network.   

 

The expenditure in this AMP covers asset renewal capex, asset improvement capex, asset 

opex, key asset leases, asset insurance, and asset maintenance. We have not included 

expenditure associated with the following items: 
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¶ departmental costs 

¶ our bus fleet as these assets are owned and operated by our bus service operators 

¶ LetΩs Get Wellington Moving initiatives 

¶ national ticketing systems 

¶ Snapper 

¶ the On-Bus-Next-Stop announcement system 

¶ our back-office IT systems that run our customer information assets 

¶ RTI 2.0 expenditure. 

Status 
This AMP is an update of our 2021 AMP which underpinned DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ 2021-2031 

Long Term Plan (LTP).  

Since the publication of our 2021 AMP, we have achieved a great deal. This includes:  

Commissioned 72 more electric buses on 
our public transport network 

Commissioned a new bus layover and 
driver facilities at 247 Thorndon Quay. 

Improved information to customers during 
planned and unplanned disruptions on the 
rail network, through digital signage 
directing customers to train replacement 
buses. 

Completed Trentham to Upper Hutt rail 
duplication, including significant 
improvement to Trentham and Wallaceville 
stations. 

Established Metlink asset criticality 
framework 

Incorporated a new Accessibility Charter 
into our asset planning 

Made ongoing improvements to shelter 
provision at railway stations 

Commissioned the first electric ferry in the 
southern hemisphere. 

Implemented ten new purpose-built, fully 
electric buses for the Airport Express fleet  

Seismically strengthened all rail pedestrian 
bridges to >67% of the new building 
standard 

Undertook an on-demand public transport 
trial 

Acquired six bus-driver-only toilets 

Worked with iwi and Victoria University to 
create the first living-roof bus shelter in the 
Wellington region 

Fully decarbonised our busiest bus route  
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AMP document structure 
This AMP is structured into nine sections as outlined in Figure 1. 

 

 

 

Figure 1: AMP document structure 
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Expenditure Summary 

The expenditure described in this AMP is an investment in our vision of an efficient, 

accessible, and low carbon public transport network. Our 30-year plan is based on 

assumptions about the impact of population and demographic changes, the economy, 

climate change and natural hazards, technology, and legislative and governance changes on 

our public transport network.  

Our key initiatives and investment plans support our three strategic priorities of improving 

customer experience, increasing mode shift to public transport, and reducing public 

transport emissions by decarbonising the fleet. These are discussed further below. 

Improving Customer Experience 

We have identified several ƛƴƛǘƛŀǘƛǾŜǎ ǿƘŜǊŜ ƛƳǇǊƻǾƛƴƎ ƻǳǊ ŎǳǎǘƻƳŜǊǎΩ ŜȄǇŜǊƛŜƴŎŜ ǿƘŜƴ 

they use our public transport network has the potential to increase the use of public 

transport. The forecast activities and expenditure contained within this AMP are required to 

improve customer experience by improving customer information, comfort, and 

convenience of our public transport service, and improve accessibility. Our customer 

expectations are always evolving. The forecast activities and expenditure ensure we can 

provide:  

¶ information and facilities that assist with making a connected journey using multiple 

modes of travel, such as cycling or walking for part of that journey 

¶ accessible information tailored for specific needs  

¶ clean and safe vehicles and facilities 

¶ adequate shelter from the weather in exposed waiting areas 

¶ services and facilities near commonly accessed places, such as work, shopping 

centres and medical facilities 

¶ prompt updates about changes to services and disruptions 

¶ easy to access vehicles and facilities 

¶ accessibility features in all vehicles, facilities and services that provide access equal 

to that of people without disabilities e.g. wheelchair-accessible and super-low-floor 

buses and access to trains, use of accessibility and safety standards in the design 

and development of public transport facilities 

¶ Ψ¦ƴƛǾŜǊǎŀƭ 5ŜǎƛƎƴΩ ǇǊƛƴŎƛǇƭes by engaging people with disabilities during the design 

and development of new facilities and services. 

Increasing mode shift to public transport 

Pre-covid, the Wellington region has the highest mode share across New Zealand with 31% 

of the trips to work being made either on public transport, by walking, or by cycling. Of the 

82,000 people commuting into central Wellington during the peak period, 18% are rail 
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passengers and 16% are bus passengers1. This means there is an opportunity to increase 

mode shift from private vehicle to our public transport network across the region. 

The Regional Land Transport Plan 2021 has set a target of a 40% increase in mode shift to 

active modes and public transport by 2030. Our public transport system has traditionally 

functioned well for single mode trips, but initiatives that enable more flexibility between 

modes will be key to making it easier for more people to use shared and active modes for a 

wider variety of trips, including the traditional journey to work or school. The forecast 

activities and expenditure within this AMP to support mode shift (in addition to those that 

relate to customer experience) include integrated ticketing, bike racks on buses, and bike 

parking at stations.  

Reducing public transport emissions by decarbonising the fleet and routes 

Our public transport network is a key contributor to reducing greenhouse gas emissions by 

moving people out of private vehicles and onto another alternative. A move to a zero-

carbon emission public transport fleet and the development of a more efficient and reliable 

public transport network will help achieve DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ sustainability goals and 

contribute to the 2021 Regional Land Transport Plan target of a 35% reduction in carbon 

emissions from transport by 2030.  

Modernisation and decarbonisation of our public transport fleet will be a key contributor to 

ǊŜŘǳŎƛƴƎ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ŎŀǊōƻƴ ŦƻƻǘǇǊƛƴǘΦ It will lead to more efficient journey times 

and improved customer experience, which will encourage mode shift to public transport. 

This will result in a decrease in overall carbon emissions for the region.  

Government policy states that all new public transport buses registered for the first time in 

New Zealand from 1 July 2025 must be zero emissions, and all public transport fleets are to 

be zero emissions by 2035.  Our plan is to reduce public transport emissions by 

decarbonizing our bus public transport fleet by 2030.  

To accelerate decarbonisation of our bus fleet and as outlined in the Wellington Regional 

Public Transport Plan (RPTP) 2021-31 we are:   

¶ increasing the number of electric buses to 100 by 2023  

¶ ensuring all core service buses are electric by 2030 (Routes 1,2,3,7,110,120,130,220, 
and AX) 

¶ implementing the agreed pathway to further accelerate decarbonisation of the fleet 
by 2030  

¶ continuing to work towards a more efficient bus network  

 

1 Wellington Regional Mode Shift Plan published September 2020 
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Therefore, all new buses (for growth & age replacements) will be electric, and electric buses 

or zero emission buses will be a requirement within new contracts. The current contracts 

have initial terms through to 2027 and 2030.  

 

We are working with KiwiRail to plan rolling stock improvements and electrification of 

infrastructure.  

East by West Ferries, our ferry operator, has invested in an electric ferry, the first 

commercial electric ferry in the southern hemisphere. This was commissioned in 2021.  

There are some key challenges that need to be overcome to achieve full decarbonisation of 

our bus, rail, and ferry services by 2030 including: 

1. Funding. The capital expenditure required to implement the decarbonisation 

agenda is significant and will require contribution from regional and central 

government sources.  

2. Electricity distribution network infrastructure In most cases the electrical 

distribution infrastructure to depot locations is not capable of supplying the amount 

of electricity required for charging buses.  In some cases, the network does not have 

the required resilience due to the age of the components.  Therefore, major 

upgrades are required. 

3. Electricity generation. bŜǿ ½ŜŀƭŀƴŘΩǎ ŜƭŜŎǘǊƛŎƛǘȅ ƎŜƴŜǊŀǘƛƻƴ ƛǎ ƭŀǊƎŜƭȅ ŦǊƻƳ 

renewable resources. However, a portion is still generated from burning fossil fuels. 

Full decarbonisation of the public transport fleet cannot be achieved until New 

½ŜŀƭŀƴŘΩǎ ŜƭŜŎǘǊƛŎƛǘȅ ƎŜƴŜǊŀǘƛƻƴ ƛǎ ŎƻƳǇƭŜǘŜƭȅ ǊŜƴŜǿŀōƭŜ ŀƴŘ ǎǳǎǘŀƛƴŀōƭŜΦ  

Expenditure overview 
Over the 30-year period covered by this AMP, our total opex forecast for rail is $1.4b. This 

comprises rates, leases, insurance, electricity, and maintenance. 

The total capital forecast for rail for the same period is $3.64b. This includes:  

¶ capex renewal expenditure of $462m on the KiwiRail Network, $132m on rail 

infrastructure, and $691m on rolling stock 

¶ capex improvement expenditure of $1.30b on the KiwiRail Network, $169m on rail 

infrastructure, and $888m on rolling stock. 

Our total opex for bus is $223m. This comprises both asset renewal opex and maintenance. 

The total capex renewal and improvement is $63m. 
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The expenditure presented in this AMP reflects our dedication to improving customer 

experience, increasing mode shift to public transport, and reducing public transport 

emissions by decarbonising the fleet. 

The expenditure in this AMP covers asset renewal capex, asset improvement capex, 

transitional rail, asset opex, key asset leases, asset insurance, and asset maintenance. We 

have not included expenditure associated with the following items: 

¶ departmental costs 

¶ bus fleet  

¶ purchase or lease of layovers  

¶ LetΩs Get Wellington Moving initiatives 

¶ national ticketing systems 

¶ snapper 

¶ the On-Bus-Next-Stop announcement system 

¶ our back-office IT systems that run our customer information assets 

¶ the software component of the RTI 2.0 expenditure (please note the asset 

infrastructure associated with the RTI 2.0 project, such as the RTI display screens is 

included within this AMP).  

Our total public transport asset opex expenditure forecast by asset type is shown Figure 2. 
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Figure 2: Public Transport asset opex forecast including maintenance 

 

Our public transport asset opex by expenditure type is shown in Figure 3. 
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Figure 3: Public transport asset opex by expenditure type 

 

Our total public transport asset capex by asset type is shown in Figure 4. 
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Figure 4: Public transport asset capex by asset type 

Our public transport asset capex by renewal and improvements is shown in Figure 5. 

 

Figure 5: Public transport asset capex by renewals and improvements 
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Rail Portfolio 

Over the 30-year period covered by this AMP, our total opex forecast for rail is $1.4b. This 

comprises rates, leases, insurance, electricity, and maintenance. The rail portfolio opex is 

forecast to steadily increase as patronage climbs over the next 30 years. The most notable 

change within the opex forecast is the proposal to cancel the locomotive hook and tow 

lease arrangement with KiwiRail for the Wairarapa services in approximately 2028. The hook 

and tow locomotives will be redundant once we have the new multiple units, low/zero 

emission fleet operating on this line. Some of these costs are transferred into maintenance 

costs of the new electric multiple units (EMU) fleet post 2028.  

The total capital forecast for rail for the same period is $3.64b. This includes:  

¶ $1,285m capex renewal expenditure. This comprises $462m on the KiwiRail 

Network, $132m on rail infrastructure, and $691m on rolling stock. 

¶ $2,357m capex improvement expenditure. This comprises $1.30b on the KiwiRail 

Network, $169m on rail infrastructure, and $888m on rolling stock. 

The significant capex investment is required, particularly in the first decade, to achieve the 

customer experience improvements, achieve mode shift, and meet growth targets.  

The key areas of investment are:  

¶ improvements to rail station infrastructure facilities, with a particular focus on 

customer experience. This includes increased shelter and improvements in facilities 

while passengers wait for trains, improved connections between the stations and 

the community such as improvements to Park and Ride, bicycle storage facilities, 

and improvements to paths, lighting, security, and general accessibility. For more 

detail refer to the station infrastructure asset class plan. 

¶ renewal of the carriage fleet, and provision of a low/zero emission fleet for 

additional capacity and service frequency on the longer distance Wairarapa Line. 

Additional expenditure is required to boost the capacity and service frequency of 

the suburban services operating on the current electrified network, in particular on 

the Hutt and Kapiti Lines. 

¶ KiwiRail network improvements which are critical for achieving a fit-for-purpose 

metro rail network. We have assumed this will be fully funded by the National Land 

Transport Fund (NLTF). Therefore, these initiatives have not been included in the 
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Long-Term Plan (LTP) financials, but they have been included within this AMP. The 

profile of this investment is shown in Figure 6. 

 

Figure 6: Rail Network investment 

This investment involves: 

¶ completing the catch-up renewal of traction overhead line system and track 

infrastructure 

¶ unlocking capacity and resilience improvements 

¶ Wellington Station signalling and track improvements 

¶ regional capacity and safety improvements to enable improved Lower North Island 

regional passenger rail services 

¶ renewal of the signalling system to best practice safety standards, improve 

operational resilience, and enable capacity improvements of the network 

¶ increasing capacity of the network to support a two-tiered layered 10min peak 

services on the Hutt and Kapiti Lines, which will enable the capacity needed to 

achieve targeted mode shift 

¶ resilience of the network, including both operational resilience and life-lines 

resilience 

¶ pedestrian and vehicle level crossing safety improvements across the region, which 

will become increasingly important as rail service frequency increases. 
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In July 2022 Greater Wellington endorsed the Wellington Strategic Rail Plan (Rail Plan) which 

has further broadened the 30-year plan that is outlined within this AMP. The investment 

plans arising from this Rail Plan will be provided to Waka Kotahi as a Programme Business 

Case which will, in turn, be reflected in subsequent AMPs. 

The Rail Plan identified the following fundamental problems that need to be addressed 

through investment to enable the objectives of the rail system to be realised: 

1. Inconsistent customer journey experience and limited rail system capacity. This 

results in the network being unable to meet mode share targets, which prevent 

achievement of growth and environmental obligations. 

2. Current infrastructure is not capable of safely accommodating additional trains. 

This restricts the options available to accommodate future demand. 

3. The condition and configuration of the rail network makes it vulnerable to 

service disruptions. This has a flow on impact onto the wider transport system. 

Addressing these issues will enable us, and our regional and central government partners, to 

achieve a vision of a safe, customer focused, and efficient rail passenger service to drive the 

ǊŜƎƛƻƴΩǎ ŜŎƻƴƻƳƛŎ ŘŜǾŜƭƻǇƳŜƴǘ ŀƴŘ ǎƻŎƛŀƭ ǿŜƭƭōŜƛƴƎ ƛƴ ŀƴ ŜƴǾƛǊƻƴƳŜƴǘŀƭƭȅ ŀƴŘ ǎƻŎƛŀƭƭȅ 

sustainable and resilient manner.  

The Rail Services Overview section of the AMP provides further detail on the Rail Plan 

including the preferred programme of work.  

Bus and Ferry Portfolio 

The key investment drivers for our bus and ferry infrastructure relating to our bus and ferry 

infrastructure assets are to improve customer experience and promote mode shift from 

private vehicle to our public transport network. 

Our total opex for bus is $223m. This comprises of both asset opex and maintenance for our 

customer facing and network enabling assets. The bus and ferry asset opex is forecast to 

remain steady over the planning period. The asset opex covers asset studies and 

investigations, signage changes due to timetable changes, cleaning costs, and maintenance 

costs as well as asset management and maintenance costs associated with assets that are 

part of the Metlink network but are not directly owned by us. 

The total capex renewal and capex improvement is $63m.The core capex investments for 

our bus and ferry portfolio are: 

¶ Bus Shelter New & Replacement Programme: $43.4m of investment to renew and 

install new bus shelter facilities. Having a place to wait for a bus service that is safe 

and protects the customer from environmental factors is key to customer 

satisfaction. This continuous programme of investment provides facilities that meet 

CPTED design and best practice for accessibility and encourages mode shift. 
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¶ Waikanae and Paraparumu Bus Hub improvements: $1.33m of investment to 

improve safety, security and accessibility. The investment includes new shelters and 

canopy, and space for a layover at the Paraparaumu bus hub. This hub will have four 

bus stops, and space for a layover. Public transport services in Waikanae and 

Paraparaumu are key to a connected community and reducing congestion on the 

road network. There are thousands of customer movements through these hubs 

every day. Safety, security, and inclusive access upgrades are expected to 

significantly increase the overall customer experience and encourage modeshift. This 

initiative will actively address CPTED design and accessibility best practice to support 

ƻǳǊ ŎƻƳƳǳƴƛǘƛŜǎΩ ǎŀŦŜ ǳǎŜ ƻŦ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘΦ  
 

¶ Bus layover area including area for EV charging: The capital cost of layovers 

including areas for EV charging is not included within 2021-2031 Long Term Plan 

(LTP) and not this AMP. However, we have included $2m within the AMP forecast for 

the investigation to develop options for consideration.  

 

Customer Insights and Assets Portfolio 

The key investments for our customer insights and assets portfolio encourage mode shift 

through the provision of real time information to help customers plan their journey, and to 

ƳŜŜǘ ƻǳǊ ŎǳǎǘƻƳŜǊΩǎ ŜǾƻƭǾƛƴƎ ǎŜǊǾƛŎŜ ƛƴŦƻǊƳŀǘƛƻƴ ƴŜŜŘǎ ŀƴŘ ŜȄǇŜŎǘŀǘƛƻƴǎΦ  

Key investments include: 

¶ RTI 2.0 Real time information (RTI) for our bus and ferry services is displayed on 

electronic displays across approximately 6% of our bus and ferry stops on our 

network. The majority of these RTI displays are within Wellington City. RTI can also 

be viewed online through our website, App, and third-party apps such as 

DƻƻƎƭŜaŀǇǎΦ ²ƛǘƘ ƻǳǊ ŎǳǎǘƻƳŜǊǎΩ ƛƴŎǊŜŀǎƛƴƎ ŘŜǇŜƴŘŜƴŎŜ ƻƴ ŘƛƎƛǘŀƭ ƛƴǘŜǊŀŎǘƛƻƴǎ ǘƻ 

undertake day-to-day tasks, and an increasing expectation that those interactions 

will be intuitive and helpful, our real-time customer information systems, website, 

and commuter App are an essential part of our strategy for retaining and growing 

public transport patronage. Our customers have come to expect accurate and 

responsive information to help them plan their public transport journey.  

Our RTI system require replacement as it is failing to meet customer and business 

expectations of accuracy and reliability. Replacement of the current system will 

improve overall network accessibility and performance. 

¶ On-bus next-stop announcement system. We are in the process of evolving and 

extending the use of the on-bus next stop announcement system. Full region-wide 

implementation of the system (including the procurement, development, and 

region-wide deployment of the media players, software, and interface) on our buses 
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is ultimately required. For example, the on-bus announcement system will provide 

audio-visual information along each bus route about the next bus stop, key 

interchanges, the current location of the bus, and network related information (such 

as public health messages and conditions of carriage).  

¶ Data warehouse: Our existing data warehouse is no longer fit for purpose. At 

present it cannot interrogate more than a few months data. We are in the process of 

replacing our data warehouse with a cloud-based SaaS solution.  
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Our Operating Environment 

The Wellington region of 2050 will be a very different place to live from the region of today. 

Our assets and infrastructures must adapt to our regionΩs changing needs and aspirations. 

The environment in which we operate is being shaped by several emerging external 

influences and the wider system and legislative framework within which we operate. This 

includes national and regional policies, strategies, plans, and societal outcomes by the 

governmental organisations with whom we work. As an activity of Greater Wellington, our 

role, purpose, strategic aims, and the investment priorities outlined in this AMP are directed 

by GǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ overall vision, purpose, and the community outcomes sought for 

the Wellington region. Accordingly, the factors affecting our operating environment can be 

characterised into three main areas: 

¶ emerging trends, both national and regional environmental influences 

¶ national strategic context and legislative environment  

¶ regional Strategic context and Greater Wellington, as our parent organisation. 

These are described below. 

Emerging trends and environmental influences 
Long-term trends such as climate change has significant impacts on our infrastructure. 

Investing in our public transport network to ensure it is, and remains, fit for purpose into 

the future requires careful targeting of expenditure on assets and services that count 

towards delivering a world class service. To do this, we need a realistic view of the future to 

ensure we continue to provide reliable, cost effective, accessible, and safe services that 

ƳŜŜǘ ƻǳǊ ŎǳǎǘƻƳŜǊǎΩ ŎƘŀƴƎƛƴƎ ƴŜŜŘǎΦ  

In line with this, the plans contained within this AMP account for a range of trends and 

environmental influences that we see emerging within our operating environment. We 

account for these trends and influences in our planning so that we can ensure a fit for 

purpose and resilient public transport network for the region we serve. Key trends and 

influences are discussed below. 

Economics 

As New Zealand and the world deals with extreme levels of uncertainty surrounding COVID-

19, our focus remains on ensuring our region remains resilient and connected. Before 

COVID-19, the Wellington regional economy was strong, benefiting from an increasing 

population and positive economic growth.  

For the first seven months of the 2019/20 financial year, we were on track to achieve record 
patronage growth on the network. However, in January 2020, COVID-19 began to emerge as 
a risk. By the end of March 2020, New Zealand had entered Alert Level 4 lockdown; public 
transport was deemed by the government to be an essential service which had to keep 
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operating, patronage plunged dramatically, services were reduced, cleaning increased 
substantially, driver safety measures were implemented, and it became free to travel on 
public transport (free travel remained in place until 30 June 2020).  

During COVID-19, Metlink worked to ensure the provision of public transport as an essential 
service in a way that responded to Government directives, customer needs, and the safety 
of passengers and Metlink staff.  

As we emerged from the initial (March 2020) lockdown, we saw sustained patronage 
growth. Patronage in the Wellington Region increased at a rate higher than anticipated. In 
ŦŀŎǘΣ ²ŜƭƭƛƴƎǘƻƴΩǎ recovery in terms of patronage was the strongest in the country reaching 
as high as approximately 85% of pre-COVID-19 levels. However, the continued government 
response to the resurgence of new variants of COVID-19 has resulted in a declining rate of 
patronage recovery in more recent months. 

We consider that after a short period of stabilised demand for services, in the medium term, 

strong economic recovery and population growth will increase demand for public transport.  

In the short-term, the level of economic growth in the region is highly dependent on the 

extent and speed of recovery from COVID-19 and the regional/national response.  

hǾŜǊ ǘƘŜ ƭƻƴƎŜǊ ǘŜǊƳΣ ƛǘ ƛǎ ŜȄǇŜŎǘŜŘ ǘƘŀǘ ƻǳǊ ǊŜƎƛƻƴΩǎ ŜŎƻƴƻƳƛŎ ǎǘǊŜƴƎǘƘ ǿƛƭƭ ǊŜƳŀƛƴΣ ƻǊ 

intensify, in the following industries: professional scientific and technical services; public 

administration and safety; financial and insurance services; health care and social 

assistance; and information media and telecommunications. 

Population and demographic change 

Projections developed by Sense Partners in April 2022 show the population in our region is 

expected to grow almost 12% in the next 10 years2. This estimate, whilst subject to 

uncertainty, accounts for slower growth in the near term (2021-2023) due to the impacts of 

Covid-19, including reduced migration flows and economic activity in the region. Population 

growth is expected to then recover to levels like those experienced in the region in recent 

ȅŜŀǊǎΦ ¢ƘŜ ƳŜŘƛŀƴ ŜǎǘƛƳŀǘŜǎ ǎƘƻǿ ǘƘŀǘ ǘƘŜ ǊŜƎƛƻƴΩǎ ǇƻǇǳƭŀǘƛƻƴ ƛǎ ŜȄǇŜŎǘŜŘ ǘƻ ǊŜŀŎƘ 

approximately 610,000 by 2031 (12% growth from 2021) and 685,000 by 2043 (25% growth 

from 2021).  

The projections also show that population growth is not expected to be evenly distributed 

ŀŎǊƻǎǎ ǘƘŜ ǊŜƎƛƻƴΣ ǿƛǘƘ ƘƛƎƘŜǊ ƎǊƻǿǘƘ ǊŀǘŜǎ ŜȄǇŜŎǘŜŘ ƛƴ tƻǊƛǊǳŀΣ YņǇƛǘƛ /ƻŀǎǘΣ ŀƴŘ ǘƘŜ 

Wairarapa. As a result, we must plan for both population expansion within existing 

concentrated areas such as Wellington City and the Hutt Valley, as well as extending our 

 

2 50th percentile, current population of 545,000 
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services to new communities emerging in less heavily developed parts of the region. 

Increases in population will place pressure on our existing infrastructure and services and it 

will also require new infrastructure and services. 

Demographic changes in age profile are also expected. We expect to see an increasingly 

aged demographic, exacerbating existing disproportionately aged populations in Kapiti 

Coast and the Wairarapa, while broadly increasing the proportions across the wider region. 

An increasing age demographic will require us to adapt the way we offer our current 

services, ensuring they are future proofed for changing demand and expectations. For 

example, we will need to be responsive to the mobility needs of an older population and be 

available beyond the traditional peak commute hours. For the younger population, we 

expect that they will continue to be centred in the cities, particularly in Porirua, Lower Hutt, 

and Wellington City. 

We need to consider what these changes mean for getting around our region. Careful 

planning is required to ensure development of our Public Transport network meets the 

changing needs of our communities and is sustainable, in particular: 

1. Whilst there remains a level of uncertainty with respect to the impacts of Covid-

19, patronage, growth could outstrip capacity on some services or corridors in 

the short term. Providing for capacity growth is a key investment area for 

Metlink. 

2. In the medium and longer term, we need to consider new communities or areas 

of growth in our investment planning to ensure we continue to provide the levels 

of service our customers need. 

3. There is a need for increased focus on accessibility, mobility, and mobility 

services to be reflected in our service levels and investment planning throughout 

the period 2021-2024 and beyond. 

 

Natural hazards and climate change 

The Wellington regionΩǎ ƭŀƴŘǎŎŀǇŜ Ƙŀǎ ōŜŜƴ ǎƘŀǇŜŘ ōȅ ƴŀǘǳǊŀƭ ŦƻǊŎŜǎ ǘƘŀǘ ŎƻƴǘƛƴǳŜ ǘƻ 

impact on the region. Its physically diverse natural environment is subject to a wide range of 

natural hazards including earthquakes, tsunami, landslides, river and coastal flooding, 

erosion, slope failure, drought, and severe wind.  

Three major earthquake fault lines run through the region. Seismic uplift created much of 

the flat land around Wellington Harbour that is now the site of strategic transport 

infrastructure, including the Wellington Railway Station. Earthquakes continue to impact on 

the region today, with the 2013 Marlborough and 2016 Kaikoura earthquakes causing 

significant damage to buildings and infrastructure in the region. 
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Steep hills, made of fracture-prone greywacke rock, lead to frequent slips that impact on 

transport routes into, out of and within the region. Major slips in Ngaio Gorge, Ngauranga 

Gorge, Kapiti Coast, and on the Remutaka Hill Road have all impacted transport in the 

region.  

In the last five years, there have been over 50 slips that needed rectification within the rail 

network.  Eleven of the slips have been struck by trains with the latest occurring on 17 

August 2021 causing significant damage to two of our carriages. With increasing service 

frequency, the likelihood of a train impacting a slip has increased. Data also shows the 

instances of slips is increasing.  

Floods are one of the most frequent hazards impacting on the region. Localised flooding can 

have significant impacts on communities and temporarily close transport links. 

Coastal areas around the region are subject to sea-level rise, storm surges and erosion that 

cause both temporary and long-term damage.  

 Much of our infrastructure assets are in areas prone to natural hazards. Climate change will 

increase both the frequency and magnitude of natural hazard events that already occur in 

the region. As such, climate adaption and mitigation timeframes as well as our planning 

timeframes need to be well understood to ensure timely planning processes well ahead of 

the impacts being felt.  

Accordingly, our infrastructure and asset planning decisions that assume lifespans of 30-100 

years need to incorporate climate change projections and natural hazards. This is 

particularly true for decisions that are expensive to alter or reverse. When a decision relates 

to a long-lived asset, having full information on climate impacts and emission costs is highly 

unlikely, so our planning approaches must have an adaptability to them and a built-in 

programme of monitoring and review, so we can incorporate new challenges and 

opportunities as they arise.  

Making our infrastructure more resilient and investing in resilience planning will enable us 

to recover faster. Therefore, our investment planning for public transport reflects these 

trends and environmental influences by: 

¶ increasing our focus on resilience planning in our maintenance and capital spend, 

throughout the asset lifecycle from design to delivery and maintenance 

¶ ensuring resilience initiatives are appropriately prioritised in our expenditure profile 

and considering the future population growth  

¶ translating climate change effects and adaptation which are considered in regional 

initiatives ǎǳŎƘ ŀǎ [ŜǘΩǎ DŜǘ ²ŜƭƭƛƴƎǘƻƴ aƻǾƛƴƎ into our public transport planning. 

¶ working with our partner, KiwiRail, to raise visibility of slope stability risk on the rail 

network. We have collectively reviewed high risk slopes on the rail network and are 

establishing a priority and investment plan. 
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Technological change 

Advances in technology are ongoing, rapid, and unpredictable. Technology advancement 

assists us in delivering value to our customers. There are raised expectations among our 

communities for more personalised services and more data sources in an increasingly timely 

and accessible manner. New products and capabilities are changing the way we can 

communicate with the communities we serve and will enable us to improve the services we 

offer. 

There is opportunity to shift the way we use the data we have from merely measuring 

performance or reporting, towards driving business operations and planning our network. 

Additionally, advanced analytics leads to new insights, which mature into new data services, 

which in turn enable new services that we can offer.  

There is high uncertainty around the nature and capabilities of the new technologies with 

which we will be utilising and interfacing with, and the pace at which these will be adopted. 

This is driven by the rapid and unpredictable pace of innovation in the technology space, the 

unpredictable extent of uptake by firms and consumers, and our communitiesΩ changing 

expectations. YŜŜǇƛƴƎ ǇŀŎŜ ǿƛǘƘ ƻǳǊ ŎǳǎǘƻƳŜǊǎΩ ŜȄǇŜŎǘŀǘƛƻƴǎ ƻŦ ǘŜŎƘƴƻƭƻƎȅ ǿƛƭƭ Ǉƭŀȅ ŀƴ 

important role in service delivery and the retention and acquisition of customers.  

The emergence of new technologies presents both challenges and opportunities for public 

ǘǊŀƴǎǇƻǊǘΦ bŜǿ ǇŀȅƳŜƴǘ ǎȅǎǘŜƳǎ ŀƴŘ ŘƛƎƛǘŀƭ ΨƳƻōƛƭƛǘȅ ŀǎ ŀ ǎŜǊǾƛŎŜΩ ŀǇǇǎ ŀǊŜ ŎƘŀƴƎƛƴƎ 

ŎǳǎǘƻƳŜǊǎΩ ŜȄǇŜŎǘŀǘƛƻƴǎΦ Public transport on-demand connected and autonomous vehicles 

and car sharing schemes could result in significant changes to the role of public transport. 

Robust security, privacy, and transparency are both core principles and challenges for us.  

Our assumption within this AMP is that technological change will continue, with greater 

advancements in two-way public engagement and communications. During the period 

covered by this AMP, we expect to: 

¶ become more focussed on data driven decision making, commensurate with the 

availability of both the data and the technology to access and analyse the data 

¶ progress the evolution of electronic ticketing solutions, which we consider will 

evolve quickly 

¶ participate on digital platforms that people will increasingly plan and consume their 

travel choices (e.g. Mobility as a Service), and public transport on-demand). 

¶ Manage data as an asset 

¶ Take a modular approach to building our information systems (i.e. everything is 

componentised so that replacement of an aspect ŘƻŜǎƴΩǘ ŀŦŦŜŎǘ ǘƘŜ ǿƘƻƭŜ ǎȅǎǘŜƳ 

and thus we are able to continually evolve) 

¶ Embed netBI as our data warehouse and single source of truth for all decision-

making information.  NetBI will be enhanced over the next year to include 
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telematics data from all operators, KPI reporting, and to manage the abatement 

process seamlessly. Further updates will include TA, Deprivation Indexes, Complaint 

Information, Revenue Protection Information, Weather Data and much more to 

make the data far more comprehensive).  In addition, RTI 2.0 will export all data to 

netBI and may even extract some data from netBI for historical prediction 

modelling. 

Legislative change, governance, and partnerships 

The legislative environment in which we operate regularly changes. Legislative, statutory, 

and regulatory change will be ongoing and may change our role, relationships, and our ways 

of operating. We may also see new governance roles and responsibilities for climate change 

and public transport.  

Sustainable Public Transport Framework 

A significant emerging legislative change for this AMP is cŀōƛƴŜǘΩǎ ŀǇǇǊƻǾŀƭ ƻŦ ǘƘŜ ƴŜǿ 

Sustainable Public Transport Framework (SPTF) which is proposed to replace the current 

Public Transport Operating Model (PTOM). SPTF will be established through, and is 

dependent on, an amendment to the Land Transport Management Act 2003 (LTMA) to be 

introduced into Parliament in early 2023. 

The proposed SPTF has four objectives: 

¶ public transport services support mode shift from private motor vehicles, by being 

integrated, reliable, frequent, accessible, affordable, and safe 

¶ employment and engagement of the public transport workforce is fair and equitable, 

providing for a sustainable labour market and sustainable provision of public 

transport services 

¶ well-used public transport services reduce the environmental and health impact of 

land transport, including by reducing reliance on single occupancy vehicles and by 

using zero emission technology 

¶ provision of services supports value-for-money and efficiency from public transport 

investment while achieving the first three objectives. 

While the legislative process unfolds, Waka Kotahi will be working with key stakeholders 

including Public Transport Authorities to develop operational policy to give effect to the 

{t¢CΩǎ ƻōƧŜŎǘƛǾŜǎ and support more specific reforms including the AMP-relevant focus area 

of supporting different asset ownership arrangements, including direct public transport 

authority (PTA) ownership of assets. 

Partnership 

There are growing expectations around transparency, participation, and partnerships. 

Increasing democratisation of our work and the growing prevalence of partnership models 
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will, while bringing funding and resourcing challenges, provide opportunity to improve the 

quality of our services and outcomes for our region. 

The importance of working in partnership will continue to increase. More and more of our 

work is dependent on partnerships for delivery, whether that be fundamental partnerships 

with mana whenua, partnerships with territorial authorities in the region on shared delivery, 

partnerships with government agencies to achieve significant projects and programmes for 

the region or partnering with the private sector and community organisations to achieve 

local goals.  

Partnership approaches are rewarding, and we need to ensure that our budgeting and 

resource allocation anticipates a slowed down, more consultative process and is responsive 

to the changes which may be brought about outside of our line of sight through working in 

partnership. 

Metro Rail Operating Model (MROM) 

The MROM was established in 2009. Its sets out the model on ownership and the operation 

of metro rail in New Zealand, and guidelines on funding structures. It has enabled close 

partnerships for GWRC with MoT, Waka Kotahi, KiwiRail, and community stakeholders. The 

current MROM model is now under early review as central and local government along with 

our representative communities move into a new operating environment that is more 

sustainable for our current and future generations. 

National Strategic Context  
Legislation and national transportation priorities sets the national strategic context in which 

we operate. These are discussed below. 

Legislative environment  

There are several legislative acts that guide our work. The three key pieces of legislation that 

set out our role in public transport (as part of Greater Wellington) and describe and 

prescribe our funding arrangements are:  

¶ Land Transport Management Act 2003 (LTMA) sets out the planning and funding 

framework that directs central government funding annually into roading, public 

transport and traffic safety. It also sets out the requirements for the development of 

the Regional Land Transport Plan and RPTP. The LTMA was significantly updated in 

2008 and 2013.  

¶ Land Transport Management Amendment Act 2013 established the Public 

Transport Operating Model (PTOM). The PTOM provides a framework for public 

transport public-private partnership between regional councils and transport 

operators.  

¶ Local Government Act 2002 (LGA) - provides for the local authority to take 

accountability for meeting current and future community needs including quality 
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infrastructure and local public services. It also sets out the requirements for the 

Long- Term Plan and the identification of community outcomes. 

The other legislative acts that impact and influence our asset management decisions 

include: 

¶ Local Government (Rating) Act 2002 

¶ Land Transport Act 2004 

¶ Local Government Borrowing Act 2011 

¶ Climate Change Response (Zero Carbon) Amendment Act 2019 

¶ Resource Management Act 1991 

¶ Civil Defence Emergency Management Act 2002 

¶ Health and Safety at Work Act 2015 

¶ Railways Act 2005 

¶ Building Act 2004 

Transportation priorities 

The two key documents that provide the national strategic transportation direction and 

priorities are the Government Policy Statement on Land Transport 2021 (GPS) and The 

New Zealand Rail Plan. The release of draft New Zealand Rail Plan was timed prior to the 

ŜƴƎŀƎŜƳŜƴǘ ƻƴ ǘƘŜ нлнм Dt{ ǘƻ ŜƴǎǳǊŜ ǘƘŀǘ ǘƘŜ ƎƻǾŜǊƴƳŜƴǘΩǎ Ǿƛǎƛƻƴ ŦƻǊ Ǌŀƛƭ Ŏŀƴ ōŜ 

considered in the 2021 GPS and future budget decisions. In future years, the New Zealand 

Rail Plan and GPS will be refreshed concurrently. The government has amended the LTMA to 

enable the new planning and funding framework for rail. 

GPS 

The GPS sets out the gƻǾŜǊƴƳŜƴǘΩǎ ǎǘǊŀǘŜƎƛŎ ŘƛǊŜŎǘƛƻƴ for land transport. It guides the 

allocation of funds by Waka Kotahi NZ Transport Agency from the National Land Transport 

Fund. The GPS is updated every three years and sets out the strategic priorities the 

Government is seeking from its land transport investment.  

These are: 

Safety: Developing a transport system where no-one is killed or seriously injured. 

Better Travel Options: Providing people with better transport options to access social and 

economic opportunities. 

Climate Change: Developing a low carbon transport system that supports emission 

reductions, while improving safety and inclusive access. 

Improving Freight Connections: Improving freight connections for economic development. 
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The GPS has identified five key outcomes from these strategic priorities so that the 

transport system within New Zealand improves the wellbeing and liveability of New Zealand 

communities. These are illustrated in Figure 7. 

Figure 7: Desired outcomes from GPS  

¢ƘŜ Dt{ ŀƭǎƻ ŎƻƴŦƛǊƳǎ ǘƘŜ DƻǾŜǊƴƳŜƴǘΩǎ ŎƻƳƳƛǘƳŜƴǘ ǘƻ ǘƘŜ [ŜǘΩǎ DŜǘ ²ŜƭƭƛƴƎǘƻƴ aƻǾƛƴƎ 

(LGWM) programme and support of the implementation of the New Zealand Rail Plan. 

In summary, the key elements of the GPS that are relevant to us as the provider of the 

²ŜƭƭƛƴƎǘƻƴ ǊŜƎƛƻƴΩǎ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ƴŜǘǿƻǊƪ ŀǊŜΥ 

¶ shift transport modes to public transport and active modes 

¶ reduce transport generated emissions 

¶ invest in LGWM and regional rail network 

¶ build public transport capacity 

¶ integrate transport and land use 

¶ provide access to good affordable transport choices 

¶ ensure connected and reliable journeys around the region. 

The investment plans contained within this AMP reflectǎ ǘƘŜ Dt{Ωǎ strategic priorities except 

for the strategic priority of ΨƛƳǇǊƻǾƛƴƎ ŦǊŜƛƎƘǘ ŎƻƴƴŜŎǘƛƻƴǎΩ ŀǎ ƻǳǊ ǊƻƭŜ ŀƴŘ ŀŎǘƛǾƛǘȅ ƛǎ 

providing public transport for people. 

New Zealand Rail Plan  

The April 2021 bŜǿ ½ŜŀƭŀƴŘ wŀƛƭ tƭŀƴ όb½wtύ ƻǳǘƭƛƴŜǎ ǘƘŜ DƻǾŜǊƴƳŜƴǘΩǎ Ǿƛǎƛƻƴ ŀƴŘ ǇǊƛƻǊƛǘƛŜǎ 

for the national rail network. The NZRP is an output of the recommendations of the Future 

of Rail review by the Ministry of Transport, Waka Kotahi, KiwiRail, and Treasury, which 

sought to identify the role of rail in the transport system together with a sustainable long-

term funding approach.  
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The NZRP ǎŜǘǎ ƻǳǘ ǘƘŜ ƎƻǾŜǊƴƳŜƴǘΩǎ Ǿƛǎƛƻƴ ŀƴŘ ǇǊƛƻǊƛǘƛŜǎ ŦƻǊ Ǌŀƛƭ ŀƴŘ ƛǘǎ ƛƴǘŜƴǘƛƻƴǎ ŦƻǊ ǘƘŜ 

first decade of investment needed to achieve a reliable, resilient, and safe rail network. The 

GƻǾŜǊƴƳŜƴǘΩǎ ƭƻƴƎ-ǘŜǊƳ Ǿƛǎƛƻƴ ƛǎ ǘƻ ǇǊƻǾƛŘŜ ƳƻŘŜǊƴ ǘǊŀƴǎƛǘ ǎȅǎǘŜƳǎ ƛƴ bŜǿ ½ŜŀƭŀƴŘΩǎ 

largest cities and to enable increasing volumes of freight to be moved off the roads onto 

rail. In relation to public transport the strategic investment priority is investing in 

metropolitan Ǌŀƛƭ ǘƻ ǎǳǇǇƻǊǘ ƎǊƻǿǘƘ ƛƴ bŜǿ ½ŜŀƭŀƴŘΩǎ ƭŀǊƎŜǎǘ ŎƛǘƛŜǎΦ 

The NZRP investment priorities have informed the 2021 GPS. The NZRP identifies the 

following future opportunities for the Wellington Metro Rail Network and services to 

accommodate current growth and safety expectation in the medium term: 

¶ new trains for Wairarapa and Capital Connection and increased service frequency 

(including a new depot and Wairarapa Line capacity and safety upgrades) 

¶ signalling improvements and automated train protection 

¶ re-modelling rail approaches to Wellington Station to add capacity 

¶ improvements to platforms and station facilities coupled with greater integration 

with other modes of transport. 

Beyond that, the NZRP notes that, with growth and increased pressure on capacity, 

additional investment may need to be considered to: 

¶ reduce length of the North and South Junction single track section on the Kapiti Line 

between Pukerua Bay and Paekakariki 

¶ provide an additional platform at Waikanae 

¶ replace and/or expand the electric multiple unit (EMU) fleet 

¶ provide further grade separation 

¶ upgrade the Wellington Station passenger terminal and building. 

Regional Strategic Context 
The Wellington region covers 8,111km2 of the lower North Island. The northern boundary 

goes from the north of Otaki on the west coast across to north of Castlepoint on the east 

coast. There are eight territorial authorities within the Wellington region. These are the 

Kapiti Coast District Council, Porirua City Council, Upper Hutt City Council, Hutt City Council, 

Wellington City Council, Masterton District Council, Carterton District Council, and South 

Wairarapa District Council.  

There are over 530,000 people in the Wellington region. All parts of our region are growing. 

The Wellington Regional Growth Framework indicates that there will be between 91,000 

and 151,000 additional people in the region by 2050.  
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Transportation priorities  

Greater Wellington is responsible for developing policies and plans that direct the activities 

of the region including public transport. Greater Wellington is required to take into account 

the Government Policy Statements when developing these policies and plans. 

[ŜǘΩǎ DŜǘ ²ŜƭƭƛƴƎǘƻƴ aƻǾƛƴƎ όLGWM) is a joint initiative between Wellington City Council, 

Greater Wellington and Waka Kotahi and it is also a specific Government Commitment as 

outlined in the 2021 GPS.  

The transportation priorities of Greater Wellington and LGWM are discussed below. 

Greater Wellington 

Greater Wellington promotes ƻǳǊ ǊŜƎƛƻƴΩǎ ƭƛǾŜŀōƛƭƛǘȅ, ŜƴǎǳǊƛƴƎ ǘƘŜ ǊŜƎƛƻƴΩǎ ŜƴǾƛǊƻƴƳŜƴǘ ƛǎ 

protected while meeting the economic, cultural, and social needs of the community.  

As an activity group of Greater Wellington, our strategic direction and planning accounts for 

Greater WellingtonΩǎ vision and purpose which are: 

¶ Vision: An extraordinary region ς thriving environment, connected communities, 

resilient future. 

¶ Purpose: Working together for the greater environmental good. 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ŘŜǎƛǊŜŘ ŎƻƳƳǳƴƛǘȅ ƻǳǘŎƻƳŜǎ ŀǊŜΥ 

¶ Thriving environment: Healthy fresh and coastal water, air, soils, indigenous 

biodiversity and unique landscapes that support current and future community 

wellbeing, clean and safe drinking water, a prosperous low carbon economy. 

¶ Connected communities: Vibrant and liveable region in which people can move 

around, with active and public transport choices, sustainable rural and urban 

centres that are connected to each other including mana whenua and Maori 

communities. 

¶ Resilient future: Safe, healthy, and prepared communities, inclusive and equitable 

participation, adapting to the effects of climate change and natural hazards, resilient 

economic base, modern and robust infrastructure. 

Greater WellingtonΩǎ Wellington Regional Land Transport Plan (RLTP)  

The RLTP is a collaboration between all TAs in the region, Waka Kotahi, and KiwiRail 

overseen by the Regional Transport Committee on behalf of Greater Wellington. It is the 

ǎǘǊŀǘŜƎƛŎ ŘƻŎǳƳŜƴǘ ǘƘŀǘ ƎǳƛŘŜǎ ǘƘŜ ŘŜǾŜƭƻǇƳŜƴǘ ƻŦ ƻǳǊ ǊŜƎƛƻƴΩǎ ǘǊŀƴǎǇƻǊǘ ǎȅǎǘŜƳ ŀƴŘ 

investment, including public transport. Lǘ ƛŘŜƴǘƛŦƛŜǎ ƻǳǊ ǊŜƎƛƻƴΩǎ ǘǊŀƴǎǇƻǊǘ ǇǊƛƻǊƛǘƛŜǎ ǿƘƛŎƘ 

then inform the National Land Transport Programme. We use the RTLP to communicate our 

ǊŜƎƛƻƴΩǎ ŘƛǊŜŎǘƛƻƴ ŀƴŘ ǇǊƛƻǊƛǘƛŜǎ ǿƛǘƘ ǎǘŀƪŜƘƻƭŘŜǊǎ, including the public. 
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The RLTP recognises and articulates the significant role transport plays in shaping what the 

Wellington region is like as a place to live, work, play and learn, and it provides a framework 

for transport planning that supports our broader goals for the region. The RLTP recognises 

that, as the region grows, more people and increased economic activity will place greater 

demand on the transport network. This demand will be especially patent on the public 

transport components of the overall network. The RLTP focuses on initiatives that enable us 

to grow in ways that make it easy to get around while reducing congestion and carbon 

emissions and creating more liveable places. The RLTP sets the vision for investing in a 

transport network that: 

¶ offers good, affordable travel choices 

¶ supports compact centres, liveable places, and a strong economy 

¶ is safe 

¶ minimises impacts on the environment 

¶ provides for connected, resilient and reliable journeys. 

Recognising that we are in an environment of economic constraint and acknowledging the 

importance of aligning regional resources and target investment to areas of the greatest 

regional benefit, to achieve its visionΣ ǘƘŜ w[¢t ǎŜǘǎ ƻǳǘ ǘƘŜ ǊŜƎƛƻƴΩǎ ǇǊƛƻǊƛǘȅ ŀǊŜŀǎ ŦƻǊ 

investment. These are: 

¶ Public transport capacity: Build capacity and reliaōƛƭƛǘȅ ƛƴǘƻ ǘƘŜ ²ŜƭƭƛƴƎǘƻƴ ǊŜƎƛƻƴΩǎ 

Ǌŀƛƭ ƴŜǘǿƻǊƪ ŀƴŘ ƛƴǘƻ ²ŜƭƭƛƴƎǘƻƴ /ƛǘȅΩǎ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ƴŜǘǿƻǊƪ ǘƻ ŀŎŎƻƳƳƻŘŀǘŜ 

future demand. 

¶ Travel choice: Make walking, cycling and public transport a safe and attractive 

option for more trips throughout the region.  

¶ Strategic access: Improve access to key regional destinations, including the port, 

airport, and hospitals, for people and freight. 

¶ Safety: Improve safety, particularly at high-risk intersections and on high risk urban 

and rural roads 

¶ Resilience: Build resƛƭƛŜƴŎŜ ƛƴǘƻ ǘƘŜ ǊŜƎƛƻƴΩǎ ǘǊŀƴǎǇƻǊǘ ƴŜǘǿƻǊƪ ōȅ ǎǘǊŜƴƎǘƘŜƴƛƴƎ 

priority transport lifelines and improving redundancy in the system. 

 

GǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩs Long-Term Plan (LTP) 

The purpose of the LTP is to provide a long-term direction and sets out Greater WellingtonΩǎ 

priorities, programmes and projects including expenditure, for the region over a 10-year 

period. tǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ƛǎ ŀ ǎƛƎƴƛŦƛŎŀƴǘ ǇŀǊǘ ƻŦ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ƭƻƴƎ ǘŜǊƳ ǇƭŀƴƴƛƴƎ 

focus, accounting for approximately 65% of Greater WellinƎǘƻƴΩǎ ŜȄǇŜƴŘƛǘǳǊŜΦ The LTP is 

reviewed every three years and any changes are addressed during the annual planning 

process. It sets out the strategic context and the community outcomes for the region 
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including vision and the priority areas that need planning for. It also includes detail on how 

each activity is funded, information about council-controlled organisations, the financial and 

non-financial assumptions that guide Greater WellingtonΩǎ planning, and Greater 

WellingtonΩǎ 10-year Financial Strategy and the 30-year Infrastructure Strategy. 

The Infrastructure Strategy provides details of the level and timing of investment needed to 

operate, replace, renew, and upgrade existing facilities and the Financial Strategy outlines 

the required rating and debt levels to fund these investments. Together, the two strategies 

outline how Greater Wellington intends to balance investment in assets and services with 

affordability. The council uses its asset management plans as a basis for, and to deliver, the 

Infrastructure Strategy 

Our strategic priority is to provide ŀƴ άŜŦŦƛŎƛŜƴǘΣ ŀŎŎŜǎǎƛōƭŜ ŀƴŘ ƭƻǿ ŎŀǊōƻƴ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ 

ƴŜǘǿƻǊƪέΦ We will deliver on this via our three key result areas of decarbonisation of our 

public transport fleet, encouraging modeshift, and ensuring accessibility. Strategic focus 

areas are: 

¶ for mode shift - Contribute to the regional target of a 40% increase in regional mode 

share from PT and active modes by 2030, including delivery and implementation of 

[ŜǘΩǎ DŜǘ ²ŜƭƭƛƴƎǘƻƴ aƻǾƛƴƎ 

¶ for decarbonisation of the public transport vehicle fleet - Reducing public transport 

emissions by accelerating decarbonisation of the vehicle fleet 

¶ for customer experience - Continue to improve customer experience across all 

aspects of the network 

The following principles embodied in the Infrastructure Strategy ensure a consistent and 

considered approach for managing infrastructure: 

¶ Forward looking - intergenerational equity. Infrastructure is future oriented ς 

developed and managed with consideration for long-term use including future 

technology and population changes. 

¶ Optimal - Greater Wellington will optimise its infrastructure planning to take 

account of lifetime cost and demand factors  

¶ Adaptable ς We will build and develop assets that are resilient to social and 

environmental changes, including adverse events 

¶ Coordinated ς We develop our infrastructure in consultation with our major partners 

reflecting our part in the national system (central government, Territorial 

Authorities, Council Controlled Organisations).  

These principles mean our investment plans will aim to: 

¶ provide an effective and efficient integrated public transport network. 

¶ invest in and improve the public transport. 



 

 

 

Asset Management Plan                  Page 37 

Our Operating 

Environment 

¶ provide a high level of continuity in service delivery, albeit with some planned 

disruptions, while minimising significant unplanned disruptions. 

Greater Wellington RPTP 

The RPTP provides the strategic direction for ƻǳǊ ǊŜƎƛƻƴΩǎ public transport network, 

consistent with the RLTP. The RPTP communicates how we propose to develop our public 

transport network and is used to engage with all our stakeholders for developing and 

improving the public transport network in the region. 

Wellington Strategic Rail Plan 2022 (Rail Plan) 

In July 2022 the Rail Plan was endorsed by Greater Wellington. The Rail Plan is a 30-year 

customer-driven strategic investment plan that outlines what is required beyond current 

ƛƴǾŜǎǘƳŜƴǘ ǘƻ ƘŜƭǇ ŘǊƛǾŜ ǘƘŜ ǊŜƎƛƻƴΩǎ ŜŎƻƴƻƳƛŎ ŘŜǾŜƭƻǇƳŜƴǘ ŀƴŘ ǎƻcial wellbeing in an 

environmentally and socially sustainable, and resilient manner.  It covers the passenger 

services and infrastructure needed to deliver a modern transit system, and the network 

infrastructure required to support this system while also enabling a growing freight 

operation. 

The Rail Plan, drives mode shift over a 30-year programme by providing:  

¶ highly connected stations in communities where people work, live, play and learn 

¶  accommodating stations that make any wait both pleasant and productive 

¶  frequent services that are faster and more convenient than by car 

¶  reliable services that recover quickly from disruption 

¶  links that facilitate convenient connections for national freight customers 

¶ infrastructure and safety systems that enable transport without undue conflict. 

Train frequency will be able to progressively improve as infrastructure is improved. Peak 

ǘǊŀƛƴ ǎŜǊǾƛŎŜǎ ƻƴ ǘƘŜ Iǳǘǘ ŀƴŘ YņǇƛǘƛ ƭƛƴŜǎ ǿƻǳƭŘ ōŜ ƛƴŎǊŜŀǎŜŘ ƛƴ нлнр to four trains per 

hour, along with improved longer distance services to Masterton and Palmerton North by 

2028.  The peak service frequency is proposed to step up to six trains per hour (every 10 

ƳƛƴǳǘŜǎύ ƻƴ ǘƘŜ Iǳǘǘ ŀƴŘ YņǇƛǘƛ ƭƛƴŜǎ ōȅ нлонΣ ŀƭƻƴƎ ǿƛǘƘ ƛnter-peak services increasing to 

ŦƻǳǊ ǘǊŀƛƴǎ ǇŜǊ ƘƻǳǊΦ   ¢ƘŜ YņǇƛǘƛ ƭƛƴŜ ƛǎ ŜȄǇŜŎǘŜŘ ǘƻ ŦǳǊǘƘŜǊ ƛƳǇǊƻǾŜ ǘƻ мл ǘǊŀƛƴǎ ǇŜǊ ƘƻǳǊ 

during the peak by the mid-2030s, and the Hutt Line by early 2040s. 

¢ƘŜ ǎŎƻǇŜ ƻŦ ǘƘŜ wŀƛƭ tƭŀƴ ŎƻƳǇƭŜƳŜƴǘǎ ǘƘŜ [ŜǘΩǎ DŜǘ ²ŜƭƭƛƴƎǘƻn Moving (LGWM) 

programme. LGWM will provide mass transit to the south and east of Wellington City, which 

will complement the rail system that makes up the rapid transit system to the north, and 

interface with it at Wellington Station to enhance cross-region travel options and support 

mode shift. The success of two programmes is consequently interlinked and hence both of 

equal strategic importance. 
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The Rail Plan addresses and aims to overcome the following three fundamental problems 

currently at the heart oŦ ǘƘŜ ǊŜƎƛƻƴΩǎ Ǌŀƛƭ ǎȅǎǘŜƳΥ 

1. Inconsistent customer journey experience and limited rail system capacity result 

in the network being unable to meet mode share targets, which prevent 

achievement of growth and environmental obligations 

2. Current infrastructure is not capable of safely accommodating additional trains, 

restricting the options available to accommodate future demand 

3. The condition and configuration of the rail network makes it vulnerable to 

service disruptions, which has a flow on impact onto the wider transport system. 

 

Addressing these issues will enable us and our regional and central government partners to 

achieve a vision of a safe, customer focused and efficient rail passenger service to drive the 

ǊŜƎƛƻƴΩǎ ŜŎƻƴƻƳƛŎ ŘŜǾŜƭƻǇƳŜƴǘ ŀƴŘ ǎƻŎƛŀƭ ǿŜƭƭōŜƛƴƎ in an environmentally and socially 

sustainable and resilient manner. The investment for this is not included within this AMP. 

We will look to include the expenditure within our 2023 AMP. 

The Wellington Regional Growth Framework (WRGF) 

The WRGF is a spatial plan that will describe a long-term vision for how the region will grow, 

change, and respond to key urban development challenges and opportunities. The WRGF 

will identify where (among other regional infrastructure such as housing, three waters etc.) 

public transport is recommended in the context of climate change, resilience, and natural 

hazards as well as the aspirations of mana whenua. Its objectives are broader than transport 

but reinforce both national direction and regional direction emerging from the 2021-2031 

RLTP. 

The assumptions and directions set out in the WRGF have provided input into our asset 

management plans at the tactical and strategic level. 

Greater WellingtonΩǎ !ƴƴǳŀƭ tƭŀƴs 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ !ƴƴǳŀƭ tƭŀƴǎ provide an update on progress on initiatives set out in 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ Long-Term Plan.  

Wellington Regional Mode Shift Plan (WRMSP) 

The WRMSP sets out how our region will make progress over the short-medium term to 

increase mode shift from private vehicles to travel by public transport, walking, and cycling. 

The WRMSP outlines focus areas under urban form, making shared and active modes of 

travel more attractive, and influencing travel demand and transport choice.  

The WRMSP provides a strategic direction to our asset strategies and asset management 

plans. 
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LGWM 

LGWM provides strategic direction to guide investment in the Wellington transport system. 

It is a joint initiative between Wellington City Council, Greater Wellington, and Waka Kotahi. 

The focus is the area from Ngauranga Gorge to Miramar including the Wellington Urban 

Motorway, access to the port, and connections to the central city, Wellington Hospital, and 

the airport. It includes all modes of transport to get to and around Wellington.  

At its heart, LGWM seeks to move more people with fewer vehicles, by providing attractive 

travel choices. This involves better walking facilities, connected cycleways, high-quality mass 

rapid transit, more reliable buses, improvements at the Basin Reserve, and an extra Mt 

Victoria Tunnel.  

[D²aΩǎ Ǿƛǎƛƻƴ ƛǎ ǘƻ have a great harbour city that is accessible to all with attractive places, 

shared streets, and efficient local and regional journeys. To realise its vision, its strategic 

priority is to move more people with fewer vehicƭŜǎΦ Lǘǎ ǇǊƻƎǊŀƳƳŜΩǎ objectives are for a 

transport system that:  

¶ enhances the liveability of the central city 

¶ provides more efficient and reliable access for users 

¶ reduces reliance on private car travel 

¶ improves safety for all users 

¶ is resilient and adaptable to disruptions and future uncertainty. 

In this AMP our investment plans are consistent with the LGWM goals and objectives. 

Accounting for our operating environment 

Our public transport network contributes directly to the national and regional 
transportation strategic priorities. As an activity group of Greater Wellington, the plans 
within this AMP are directed by, and account for, the emerging trends and the strategic 
context within our operating environment. Our plan for the future is to continue to invest in 
all aspects of our public transport network to deliver an efficient, accessible and low carbon 
public transport service. We will make our network the preferred mode choice for all 
commuters through continuous improvement in service quality, coverage, and affordability.  
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Metlink: Who we are 

²Ŝ ŀǊŜ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ŀǳǘƘƻǊƛǘȅ ǿƘƛŎƘ Ǉƭŀƴǎ ŀƴŘ ŘŜƭƛǾŜǊǎ ǇǳōƭƛŎ 

transport within the wider Wellington region. We connect people within the wider region 

through a public transport network that stretches from Wellington north to Otaki and east 

to Masterton. The network consists of four rail lines, more than 85 public bus routes, over 

135 school bus routes, four passenger rail lines, and four harbour ferry stops. Discounted 

taxi services provide travel support and assistance for people who have difficulty using the 

regular services. We are also responsible for developing and maintaining public transport 

infrastructure including trains, railway stations, train maintenance depot, bus and ferry 

shelters, signs, and Park and Ride facilities. 

We focus on planning, managing, and operating a public transport network that is fit for 

purpose now and into the future. We regularly review our services to ensure they continue 

to meet the needs of the community and provide value for money for users, ratepayers, and 

taxpayers.  

What we do  
We are building an efficient, accessible, and low carbon public transport network to make 

Greater Wellington even greater and wŜΩǊŜ ƳŀƪƛƴƎ ŜȄǘŜƴǎƛǾŜ ƛƳǇǊƻǾŜƳŜƴǘǎ ǘƻ ƻǳǊ ƴŜǘǿƻǊƪ 

to deliver faster, affordable, more frequent, and reliable services. 

We plan an integrated public transport network to ensure it operates efficiently and 

effectively. We organise our network around a layered hierarchy of services of core routes, 

local routes, ŀƴŘ ǘŀǊƎŜǘŜŘ ǎŜǊǾƛŎŜǎΦ /ƻǊŜ ǊƻǳǘŜǎ ŦƻǊƳ ǘƘŜ ƴŜǘǿƻǊƪΩǎ ōŀŎƪōƻƴŜΣ ƭƛƴƪƛƴƎ ƘƛƎƘ 

demand with high capacity, direct services. Local routes include all-day medium to low 

frequency services connecting centres within suburban areas. Local routes complement the 

core network by collecting and distributing passengers from and to the core routes. 

Targeted services provide services to areas where there is not enough demand to justify 

core or local routes, or where normal services cannot meet peak demand. 

To do this, wŜ ǇƭŀƴΣ ŦǳƴŘΣ ŀƴŘ ƻǇŜǊŀǘŜ ǘƘŜ ²ŜƭƭƛƴƎǘƻƴ ǊŜƎƛƻƴΩǎ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ƴŜǘǿƻǊƪ ƻŦ 

train, bus, and harbour ferry services. We own and maintain parts of the public transport 

network, including trains, railway stations, and bus shelters. We contract companies to 

operate the train, bus, and harbour ferry services on our behalf. We provide customer 

information about our public transport services, as well as providing a transport subsidy 

scheme (Total Mobility) for people with disabilities who cannot easily use public transport.  

Our activities are split into six components: 

1. Rail services provide the coǊŜ ǊƻǳǘŜǎ ǿƘƛŎƘ ŦƻǊƳ ǘƘŜ ƴŜǘǿƻǊƪΩǎ ōŀŎƪōƻƴŜΣ ƭƛƴƪƛƴƎ 

areas of high demand with high capacity, direct services with extensive operating 

hours. Our rail services activity covers: 
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¶ determining the service level and timetable for rail services  

¶ planning for the future development of the rail services (the Wellington 

Regional Rail Plan)  

¶ procuring and funding the operator to provide services  

¶ owning, and/or funding, and/or managing assets necessary for the services, 

including:  

- the rail network owned and maintained by KiwiRail 

- the electric trains that service the metropolitan area and the carriages that 

service Wairarapa  

- the electric train depot  

- railway stations  

- pedestrian overbridges and underpasses  

- Park and Ride facilities 

In 2013, Greater Wellington signed an 85-year track access agreement with KiwiRail. This 

agreement provides us guaranteed access to the rail network and defines the 

responsibilities of each party.  

2. Bus services pǊƻǾƛŘŜ ǘƘŜ ŎƻǊŜ ǊƻǳǘŜǎ ǿƘƛŎƘ ŦƻǊƳ ǘƘŜ ƴŜǘǿƻǊƪΩǎ ōŀŎƪōƻƴŜΣ ƭƛƴƪƛƴƎ 

areas of high demand with high capacity, direct services with extensive operating 

hours; the local routes providing local access to town and activity centres within the 

suburban areas and complement the core routes; and targeted services providing 

services to areas or link destinations where there is low demand, or where normal 

services cannot meet the peak demand. Our bus services activity covers: 

¶ determining the service level and timetable for bus services  

¶ planning for the future development of the bus fleet and services  

¶ procuring and funding the operator to provide services  

¶ owning and/or funding and/or managing assets necessary for the services, 

including bus fleet, bus infrastructure such as bus stop signs, bus shelters, bus 

hubs, and other associated infrastructure. 

3. Ferry services (including some infrastructure) provide the East West ferry service to 

and from Eastbourne and Seatoun to the city. 

4. Fares, ticketing, customer services and information involves a number of initiatives 

designed to retain and grow public transport patronage by: 

¶ managing and setting the rules for public transport fares, and managing the 

public transport ticketing system 

¶ information about the public transport services for customers to plan and 

undertake journeys. This includes real time information, journey planning tools, 
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and timetable information - delivered through Metlink analogue and digital 

channels and third-party digital information providers. 

¶ managing the Metlink brand and the promotion of public transport 

¶ managing contact with customers, including the provision of a call centre 

¶ understanding customer experience and monitoring customer satisfaction with 

our services to help us to continually improve them. 

5. Public transport network planning involves:  

¶ planning the network so that it operates efficiently and effectively.  

¶ preparing the Greater WellingtonΩǎ RPTP which includes identification of the 

public transport services that are integral to the public transport network; the 

policies and procedures that apply to those services; and the information and 

infrastructure that support those services 

¶ reviewing services to ensure that they are meeting the needs of the community 

that they serve and providing value for money for users, ratepayers, and 

taxpayers. 

6. Total Mobility provides subsidised door-to-door transport services for 12,000 

customers who are unable to independently use buses, trains, or ferries due to a 

permanent impairment ς the service aims to ensure our customers continue to have 

access to an affordable travel option. Our main activities for total mobility include: 

¶ managing customer applications for the service including contracting 

assessment agencies to provide eligibility assessments 

¶ contracting transport operators to provide adequate and appropriate Total 

Mobility services 

¶ administering and monitoring Total Mobility to ensure effective and efficient 

delivery of services. 

The implementation of the PTOM has meant that we take an active role in the operation of 

the bus network with respect to network planning, service delivery, fare revenue, ticketing 

equipment, and customer engagement. 

The region we serve 

The Wellington region is an interdependent network of cities, towns, and rural areas with a 

modern urban economy paired with a quality natural and social environment. It covers 

8,111km2. The northern boundary goes from the north of Otaki on the west coast across to 
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north of Castlepoint on the east coast as shown Figure 8. The Wellington region is home to 

approximately 530,000 people.3 

 

Figure 8: Wellington region 

Many people within our region are completely reliant on our public transport network. Our 

public transport network encourages people to get involved in social and economic 

activities. This includes people with disabilities, the elderly, young people, and people on 

low incomes. 

hǳǊ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ƴŜǘǿƻǊƪ ƛǎ ŀ ƳŀƧƻǊ ŎƻƴǘǊƛōǳǘƻǊ ǘƻ ǘƘŜ ǊŜƎƛƻƴΩǎ ǎƻŎƛŀƭΣ ŜŎƻƴƻƳƛŎΣ ŀƴŘ 

ŜƴǾƛǊƻƴƳŜƴǘŀƭ Ǝƻŀƭǎ ōȅ ǇǊƻǾƛŘƛƴƎ ŀŎŎŜǎǎ ōŜǘǿŜŜƴ ǇŜƻǇƭŜǎΩ ƘƻƳŜǎ ŀƴŘ where they work, 

 

3 Statistics NZ subnational population estimate as at 30 June 2019 
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play, study, and access community services. It also aids decreasing traffic congestion, 

particularly in the morning and afternoon peak periods which contributes to the reduction 

of vehicle emissions from private vehicles within our region. 

Our Vision and Strategic Focus Areas  

Our public transport network helps connect and grow our region and contributes to the 

overall wellbeing of the Wellington region. To help create an even greater Wellington 

region, our vision is to provide an efficient, accessible, and low carbon public transport 

network. We will deliver on this through our three key result areas of decarbonising our 

public transport fleet, encouraging mode shift, and improving customer experience. 

Therefore, we have established three strategic priority areas as outlined in the 2021-31 

RPTP and shown in Table 1. 
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Table 1: Our strategic focus areas, key measures and themes 

Strategic 

Priority 

Efficient, accessible, and low carbon public transport network 

Strategic 

Focus 

Areas 

Mode Shift 

Contribute to the 

regional target of a 40% 

increase in regional 

mode share for public 

transport and active 

modes by 2030, 

including delivery and 

implementation of 

LGWM and Wellington 

wŜƎƛƻƴŀƭ wŀƛƭΩǎ {ǘǊŀǘŜƎƛŎ 

Direction 

Decarbonise Public 

Transport Vehicle Fleet 

Reduce public transport 

emissions by accelerating 

decarbonisation of the 

vehicle fleet 

Improve Customer Experience 

Continue to improve customer 

experience across all aspects of 

the network 

Prioritise the safety and 

maintenance of the public 

transport network to encourage 

safe behaviours 

Key 

measures 

40% increase in mode 

shift to public transport 

by 2030 

60% reduction in public 

transport emissions by 2030 

30% reduction in carbon 

emissions for the 

Wellington region by 2007 

40% reduction in Greater 

Wellington generated 

emissions by 2025, and 

carbon neutral by 2030 

Maintain customer satisfaction 

rating greater than 92% for 

overall trip 

40% reduction in serious injuries 

on the public transport network 

by 2030 

Themes Provide a high quality, 

high capacity, high 

frequency core network 

Improve access to public 

transport 

Promote behaviour 

change 

Drive environmental and 

cost sustainability by 

pursuing smart commercial 

opportunities and lower 

carbon technologies 

Decarbonise the Metlink 

bus fleet by 2030 

Explore ways to further 

decarbonise the Metlink rail 

and ferry fleet 

Greater choice and flexibility for 

journey planning, fares, and fare 

payment options 

Improve the accessibility of 

public transport for all 

Prioritise safety through 

continuous improvements to 

both infrastructure and 

operations. 
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We have identified several initiatives that will assist us in achieving our vision and strategic 

focus areas. Those initiatives relevant to the AMP are reflected in our Expenditure Summary 

and detailed in our Asset Class Plans. Figure 9 shows our line of travel from vision to desired 

community outcomes. 
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Figure 9:Our line of travel from vision to desired community outcomes 
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How we are funded 
Our public transport network is funded through fares, Greater Wellington rates, and 

investment from Waka Kotahi. Greater Wellington sets the level of expenditure and the 

rates contribution as part of the LTP and Annual Plan processes, and reviews the public 

transport fares every year. The share of funding provided by Waka Kotahi is set by the 

Financial Assistance Rate. 

Our key customers, partners, and stakeholders  
We cannot deliver an efficient, accessible, and low carbon public transport network on our 

own. A crucial part of delivering our service is our working relationship with our key 

customers, partners, and stakeholders. To ensure we deliver an efficient, accessible, and 

low carbon public transport network, we continue to partner with mana whenua, central 

ŀƴŘ ƭƻŎŀƭ ƎƻǾŜǊƴƳŜƴǘ ƻǊƎŀƴƛǎŀǘƛƻƴǎΣ ŎǳǎǘƻƳŜǊǎΣ ǊŀǘŜǇŀȅŜǊǎΣ ǘƘŜ ǊŜƎƛƻƴΩǎ ǊŜǎƛŘŜƴǘǎ ŀƴŘ 

ratepayers, operators, and maintenance providers.  

Customers  

Broadly speaking, we characterise our customers into three categories. These are regular 

customers, customers with disabilities and impairments, and new and potential customers.  

Regular customers 

This group of customers use public transport on a regular basis to access jobs, education, 

healthcare, cultural activities, shops, friends, and whanau. Over half of public transport trips 

occur during peak periods to work and education. 

Most regular customers use public transport by choice, with many choosing to live close to 

public transport services. Other modes of transport are often used to complement their 

journey, such as walking, biking, driving, or being driven.  

However, over 15% of our public transport customers are dependent on public transport. 

This may be because they have no alternative way of travelling due to, income, disability, 

impairment, lack of access to a private vehicle, or because they do not have a driverΩs 

licence.  

With a continual focus on improvement in services, these regular customers could be 

encouraged to use public transport more often (for instance outside of their normal peak 

time travel or when their circumstances change). Our regular customers require and expect 

our public transport to: 

¶ go where they want to go, at times they want to travel 

¶ provide value for money 

¶ be easy to understand and use 

¶ be safe, comfortable, and reliable 

¶ provide flexibility, allowing them to change their plans  
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¶ provide competitive journey time 

To meet these requirements and expectations of our public transport network it is essential 

we provide: 

¶ accurate real-time information and prompt updates about changes to services and 

disruptions 

¶ quick and easy payment methods 

¶ affordable fares 

¶ information and facilities that help them make a connected journey using multiple 

modes of travel, such as between buses and trains, cycling or walking, for part of 

that journey 

¶ clean and safe vehicles and facilities 

¶ adequate shelter from the weather in exposed waiting areas 

¶ services and facilities near commonly accessed places, such as work, shopping 

centres and medical facilities 

¶ easy to access vehicles and facilities. 

Customers with disabilities and impairments 

People with disabilities and impairments are a significant part of our customer base. We 

acknowledge that in some cases, a disability or impairment will mean that public transport is 

the only available or affordable option for travel.  

Customers with disabilities and impairments require a high level of consistency and 

certainty for their travel and expect our public transport network to: 

¶ have accessibility features incorporated into all vehicles, facilities, and services that 

provide access equal to that of people without disabilities such as wheelchair-

accessible and super-low-floor buses, access to trains, accessibility and safety 

standards in the design and development of public transport facilities 

¶ dŜƳƻƴǎǘǊŀǘŜ ŎƻƳƳƛǘƳŜƴǘ ǘƻ Ψ¦ƴƛǾŜǊǎŀƭ 5ŜǎƛƎƴΩ ǇǊƛƴŎƛǇƭes and engage people with 

disabilities during the design and development of new facilities and services 

¶ have accessible information, including in formats tailored for specific needs  

¶ offer concessionary fares 

¶ demonstrate awareness of disability rights and issues by staff who are in contact 

with customers 

¶ provide appropriate assistance when required ς especially when there is a potential 

safety risk. 

We are committed to making it easier for disabled people to access public transport across 

ǘƘŜ ǊŜƎƛƻƴΦ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ¢ǊŀƴǎǇƻǊǘ /ƻƳƳƛǘǘŜŜ ŀŘƻǇǘed a new Accessibility Charter 

in September 2021. The Accessibility Charter is the first step towards realising our vision of a 

https://www.metlink.org.nz/assets/Accessibility-content/Metlink-Accessibility-Charter/Metlink_Accessibility_charter_1.5_English_web1.pdf
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public transport network that is accessible for all with ease and dignity. Following on from 

this, we are developing an Accessibility Action Plan, which will outline priorities for 

improving accessibility across the network for the 2024 LTP. 

As part of this where we have control over infrastructure design and maintenance, 

accessibility is a key input into our decision making to ensure that all transport users have 

equal opportunities to travel. Where we do not have control over infrastructure design and 

maintenance, we work to influence our strategic partners to consider accessibility in 

decision making. 

We ensure that our vehicle fleet meets required standards for disability access in 

ŎƻƳǇƭƛŀƴŎŜ ǿƛǘƘ ²ŀƪŀ YƻǘŀƘƛΩǎ wŜǉǳƛǊŜƳŜƴǘǎ ŦƻǊ ¦Ǌōŀƴ .ǳǎŜǎ ŀƴŘ wŀƛƭ {ŀŦŜǘȅ [ƛŎŜƴŎŜ 

requirements as set out in the RPTP. We are in the process of evolving and extending the 

use of the on-bus next stop announcement system. 

New and potential customers 

New and potential customers are people who have never used or infrequently use public 

transport in the Wellington region. Providing them with a reason to use public transport and 

a good experience throughout their journey will encourage them to adopt public transport 

as an occasional or preferred mode of travel. 

The RLTP has set an objective of achieving 40% mode shift to public transport, cycling and 

walking by 2030. Adoption of public transport by new customers will be the primary driver 

of achieving this this outcome. 

Many people depend on a private vehicle. These people are unlikely to adopt public 

transport for practical reasons. However, a change in individual circumstances, such as 

children becoming more independent, new house, or new job, or expectations have 

changed, such as increasing road congestion causing increasing journey times and cost, is an 

opportunity for them to adopt public transport, if it can provide a viable alternative, in 

terms of reliability, speed, cost, and comfort. 

To attract new and potential customers we need to offer: 

¶ frequent and reliable services that allow flexibility and options 

¶ comfortable vehicles and waiting facilities 

¶ convenient and seamless access to services and destinations 

¶ accurate real-time information about departures and journey times 

¶ competitive travel times 

¶ quick and easy payment. 

Key Partners 

A crucial part of running our public transport network is our relationship and partnership 

with mana whenua, central government agencies such as Waka Kotahi and the Ministry of 
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Transport, territorial authorities, KiwiRail, and transport operators. We work together with 

our partners to deliver a quality service for our customers and to meet the common vision 

of delivering an efficient, accessible, and low carbon public transport service. 

Territorial authorities, Waka Kotahi and KiwiRail provide crucial infrastructure to deliver the 

network. Where this infrastructure is not fit for purpose or there are gaps, this impacts on 

reliability and customer satisfaction.  

We work with territorial authorities and Waka Kotahi at a number of levels. At a strategic 

level Greater Wellington works with the Regional Transport Committee through the 

Regional Land Transport planning process to identify region wide priorities and prioritise 

activities. On an operational basis, Metlink works with territorial authorities and Waka 

Kotahi to ensure public transport services are integrated and delivered efficiently and 

effectively through regular liaison meetings and information sharing.  

KiwiRail is the key rail infrastructure owner. In 2013, Greater Wellington signed an 85-year 

track access agreement with KiwiRail. This agreement provides us guaranteed access to the 

rail network and defines the responsibilities of each party.  

Mana whenua 

Our partnership with mana whenua is long standing and ongoing. We have a common goal 

of supporting the environmental, social, cultural, and economic wellbeing of the region. Our 

relationship provides a way for us to engage directly on the issues that matter. 

We and our six mana whenua partners work together in a unique way. This partnership is 

important to us as it ensures our partners can be recognised and supported in maintaining 

their role as kaitiaki (guardians) of their ancestral lands. Table 2 outlines our mana whenua 

partnership objective. 
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Table 2: Mana whenua partnership objective 

Policy Actions 

Objective: An effective partnership with mana whenua. 

Partner with mana 

whenua to improve 

our responsiveness 

to aņƻǊƛ ŎǳǎǘƻƳŜǊǎ 

¶ Build strong enduring relationships with mana whenua through 
all facets of public transport delivery.  

¶ 9ȄǇƭƻǊŜ aņƻǊƛ ǾŀƭǳŜǎ ŀƴŘ ǎǳǎǘŀƛƴŀōƛƭƛǘȅ ƛƴǘŜǊŦŀŎŜ ǿƛǘƘƛƴ ŀ 
wŜǎǇƻƴǎƛǾŜƴŜǎǎ ǘƻ aņƻǊƛ ŦǊŀƳŜǿƻǊƪΦ  

¶ ²ƻǊƪ ǿƛǘƘ Ƴŀƴŀ ǿƘŜƴǳŀ ǘƻ ŘŜǾŜƭƻǇ ŀ aņƻǊƛ ǊŜǎǇƻƴǎƛǾŜƴŜǎǎ Ǉƭan 
for public transport, including the consideration of Kaupapa 
aņƻǊƛ ǇǊƛƴŎƛǇƭŜǎ ǘƻ ŜƴƘŀƴŎŜ ŘŜǎƛƎƴ ƻŦ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ŀŎǘƛǾƛǘȅ 
and guide current and future public transport policy. 

¶ Work with mana whenua to reach communities and build 
relationships to encourage public transport use. 

¶ 9ƴǎǳǊŜ ǘƘŀǘ aņƻǊƛ ǾŀƭǳŜǎ ŀǊŜ ǊŜŦƭŜŎǘŜŘ ƛƴ ǘƘŜ ōǳƛƭǘ ŜƴǾƛǊƻƴƳŜƴǘ 
through our design principles by seeking co-design opportunities 
where possible. 

¶ 9ȄǘŜƴŘ ǘƘŜ ǳǎŜ ƻŦ ¢Ŝ wŜƻ aņƻǊƛ ƛƴ ŎǳǎǘƻƳŜǊ ƛƴŦƻǊƳŀǘƛƻƴ 
channels and fare payment methods.  

 

Ministry of Transport (MoT) 

¢ƘŜ aƻ¢ ƛǎ ǘƘŜ ƎƻǾŜǊƴƳŜƴǘΩǎ ǇǊƛƴŎƛǇŀƭ ǘǊŀƴǎǇƻǊǘ ŀŘǾƛǎƻǊΦ ¢ƘŜƛǊ ŀƛƳ ƛǎ ǘƻ ƛƳǇǊƻǾŜ ǘƘŜ ƻǾŜǊŀƭƭ 

performance of the transport system, improve the performance of transport Crown entities, 

and achieve better value for money for the government from its investment in the transport 

system. It gives effect to government policy by supporting the development of legislation, 

regulations and rules. The MoT also manages and accounts for funds invested in transport. 

The MoT is responsible for drafting and consulting on the GPS on land transport. 

Waka Kotahi Waka Kotahi 

²ŀƪŀ YƻǘŀƘƛΩǎ ǇǊƛƳŀǊȅ ƻōƧŜŎǘƛǾŜ ƛǎ ǘƻ ŎƻƴǘǊƛōǳǘŜ ǘƻ ŀƴ ŜŦŦŜŎǘƛǾŜΣ ŜŦŦƛŎƛŜƴǘ, and safe land 

transport system. Its functions include managing funding of the land transport system 

including auditing the performance of organisations receiving land transport funding; 

managing regulatory requirement for transport on land; issuing guidelines for, and 

monitoring the development of, regional public transport plans; determining which 

activities should be included in the National Land Transport (NLT) Programme and managing 

the prioritisation of investment in the programme; approving activities as qualifying for 

payment from the NLT; and approving procurement procedures for land transport activities.  
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²ŀƪŀ YƻǘŀƘƛΩǎ ǊŜǉǳƛǊŜƳŜƴǘǎ ŀƴŘ ŜȄǇŜŎǘŀǘƛƻƴǎ ƻŦ ǳǎ ƛǎ ǘƘŀǘ ƻǳǊ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ǎŜǊǾƛŎŜǎ ŀƴŘ 

infrastructure supports their strategic priorities, is cost effective, funded and procured 

correctly and the rail system is managed in a safe manner. 

Territorial authorities 

There are eight territorial authorities within the Wellington region. Territorial authorities are 

responsible for public transport planning within their territory. They are the infrastructure 

owners of the roads on which the services operate, the footpaths, the wharves and piers 

from which the ferries operate, and some bus shelters, covered walkways and seats. The 

local TAs own the wharves and piers used by the ferries.  

The territorial authoritiesΩ requirements and expectations are that our public transport 

network supports their economic and urban development, and their sustainability goals. 

They also expect that our public transport services and infrastructure are cost effective and 

meet the needs of their residents. 

KiwiRail 

KiwiRail owns, maintains, and operates the rail network. It controls network operations, 

provides rail operators with the access to the tracks, and implements, coordinates, and 

maintains an approved safety system for the rail network. We have a long-term Access 

Agreement with KiwiRail which provides us with guaranteed access to the network and 

defines the responsibility of each party.  

We work with KiwiRail to ensure effective demand forecasting, shared infrastructure 

planning, and shared business case development. 

Transport operators 

Our network is serviced by a number of transport operators as shown in Table 3. 

Table 3: Our service operators 

Service Operator 

Bus NZ Bus, Tranzit Group, Mana Coach Services, 
Uzabus 

Rail Transdev Wellington Ltd (Transdev)  

Ferry East by West 

 

Our transport operators are discussed further below. 

Rail operator 

From 3 July 2016, we commenced a 9+6 year performance based partnering contract with 

Transdev Wellington Ltd (Transdev) to be the rail operator for our region. Transdev holds 

the rail safety licence with Waka Kotahi.  
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Transdev has sub-contracted Hyundai Rotem to perform the maintenance function of the 

Matangi EMU units. Transdev and Hyundai Rotem operate under a Ψone company policyΩ 

meaning that all standards, policies, and values are consistent across the operations and 

maintenance depots.  

In accordance with the PTOM, we work with Transdev to meet our common vision of 

delivering an efficient, accessible, ŀƴŘ ƭƻǿ ŎŀǊōƻƴ Ǌŀƛƭ ǇŀǎǎŜƴƎŜǊ ǎŜǊǾƛŎŜΦ ¢ǊŀƴǎŘŜǾΩǎ 

requirements and expectations of us include effective demand forecasting, shared planning, 

robust rolling stock renewal planning, reliable and effective maintenance of stations, and 

provision of security systems at stations and rolling stock yards. 

Ferry operator 

East by West is our sole ferry operator that runs the ferry service within Wellington 

Harbour. East by West expectations are that the wharves are easy to manoeuvre into and 

out of and that they are suitable and appropriate for its ferry fleet.  

 

Bus operators 

Our region has an extensive bus network that provides public transport within all our cities 

and towns and operates as a feeder to the rail network for journeys through the region. 

Under the PTOM, ǎŜǊǾƛŎŜǎ ŀǊŜ ƎǊƻǳǇŜŘ ƛƴǘƻ ΨǳƴƛǘǎΩ ƻŦ ǊƻǳǘŜǎΦ hǳǊ ǊŜƎƛƻƴΩǎ ōǳǎ ƴŜǘǿƻǊƪ ƛǎ 

made up of 16 units. We have contracted four bus operators as shown in Table 3 above to 

operate our bus network. 
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Our bus operatorsΩ expectations and requirements are that we work together with them to 

ƳŜŜǘ ǘƘŜ ǊŜƎƛƻƴΩǎ Ǿƛǎƛƻƴ ŦƻǊ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ; bus stops are easy to manoeuvre into and out 

of; bus stops are easily identifiable; and bus stops are suitable and appropriate for the bus 

fleet and the bus fleet is of the appropriate standard.  

Maintenance contractors 

Maintenance contractors are contracted to maintain and improve our public transport 

assets. Our contractors expect that our public transport assets are easy to maintain and that 

stops, stations, and wharves are readily identifiable.  

  



 

 

 

Asset Management Plan                  Page 57 

Metlink: Who we are 

 

 

 

  



 

 

 

Asset Management Plan                  Page 58 

Our Levels of Service 

Our Levels of Service 

²Ŝ ŀǇǇƭȅ ǘƘŜ ǘŜǊƳ ΨƭŜǾŜƭǎ ƻŦ ǎŜǊǾƛŎŜΩ ŀǎ ǘƘŜ ǎǘŀƴŘŀǊŘ ǘƻ ǿƘƛŎƘ ǿŜ ŘŜƭƛǾŜǊ ƻǳr public 

transport service to our customers and stakeholders. When we set our levels of service we 

ensure they are customer focused, address the issues that are important to the 

communities we serve, are technically meaningful, and align with our vision of providing an 

efficient, accessible and low carbon public transport network.  

Our public transport service also needs to contribute to the governmentΩs strategic priorities 

for land transport. Therefore, we align our levels of service with them and our 

corresponding strategic focus areas of facilitating mode shift (from private vehicle), 

maintaining a customer satisfaction rating greater than 92% for the overall trip, and 

achieving a 30% reduction in transport-generated emissions.  

We aim to increase patronage on public transport network through: 

¶ providing reliable and punctual public transport services and assets 

¶ providing convenient and accessible public transport services and assets 

¶ ensuring our public transport services and assets contribute to the reduction of the 

ǊŜƎƛƻƴΩǎ ǘǊŀƴǎǇƻǊǘ ŎŀǊōƻƴ ŜƳƛǎǎƛƻƴǎ 

¶ providing good quality public transport services and assets, by having safe, clean, 

comfortable, and good condition assets 

¶ delivering information that is easy to use, understand, and supports real time 

journey planning and payment options 

Therefore, our levels of service are the key drivers for the plans and investment identified in 

this AMP. Our levels of service are: 

¶ provide a consistent and high-quality customer experience across the public 

transport network 

¶ promote and encourage people to move from private vehicles to public transport 

and active modes (walking, scooter, active MaaS etc) 

¶ gross emissions for our public transport fleet will be minimised, reducing the offsets 

required to reach net carbon neutrality 

¶ reduction of accidental death and serious injury on our public transport network to 

encourage safe behaviours. 

Our investment in our public transport network continues to be a success story. Prior to the 

Covid-19 related lockdown in March 2020, patronage was set to reach new highs across the 

region. In 2019, there was a significant patronage increase in rail, with a new annual 

patronage high of 14.3 million passengers, an increase of 800,000 passengers on the 

previous year. Peak patronage rates were even higher, with Hutt Valley and Kapiti lines 

rising by 9%. Prior to the March 2020 lockdown, growth continued into 2020 with a further 
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рΦр҈ ƛƴŎǊŜŀǎŜ ƛƴ ǇŜŀƪ ǇŀǎǎŜƴƎŜǊǎΦ ¢Ƙƛǎ ƛƴŎǊŜŀǎŜ ƛƴ ǇŀǘǊƻƴŀƎŜ ƘŀǎƴΩǘ ƘŀǇǇŜƴŜŘ ōȅ ŎƘŀƴŎŜΦ 

LǘΩǎ ǘƘŜ ǊŜǎǳƭǘ ƻŦ ƘŀǊŘ ǿƻǊƪΣ ǎƛƎƴƛŦƛŎŀƴǘ ƛƴǾŜǎǘƳŜƴǘ ƛƴ ƻǳǊ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ƴŜǘǿƻǊƪΣ ŀƴŘ 

working with our customers to understand their public transport needs and the 

expectations of the communities we serve.  

Consultation process to define levels of service 
We take into consideration our customer views and requirements in our service level 

targets and resultant improvement opportunities through:  

¶ consulting on our plans and undertaking specific service reviews 

¶ undertaking independent public transport passenger satisfaction surveys  

¶ examining patronage and performance data 

¶ seeking direct feedback.  

Each of these are discussed below. 

Consulting on our plans and undertaking specific service reviews  

hǳǊ ǊŜƎƛƻƴΩǎ ǇŜƻǇƭŜ ŜȄǇǊŜǎǎ ǘƘŜƛǊ ŜȄǇŜŎǘŀǘƛƻƴǎ ǘƘǊƻǳƎƘ input into our planning process. This 

includes consultations undertaken for the RLTP, the Regional Public Transport Plan, the LTP, 

and consultation on specific projects such as service reviews and the location and design of 

new infrastructure. Input is also sought on the location and design of new infrastructure, for 

example bus stop markings and shelters. 

In developing its plans, Greater Wellington is also keen on hearing stakeholder views on 

what they see as priorities across the region. Engagement is always sought, and feedback 

incorporated into the final plans.  

We also undertake specific service reviews. For example, between 2019 and 2020 we 

undertook a Bus Network Review (BNR), to evaluate the significant changes we made to our 

bus network in 2018.  

The changes involved creating a more efficient network design (routes, bus stops and 

timetables); high-frequency routes and more services; more effective transfers; and some 

improved off-peak services (especially at weekends). There were major changes to bus 

routes and timetables within Wellington City, with minor changes to timetables for the rest 

of the region. 

The Wellington City BNR looked at what worked well and what changes needed to be made. 

This BNR was run from July to September 2019 and was generously supported by bus 

customers. We consulted with bus customers and the community through a range of 

activities, including focus groups, public drop-in workshops, and online surveys.  

The feedback received showed that many people were negatively impacted by the July 2018 

changes. We have listened and acted upon the feedback received by developing a package 
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of recommended network improvements and have developed an action plan to address the 

recommended developments and improvements. The action plan is shaped by the resources 

(drivers, buses and funding) available to us over the next three years. Working within these 

constraints, the plan establishes clear expectations for what can be delivered and 

considered in the short, medium and long-term.  

We consulted with the rest of the Greater Wellington region (Porirua, Tawa, Hutt Valley, 

YņǇƛǘƛ /ƻŀǎǘ ŀƴŘ ǘƘŜ ²ŀƛǊŀǊŀǇŀύ ŦǊƻƳ aŀǊŎƘ ǘƘǊƻǳƎƘ ǳƴǘƛƭ aŀȅ нлнлΦ ¢ƘƛǎΦ ¢ƘŜ Ŏƻƴǎǳƭǘŀǘƛƻƴ 

found that most of the consultation participants are happy that their bus journey meets 

their needs and most see the network changes as an improvement to the previous network 

design. However, there is still room for improvement.  

The feedback we have received has informed a set of recommendations which we will 

consider as part of the review of the Regional Public Transport Plan. We will also consider 

the recommendations as part of the ongoing programme of work to improve customer 

experience from both a network design and operational perspective, with special attention 

given to the issues identified by customers with accessibility issues. Where the review has 

resulted in additional infrastructure investment, we have reflected such investment in this 

AMP. 

Public transport passenger satisfaction survey  

Each year we commission an independent survey of ŎǳǎǘƻƳŜǊǎΩ ŜȄǇŜǊƛŜƴŎŜǎ ƻŦ ƻǳǊ ǇǳōƭƛŎ 

transport network. This helps us identify and prioritise improvements for customers and is 

also part of our reporting requirements to Waka Kotahi and Greater Wellington. The 

ǎǳǊǾŜȅΩǎ ƛƴŘŜǇŜƴŘŜƴŎŜ ŀƴŘ ǘƘƻǊƻǳƎƘ ƻƴ-vehicle survey methodology gives us a robust 

benchmarked measure of customer experience over time. 

The most recent survey was conducted through June 2022. The results of the survey show 

that customer satisfaction with the trip on which they were surveyed remains consistently 

high at 94%, which is on par with previous high scoring surveys. 

The results of the on-board survey did show us suggested improvements we can make to 

our public transport network. These are shown Figure 10 below. 

 



 

 

 

Asset Management Plan                  Page 61 

Our Levels of Service 

 

 

Figure 10: Customer on-board survey suggested improvements to public transport services 

The full results of the June 2022 survey are here. 

Therefore, the investment outlined in this AMP reflects the need to: 

¶ increase capacity by having more carriages and buses on our network, particularly at 

peak times, to reduce overcrowding and increase reliability 

¶ provide frequent services 

¶ have fewer delays and breakdowns  

¶ introduce integrated ticketing. 

Levels of Service 

²Ŝ ƘŀǾŜ ǘǊŀƴǎƭŀǘŜŘ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ [¢t ǇŜǊŦƻǊƳŀƴŎŜ ƳŜŀǎǳǊŜǎ ƛƴǘƻ ŀǎǎŜǘ ǎǇŜŎƛŦƛŎ 

measures which we have set out in our asset class plans, as strategic investment drivers. 

Our levels of service and performance measures are outlined in Table 4. 

 

 

 

 

 

https://www.metlink.org.nz/assets/Customer-Satisfaction-Surveys/GWRC-Public-Transport-Customer-Satisfaction-Survey-June-2022_Public-Report_2.pdf
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Strategic 
Priorities 

Key Result 
Areas 

Levels of 
Service 

Performance 
Measures 

Baseline 
(2019/20) 

2021/22 
Target 

2022/23 
Target 

2023/24 
Target 

2024-31 
Target 

An efficient, 
accessible and 
low carbon 
public 
transport 
network 

Improving the 
customer 
experience 
across all areas 
of the public 
transport 
network 

Provide a 
consistent 
and high 
quality 
customer 
experience 
across the 
public 
transport 
network 

tŀǎǎŜƴƎŜǊǎΩ ƻǾŜǊŀƭƭ 
satisfaction with 
the Metlink public 
transport (by 
mode) 
  

New 
Measure 
  

Bus 
92% 
customer 
satisfaction 
score 

Bus 
94% 
customer 
satisfaction 
score 

Bus 
95% 
customer 
satisfaction 
score 

Bus 
>96% 
customer 
satisfaction 
score 

Rail 
93% 
customer 
satisfaction 
score 

Rail 
94% 
customer 
satisfaction 
score 

Rail 
>95% 
customer 
satisfaction 
score 

Rail 
> 96% 
customer 
satisfaction 
score 

Ferry 
>98% 
customer 
satisfaction 
score 

Ferry 
>98% 
customer 
satisfaction 
score 

Ferry 
>98% 
customer 
satisfaction 
score 

Ferry 
>98% 
customer 
satisfaction 
score 

Passenger 
satisfaction with 
convenience of 
paying for Metlink 
public transport 

New 
Measure 

>76% 
customer 
satisfaction 
score  

>78% 
customer 
satisfaction 
score  

>80% 
customer 
satisfaction 
score  

>90% 
customer 
satisfaction 
score  

Passenger 
satisfaction with 
Metlink  
information 
currently available 

New 
Measure 

>87% 
customer 
satisfaction 
score  

>89% 
customer 
satisfaction 
score  

>92% 
customer 
satisfaction 
score  

>93% 
customer 
satisfaction 
score  

Passenger 
satisfaction with 
Metlink public 
transport being on 
time 

New 
Measure 

>80% 
customer 
satisfaction 
score 

>82% 
customer 
satisfaction 
score 

>85% 
customer 
satisfaction 
score 

>90% 
customer 
satisfaction 
score 

An efficient, 
accessible and 
low carbon 
public 
transport 
network 

Percentage of 
scheduled bus 
trips that depart 
their timetabled 
starting location 
on time 
(punctuality) ς to 5 
minutes 

94.2% 95% 95% 95% 95% 

Percentage of 
scheduled rail 
services on-time 
(punctuality) ς to 5 
minutes  

89.4% 95% 95% 95% 95% 

40 percent 
increase in 
regional mode 
share for public 
transport and 
active modes 
by 2030 

Promote and 
encourage 
people to 
move from 
private 
vehicles to 
public 
transport  

Annual Public 
Transport 
boardings per 
capita 

63 per 
capita 

64 per 
capita 

65 per 
capita 

67 per 
capita 

Increasing to 
88 per capita 
by 2030/31 

Provide fit-
for-purpose 
vehicles, 
infrastructure 
and services 
to continually 

Percentage of 
passengers who 
are satisfied with 
the condition of 
the 
station/stop/wharf                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                  

New 
measure 
(88% Nov 
2020) 

90% 92% 94% >96% 
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Strategic 
Priorities 

Key Result 
Areas 

Levels of 
Service 

Performance 
Measures 

Baseline 
(2019/20) 

2021/22 
Target 

2022/23 
Target 

2023/24 
Target 

2024-31 
Target 

deliver a high 
quality core 
network that 
meets 
ongoing 
demand 

Percentage of 
passengers who 
are satisfied with 
the condition of 
the vehicle fleet 

New 
measure 
(94% Nov 
2020) 

92% 93% 94% >96% 

Reducing public 
transport 
emissions by 
accelerating 
decarbonisation 
of the vehicle 
fleet (bus, rail, 
ferry) 

Gross 
emissions for 
Metlink's 
public 
transport 
fleet will be 
minimised, 
reducing the 
offsets 
required to 
reach net 
carbon 
neutrality 

Tonnes of CO2 
emitted per year 
on Metlink Public 
Transport Services 

New 
Measure 
 
(22,030) 

20,626 
tonnes 

19,223 
tonnes 

17,818 
tonnes 

5,500 tonnes 
in 30/314 

    

Reduction of 
accidental 
death and 
serious injury 
on the public 
transport 
network and 
prioritisation 
of safety and 
maintenance 
on the Public 
Transport 
network to 
encourage 
safe 
behaviours  

Accidental deaths 
and serious 
injuries sustained 
on the Public 
Transport network 
as a result of 
Metlink or 
operator activity 

New 
Measure 

Establish a 
baseline 

5% 
Reduction 
compared 
to previous 
year 

5% 
Reduction 
compared 
to previous 
year 

5% 
Reduction 
compared to 
previous year 

Table 4: Our Levels of Service 

 

4 This figure represents the expected emissions in 2030/31. For each of the years 2027/28 to 2029/30 emissions are 
expected to be 7,993. During the years 2024/25 to 2026/27 emissions are anticipated to be between 16,000-18,000 tonnes 
per year. 
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Table 4: Our Levels of Service 
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Demand and Growth 

Prior to COVID-19, our investment into our public transport network continued to 

encourage strong patronage growth. Prior to lockdown in March 2020, patronage was set to 

reach new highs across the region. In 2019, there was a significant patronage increase in rail 

with a new annual patronage high of 14.3 million passengers - an increase of 800,000 

passengers on the previous year. Peak patronage rates were even higher, with our two 

ōǳǎƛŜǎǘ ƭƛƴŜǎ Iǳǘǘ ±ŀƭƭŜȅ ŀƴŘ YŀǇƛǘƛ ǊƛǎƛƴƎ ōȅ ф ǇŜǊ ŎŜƴǘΦ ¢Ƙƛǎ ƛƴŎǊŜŀǎŜ ƛƴ ǇŀǘǊƻƴŀƎŜ ƘŀǎƴΩǘ 

happened by chance. It is the result of hard work, significant investment in our public 

transport network, and understanding the public transport needs and expectations of our 

ǊŜƎƛƻƴΩǎ ǇŜƻǇƭŜΦ Prior to lockdown, growth continued into 2020 with a further 5.5% increase 

in peak passengers.  

OǾŜǊ пл҈ ƻŦ ǘƘŜ ǊŜƎƛƻƴΩǎ Ƨƻōǎ are in central Wellington5 which reflects, in part, the 

concentration of government administration and knowledge-based roles in the city. This 

creates significant commuter peaks, as people travel to access employment opportunities 

from residential centres across the region. However, with changing work patterns arising 

from the COVID-19 pandemic, it is possible that travel patterns in the region will change in 

the future. 

Higher than expected demand for rail travel meant that, prior to the Covid-19 pandemic, 

many services are operating at or near capacity during the busiest time of the commuter 

peak. For example, seated capacity and Park and Ride capacity are generally reached on the 

main lines at approximately 7am and some potential passengers are being deterred from 

using rail because the trains are full.  

Bus patronage was growing significantly prior to COVID causing parts of the network to be 

operating at or over capacity. The reduction in patronage arising from the COVID pandemic 

has created some headroom on the network. As patronage begins to recover on the bus 

network, capacity constraints on the Wellington City bus network, particularly nearer the 

centre of the city, may re-emerge and impact service reliability and journey times. This 

makes it important to continue to invest in bus infrastructure to ensure the network is fit for 

the future. 

Space constraints on the Golden Mile mean that only a limited number of buses can reliably 

run on this corridor (in the order of 60-100 buses per hour per direction). This makes it 

difficult to add more buses without creating congestion decreasing reliability and creating 

safety issues for vulnerable users. Outside the Golden Mile, immediate capacity constraints 

 

5 [ŜǘΩǎ DŜǘ ²ellington Moving, Draft Programme Business Case Report June 2019  
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relate more to the availability of high-capacity buses and route clearance to permit high-

capacity buses.  

Figure 11 shows the patronage growth across the Metlink network since 2014/2015. 

  

 

 

Figure 11: Growth in regional patronage 

 

Patronage and performance data 

 

For our patronage performance reporting we measure passenger boardings on all modes 

using fares and boarding data. We lack reliable data on transfers between modes and on rail 

and ferry services. 

February 2022 resulted in continued lower passenger boardings. Prior to the Covid-19 level 

four lockdown in late March 2020, we had record patronage growth for both bus and rail, 

but since March 2020 we have seen a decline in boardings under various Covid-19 alert 

levels. There was some recovery from April 2021 onwards, but with the Covid-19 level four 

lockdown in mid-August 2021 we again saw lower boardings. 
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Passenger boarding trends 

We track passenger boarding trends to provide insights such as whether passengers are 

choosing to use specific services. We had been experiencing continued passenger boarding 

growth up to February 2020, but from mid-March 2020 onwards we have experienced a 

decrease in boarding growth for all modes.  

Figure 12 shows the number of passenger boardings for all modes using a 12-month rolling 

total from July 2015. 

 

Figure 12: Number of passenger boardings for all modes from July 2015 ς 12 month rolling total 

 

Bus passenger boardings 

Under Alert Level 1, July 2021 bus passenger boardings were 5.5% lower than July 2020. July 

2022 bus passenger boarding were 12.4% lower than July 2021.Pre Covid-19, we were 

experiencing increased growth of 7.3%.6  

 
Jul-22 Jul-21 % Change 

 

6 July 2019 to February 2020 
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Wellington 1,222,589 1,401,838 -12.8% 

Hutt Valley 303,868 341,151 -10.9% 

Porirua 59,207 69,847 -15.2% 

Kapiti 39,617 42,470 -6.7% 

Wairarapa 10268 12,349 -16.9% 

Total 1,635,549 1,867,655 -12.4% 

Table 5 shows the reduction in bus passenger boardings for July 2022 compared with July 

2021. 

  

 

 
Jul-22 Jul-21 % Change 

Wellington 1,222,589 1,401,838 -12.8% 

Hutt Valley 303,868 341,151 -10.9% 

Porirua 59,207 69,847 -15.2% 

Kapiti 39,617 42,470 -6.7% 

Wairarapa 10268 12,349 -16.9% 

Total 1,635,549 1,867,655 -12.4% 

Table 5: Bus passenger boardings July 2021 vs July 2020 

 

Figure 13 shows the monthly bus passenger boardings from July 2018 to February 2022. 
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Figure 13: Monthly bus passenger boardings from July 2018 to February 2022 

 

Rail passenger boardings 

Under alert level 1, July 2021 rail passenger boardings were 11.1% lower than July 2020. July 

2022 rail passenger boardings were 14.4% lower that July 2021.  Pre Covid-19, we were 

experiencing increased growth of 3.5%.7 Table 6 shows the reduction in rail passenger 

boardings for July 2022 compared with July 2021.  

 Jul-22 Jul-21 % Change 

Hutt Valley 338,907 434,700 -22.04% 

Kapiti 336,110 356,998 -5.85% 

Johnsonville 88,865 95,178 -6.63% 

Wairarapa 43,641 56,945 -23.36% 

Total 807,523 943,821 -14.44% 

 

7 July 2019 to February 2020 
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Table 6: Rail passenger boardings by line July 2021 vs July 2020 

Figure 14 shows the monthly rail passenger boardings from July 2018 to February 2022. 

 

Figure 14: Monthly rail passenger boardings from July 2018 to February 2022 

 

There was also a decrease in total peak growth by line of 23.1% as shown in Table 7. 

 
Jul-22 Jul-21 % Change 

Hutt Valley 213,877 305,183 -29.92% 

Kapiti 195,930 231,602 -15.40% 

Johnsonville 50,054 59,166 -15.40% 

Wairarapa 36,645 49,713 -26.29% 

Total 496,506 645,664 -23.10% 

Table 7: Rail peak passenger boardings by line July 2021 vs July 2020 

 

Ferry passenger boardings 

Under Alert Level 1, July 2021 ferry passenger boardings increased by 2.0% compared with 

the same month last year; this is compared to a decrease of 1.4% pre Covid-19 (July 2019 ς 

February 2020). Ferry boardings are often affected by weather. Figure 15 shows the 

monthly ferry passenger boardings from July 2018 to February 2022. 
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Figure 15: Monthly ferry passenger boardings from July 2018 to February 2022 

Expected growth 

The Wellington region is the third largest region in New Zealand with a population of 

approximately 547,0008. Our region has experienced stronger than predicted population 

growth over the past two decades with further growth of up to 200,000 forecast for the 

next 30 years9. An expanded population will bring economic development and changes to 

where we live, learn, work, and play.  

Higher urban density in Wellington and Porirua Cities and the Hutt Valley, and increasing 

residential growth in the Wairarapa and Kapiti, will place increasing demands on our public 

transport. For this growth to be sustainable, and to ensure we achieve our goals of 

improving safety, access, and reducing emissions, we and our regional and central 

government partners will need to continue to invest in our public transport infrastructure 

and services.  

To plan and budget for the period cover by this AMP, we make assumptions around 

population and demographic changes, and how these will potentially impact our public 

transport network. G²w/Ωǎ нлнм-31 LTP identifies that population in the region is expected 

to grƻǿ ōȅ ŀƭƳƻǎǘ ф҈Σ ǿƛǘƘ ƎǊƻǿǘƘ ǊŀǘŜǎ ƘƛƎƘŜǊ ƛƴ ǎƻƳŜ ǇƭŀŎŜǎ ǘƘŀƴ ƻǘƘŜǊǎΦ hǳǊ ǊŜƎƛƻƴΩǎ 

population is expected to reach approximately 570,000 by 2030 and 632,000 by 2043 (20% 

growth since 2020). Population growth will not be evenly distributed across the region, with 

 

8 Subnational population estimates 2021 (https://www.stats.govt.nz/) 
 
9 Wellington Regional Growth Framework 2021 (https://wrgf.co.nz/reports/) 
 
 

https://www.stats.govt.nz/
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ƘƛƎƘŜǊ ƎǊƻǿǘƘ ǊŀǘŜǎ ŜȄǇŜŎǘŜŘ ƛƴ tƻǊƛǊǳŀΣ YņǇƛǘƛ Coast, and the Wairarapa. While there are 

high levels of uncertainty around the details of this growth, impacts on public transport can 

be expected. These impacts include patronage growth outstripping capacity in the long 

term, and the creation of new communities requiring additional infrastructure, stops, and 

routes. With an aging population, the increases in Gold Card users would require investing 

in improvements to accessibility of public transport services and infrastructure. 

This AMP has been developed during the Covid-19 pandemic and our response. The record 

patronage growth we were on track to achieve during the 19/20 financial year was 

materially impacted by Covid-19. With considerable financial support from central 

government, through Waka Kotahi, we made public transport free of charge from the March 

2020 Level 4 lockdown until 30 June 2020. While the region had seen a relatively quick 

recovery in the aftermath of the first lockdown, subsequent responses to resurgence of 

COVID-19 variants and the departure from the elimination strategy has meant that 

patronage has been depressed in 2021/22.  

 

Patronage trends are yet to be fully understood given the uncertainty surrounding the 

effects of, and recovery from, the Covid-19 pandemic; however, indicative trends in our 

public transport network predict a potential returƴ ǘƻ ΨǇǊŜ-Covid-19Ω ƭŜǾŜƭǎ may take a few 

years longer than initially expected (by 2024/25). 
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Patronage Growth 

The 2021-31 LTP assumes that public transport patronage and annual growth rates are as 

shown in Table 8.10 These growth assumptions are the basis of planning in this AMP. The 

actual patronage growth seen in 2021/2022 has been less than what was anticipated at the 

time the LTP was drafted. MetliƴƪΩǎ ǾƛŜǿ ƛǎ ǘƘŀǘ ǘƘŜ ƴŜǘǿƻǊƪ ǿƛƭƭ ǎŜŜ ƘƛƎƘŜǊ ƎǊƻǿǘƘ ǊŀǘŜǎ ƛƴ 

the short to medium term than shown below as the region recovers from COVID-19, but 

that the long-term trends predicted in the LTP are still reasonable. Therefore, the decision 

has been made to continue to plan infrastructure investment around the LTP patronage 

forecast.  

Table 8: Patronage growth rates 

Long Term Plan 2021-

31 assumptions 

Assumed  

% annual growth 

Forecast patronage based on the 

growth assumptions (millions) 

Year Bus Rail Ferry Bus Rail Ferry Network 

2021/22 7.50% 7.50% 5.50% 23.30 12.12 0.18 35.59 

2022/23 3.00% 3.00% 2.00% 23.99 12.48 0.18 36.65 

2023/24 3.50% 3.50% 2.50% 24.83 12.92 0.18 37.94 

2024/25 3.50% 3.50% 2.50% 25.70 13.37 0.19 39.26 

2025/26 3.50% 3.50% 2.50% 26.60 13.84 0.19 40.63 

2026/27 3.50% 3.50% 2.50% 27.53 14.32 0.20 42.05 

2027/28 3.50% 3.50% 2.50% 28.50 14.82 0.20 43.52 

2028/29 3.00% 3.00% 2.00% 29.35 15.27 0.21 44.83 

2029/30 3.00% 3.00% 2.00% 30.23 15.72 0.21 46.17 

2030/31 3.00% 3.00% 2.00% 31.14 16.20 0.22 47.55 

 

The patronage growth rates take into account the following improvements we have made to 

our rail and bus services.  

 

10 Known data used for 2017-18, 2018-19 and most of 2019-20 
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Rail 

ü Ongoing work on improving our rail network means that rail service improvements 

will continue to attract more customers. 

ü Integrated fares and ticketing (IFT) will generate new customers by improving the 

convenience and ease of travelling by train (and by using more than one PT mode). 

IFT will also increase rail revenue through better revenue protection. 

Bus  

 

ü A significant improvement to our bus network was implemented in July 2018 (with 

ongoing refinements) such that patronage will continue to increase because of the 

service improvements.  

ü Integrated fares and ticketing (IFT) in about 2023 will generate new customers and 

facilitate travel on more than one PT mode.  

ü The move towards more electric buses in the Metlink bus fleet is likely to be well 

received by customers and result in increased bus patronage growth.  

ü {ƛƎƴƛŦƛŎŀƴǘ ƛƴǾŜǎǘƳŜƴǘ ƛƴ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ƛǎ ŜȄǇŜŎǘŜŘ ǳƴŘŜǊ ά[ŜǘΩǎ DŜǘ ²Ŝƭƭington 

aƻǾƛƴƎέ ό[D²aύ ǇǊƻƎǊŀƳƳŜΣ ǿƛǘƘ ŀ ƎǊŜŀǘŜǊ ŜƳǇƘŀǎƛǎ ƻƴ ƎǊƻǿǘƘ ƛƴ t¢ ƻǾŜǊ ǇǊƛǾŀǘŜ 

motor vehicles, which will support increased patronage growth across the PT 

network. LGWM will stimulate PT patronage over the last half of the LTP planning 

period. 

 

While the timing and quantum of future growth is now subject to significant uncertainty, 

the current network may not have sufficient capacity on some services or corridors if the 

actual growth eventuates to be greater than forecast. Once capacity thresholds are met, rail 

and bus services are likely to become overcrowded, less reliable, and less attractive, 

increasing the potential for mode shift to private vehicles.  

The large volume of trips made to/from/and within Wellington City each day means that 

failure tƻ ƛƳǇǊƻǾŜ ŎŀǇŀŎƛǘȅ ŀƴŘ ǊŜƭƛŀōƛƭƛǘȅ ƻƴ ǘƘŜ ǊŜƎƛƻƴΩǎ Ǌŀƛƭ ƴŜǘǿƻǊƪ ŀƴŘ ²ŜƭƭƛƴƎǘƻƴ /ƛǘȅΩǎ 

bus network will directly impact regional aspirations to increase public transport mode 

share and reduce transport emissions. It will also make travel around the region more time 

consuming and costly, with potential to constrain growth. Analysis undertaken as part of the 

Ψ[ŜǘΩǎ DŜǘ ²ŜƭƭƛƴƎǘƻƴ aƻǾƛƴƎΩ tǊƻƎǊŀƳƳŜ .ǳǎƛƴŜǎǎ /ŀǎŜ ǎǳƎƎŜǎǘǎ ǳǇ ǘƻ оΣллл Ƨƻōǎ ŎƻǳƭŘ ōŜ 

deferred or located elsewhere due to forecast public transport constraints11.  

Having a resilient, effective, and reliable public transport system that can meet the diverse 

needs of our growing and changing population therefore continues to be essential, if the 

 

11 [ŜǘΩǎ DŜǘ ²ŜƭƭƛƴƎǘƻƴ aƻǾƛƴƎ tǊƻƎǊŀƳƳŜ .ǳǎƛƴŜǎǎ /ŀǎŜ ς Draft June 2019 ( refer page 24 
https://getwellymoving.co.nz/assets/Documents/Programme-Business-Case/LGWM-PBC-Report-21-June-2019-Draft.pdf) 
 

https://getwellymoving.co.nz/assets/Documents/Programme-Business-Case/LGWM-PBC-Report-21-June-2019-Draft.pdf
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region is to continue to remain a desirable place for people to live, work and play. Careful 

planning aƴŘ ƛƴǾŜǎǘƳŜƴǘ ǿƛƭƭ ōŜ ǊŜǉǳƛǊŜŘ ǘƻ ŜƴǎǳǊŜ ǘƘŜ ǊŜƎƛƻƴΩǎ ǘǊŀƴǎǇƻǊǘ ǎȅǎǘŜƳ ǎǳǇǇƻǊǘǎ 

and enables sustainable population growth and ƳŜŜǘǎ ǘƘŜ ƴŜŜŘǎ ƻŦ ǘƘŜ ǊŜƎƛƻƴΩǎ 

communities both now and in the future. 

Our investment plans presented within this AMP (see further sections below) are based on 

these patronage forecasts. 
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Risk Management  

Risk management guides our asset management and investment decisions. To achieve the 

service our customers deserve, we take a multi-faceted approach to managing risk. Our 

approach primarily focuses on identifying significant risks to the reliability and continuity of 

our service. Our asset management framework incorporates practices designed to identify 

and mitigate these risks.  

Risk management is an integral part of our overall business philosophy and is embedded 

within all our activities and in the decisions we make. As a part of Greater Wellington, we 

ǳǎŜ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ Ǌƛǎƪ ƳŀƴŀƎŜƳŜƴǘ ŦǊŀƳŜǿork. This is outlined below. 

Risk Management Framework 

Our Risk Management Policy states the following objectives:  

¶ increase the likelihood of Greater Wellington Regional Council achieving its strategic 

and business objectives 

¶ safeguard Greater Wellington wŜƎƛƻƴŀƭ /ƻǳƴŎƛƭΩǎ ŀǎǎŜǘǎ ŀƴŘ ǘƘƻǎŜ ǇŜƻǇƭŜ ǳǎƛƴƎ 

them, people resources, finances, and reputation 

¶ ensure risk management practices are integrated into all Greater Wellington 

Regional Council operations and processes 

¶ provide a timely response to risks escalation and issues as they occur  

¶ promote awareness of risk management process and a culture of risk management 

awareness such that everyone in the organisation is responsible for managing risk  

¶ aid decision making 

¶ maintain a flexible and evolving risk management framework which is aligned with 

ISO 31000:2018 and best practice generally. 

 

Our Greater Wellington risk management framework closely mirrors the requirements of 

the international risk management standard ISO 31000. Our risk management approach is 

focused on understanding, monitoring and proactively uncertainty and risk. 

Our approach to risk management includes a formal risk governance structure and clear 

accountabilities and responsibilities at all levels to ensure our approach to risk is ratified and 

continuously reviewed.  

We have broadly defined the organisational risk categories as set out below in Figure 16 
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Figure 16: Risk Management Framework by organisational categories 

Greater Wellington has stated it will prioritise, for mitigation, any risks with the following 

potential consequences: 

¶ health and safety of the public, staff, and contractors 

¶ legislative or regulatory breaches 

¶ environmental damage  

Our approach to asset risk management aligns with this philosophy. 

Asset risk management  

Figure 16 describes asset risk in its separate components. We are careful to consider all the 

aspects of risk as we build, operate, and maintain our assets. These risks include project 

risks, and health and safety risks and strategic risks.  

We recognise there are areas of risk that relate specifically to particular assets, sites, or 

parts of our public transport network. Our asset management approach incorporates 

processes designed to identify and mitigate such risks which then influence our individual 

asset class planning.  

The following sets out our practices with respect to asset risk management.  
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Asset risk 

Since our 2021 AMP we have established a criticality framework which presents a structured 

approach to measuring the impact, or consequence, of an asset failure. It provides a 

rationale and methodology for the consistent assessment of our current assets and is used 

in developing our investment priorities across our public transport network. The criticality 

framework is based on a top-down assessment of the consequence of asset failure on 

aŜǘƭƛƴƪΩǎ ƻǊƎŀƴƛǎŀǘƛƻƴŀƭ ǾƛǎƛƻƴΣ ƎƻŀƭǎΣ ŀƴŘ ŘŜǎƛǊŜŘ ƻǳǘŎƻƳŜǎ ōȅ ŀǎǎŜǘ class.  

Our criticality framework sits within our asset management system as shown in the Figure 

18 and is a component within aŜǘƭƛƴƪΩǎ Strategic Asset Management Plan12. Greater 

²ŜƭƭƛƴƎǘƻƴΩǎ όD²ύ ƻǊƎŀƴƛǎŀǘƛƻƴŀƭ Ǌƛǎƪ ŦǊŀƳŜǿƻǊƪ ŘǊƛǾŜǎ ǘƘŜ ǇǊƛƳŀǊȅ ŀǘǘǊƛōǳǘŜǎ ŦƻǊ ƻǳǊ 

ŘŜŦƛƴƛǘƛƻƴ ƻŦ ŀǎǎŜǘ ŎǊƛǘƛŎŀƭƛǘȅΦ hǳǊ ŎǊƛǘƛŎŀƭƛǘȅ ŦǊŀƳŜǿƻǊƪ ŀǇǇƭƛŜǎ ǘƻ ŀƭƭ aŜǘƭƛƴƪΩǎ ǊŀƛƭΣ ōǳǎΣ ŀƴŘ 

ferry assets. It excludes assets provided by contract partners. However, we intend to apply 

the attributes set out in our criticality framework to critical assets owned and operated by 

third party partners.   

We have assessed each asset class against the criticality dimensions and, when applied and 

combined with health and condition, will enable us to ascertain a prioritisation for 

investment for those asset classes to which it applies.  

We continuously monitor the condition of our assets. Condition monitoring is carried out on 

regular intervals dependant on the type and function of each asset. Our decisions to replace 

or maintain assets are based on the results of our condition monitoring programme. We are 

currently in the process of further developing our approach to asset condition and asset 

health through the development of an asset health framework. 

The results of these dimensions as applied to our assets will be set out in the relevant asset 

class plans for the AMP 2023. 

Incident Management 

We investigate incidents and events during our operations to a level of detail appropriate 

for the seriousness of the potential or actual consequence. We use a combination of 

internal and external investigation practices to identify root cause and preventative and 

mitigation actions. Any actions arising from individual incidents or trend analysis that 

require us to change our asset design, or rectify particular assets or groups of assets, are 

incorporated into our investment plans for each asset class.  

 

12 CƻǊ ƳƻǊŜ ŘŜǘŀƛƭ ǇƭŜŀǎŜ ǊŜŦŜǊ ǘƻ άhǳǊ !ǎǎŜǘ aŀƴŀƎŜƳŜƴǘ !ǇǇǊƻŀŎƘέ ǎŜŎǘƛƻƴΦ 
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Operational Feedback  

Customer feedback regarding bus and ferry assets and infrastructure is received via phone, 

email, or social media. The details are logged into our CRM Resolve system.  

Most of the customer feedback for our bus and ferry assets relate to bus stop or bus shelter 

repairs, cleaning, or graffiti removal. These are forwarded directly to our cleaning and 

maintenance contractor who has an obligation to clean or repair the asset within the 

timeframe specified in the contract, to ensure that the asset is not a health or safety risk to 

the bus operator or the public. We also use this information to assess the asset condition or 

performance, and life expectancy of the asset. Examples of other bus assets and 

infrastructure feedback include: 

¶ request for a bus shelter 

¶ request for a new bus stop 

¶ request to move a bus stop 

¶ request for improving lighting at bus stops 

¶ Real Time Information (RTI) boards not showing accurate information or not 

working 

Feedback is also received from bus operators and mainly relates to accessibility of bus stops 

and bus stop layout (including road markings), hazards en-route e.g. trees, utility poles, and 

road layouts. 

Issues which require investigation, traffic resolutions, or discussion with a Greater 

Wellington team, TA, or other external stakeholder, are logged and assigned to one of our 

team members for investigation. The log provides information on the current state and 

condition of assets and provides a basis for forward planning for replacements, upgrades, 

and new infrastructure in the asset class plan, and in conjunction with urban planning and 

development. Our asset class plans reflect this information. 

Natural disaster and climate change 

hǳǊ ǊŜƎƛƻƴΩǎ ƛƴŦǊŀǎǘǊǳŎǘǳǊŜ ƛǎ ǾǳƭƴŜǊŀōƭŜ ǘƻ ƴŀǘǳǊŀƭ ƘŀȊŀǊŘǎ ƛƴŎƭǳŘƛƴƎ ŜŀǊǘƘǉǳŀƪŜǎΣ ǘǎǳƴŀƳƛǎΣ 

major storms, floods and landslips, ranging from high impact/high probability events (e.g. a 

major earthquake) to low impact/high probability events (e.g. storms). Climate change is 

expected to increase the frequency and intensity of some of these hazard events.  

Within our region, temperatures are warming, and weather patterns are shifting. These 

changes will have both positive and negative effects for different activities. Therefore, it is 

important that we understand the forecast impacts of climate change, so we can factor 

these into our infrastructure investment planning and the work we do  

In preparing for natural hazard events and climate, we need to understand the extent of the 

risks our assets and services are exposed to and understand what may be required to 
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respond or adapt to them. Accordingly, our infrastructure and asset planning decisions that 

assume lifespans of 30-100 years incorporate climate change projections and natural 

hazards events. This is particularly true for decisions that are expensive to alter or reverse. 

Surface flooding, from more intense and frequent rain events, and coastal flooding, 

associated with sea level rise, are the biggest risks identified to our assets, infrastructure 

and services.13 Consequently, our assets and activities on floodplains and/or in relative 

proximity to the coast are the most at risk, i.e. the lower Hutt Valley or Porirua. The area of 

vulnerability is not just the coastal edge but on the neighbouring vicinity.  

Also highlighted are the increasing risks to our services due to failure of other infrastructure 

or services owned, controlled, or managed by third parties. For example, flooding of the 

roading network affects our public transport capability. 

We continue to incorporate resilience in our investment decision-making through options 

assessment, asset specification, and designs. 

Maintaining service continuity  

¢Ŝ ²ŀƛƘŀƴƎŀ bŜǿ ½ŜŀƭŀƴŘ LƴŦǊŀǎǘǊǳŎǘǳǊŜ /ƻƳƳƛǎǎƛƻƴΩǎ ǇǳōƭƛŎŀǘƛƻƴ Rautaki Hanganga o 

Aotearoa New Zealand Infrastructure Strategy 2022-2052 identifies that infrastructure 

choices and decisions require a system-wide, co-ordinated approach across institutions in 

the public and private sectors. This requires thinking more about interdependencies, 

maintaining service continuity, and community preparedness. To ensure our service 

continuity now and in the future, our approach to asset and risk management continues to 

evolve to incorporate the wider perspective of resilience and sustainability into our 

investment planning. 

Our awareness of the importance of resilience and sustainability in maintaining service 

continuity has been highlighted by events such as the Christchurch and Kaikoura 

earthquakes, the 2021 and 2022 floods and the global Covid-19 pandemic, as well as 

emerging environmental influences such as population and demographic change, economic 

shocks, technological change, and climate change.  

The resilience of our infrastructure determines how it will cope in the immediate term after 

an event or disaster. Resilience is wider than just natural disasters. It incorporates the 

capacity to withstand disruption, absorb disturbance, act effectively in a crisis, adapt to 

changing conditions, and adapt to slower changes over time.  

Planning for infrastructure sustainability is focused on the longer term of how our 

infrastructure development meets the needs of the present without compromising the 

public transport needs of future generations. Global issues like climate change, population 

growth, resource depletion, economic shocks and natural hazards means that our 

infrastructure must be sustainable. When designing, constructing, and operating our public 

 

13 Predictions and associated impacts from NIWA Climate Change Report for the Wellington Region.  
 

https://media.umbraco.io/te-waihanga-30-year-strategy/1sfe0qra/rautaki-hanganga-o-aotearoa-new-zealand-infrastructure-strategy.pdf
https://media.umbraco.io/te-waihanga-30-year-strategy/1sfe0qra/rautaki-hanganga-o-aotearoa-new-zealand-infrastructure-strategy.pdf
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transport network we incorporate the concept of sustainability in a manner which optimises 

ƻǳǊ ǊŜƎƛƻƴΩǎ ŜƴǾƛǊƻƴƳŜƴǘŀƭΣ ǎƻŎƛŀƭ ŀƴŘ ŜŎƻƴƻƳƛŎ ƻǳǘŎƻƳŜǎ ŦƻǊ ƴƻǿ ŀƴŘ ƛƴ ǘƘŜ ŦǳǘǳǊŜΦ 

Infrastructure sustainability is a framework we employ to ensure our public transport 

ƴŜǘǿƻǊƪ ŎƻƴǘǊƛōǳǘŜǎ ǘƻ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ Ǿƛǎƛƻƴ ƻŦ ŀ ǊŜƎƛƻƴ ǘƘŀǘ Ƙŀǎ ŀ ǘƘǊƛǾƛƴƎ 

environment, connected communities and a resilient future. This is an evolving area. 

Insurance 

We use insurance to manage risk to deliver, with certainty, our TP community outcomes.  

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴ Ƴŀƛƴǘŀƛƴǎ ŀ ΨaŀǘŜǊƛŀƭ 5ŀƳŀƎŜ .ǳǎƛƴŜǎǎ LƴǘŜǊǊǳǇǘƛƻƴΩ όa5.Lύ ƛƴǎǳǊŀƴŎŜ 

policy for all above-ground assets (excluding motor vehicles and rolling stock, which are 

separately insured). Above-ground assets are insured on a maximum probable loss basis i.e. 

the maximum loss that an insurer would be expected to incur on a policy, representing the 

worst-case scenario for an insurer.  

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴ ŘƻŜǎƴΩǘ ƛƴǎǳǊŜ млл҈ ƻŦ ƛǘǎ ŀǎǎŜǘǎ ŘǳŜ ǘƻ ǘƘŜ ǳƴƭƛƪŜƭƛƘƻƻŘ ǘƘŀǘ ŀƭƭ ŀǎǎŜǘǎ 

would at the same time be affected by a hazard event. We have MDBI insurance with an 

excess of 5% site value, minimum $100,000, maximum $20 million. In order to meet this 

insurance excess, Greater Wellington has set up a cash fund called the Material Damage 

Reserve Fund (MDRF), initially from the savings of a higher insurance excess and latterly 

from the proceeds of forestry cutting rights. This MDRF now stands at $9 million and grows 

as interest is capitalised to it. Public transport assets (excluding motor vehicles and rolling 

stock) are included. Substantially smaller excesses apply to other hazards e.g. fire. 

In 2016, Greater Wellington passed over the process to fully insure rail assets, to Transdev, 

as part of the tri-ǇŀǊǘȅ ǇŀǊǘƴŜǊƛƴƎ ŎƻƴǘǊŀŎǘ όΨǘƘŜ Ǌŀƛƭ ŎƻƴǘǊŀŎǘΩύ ōŜǘǿŜŜƴ Dreater Wellington, 

GWRL, and Transdev.  

Covered are: 

¶ vehicles  

¶ EMU depot  

¶ EMU depot plant and equipment  

 

The balance of rail infrastructure assets owned by Greater Wellington is insured under the 

MDBI policy. 

Global insurance costs are increasing, making insurance more difficult to obtain and 

increasingly unaffordable. As such, we are continually focussing our efforts on value for 

money aspects of risk to ensure we are insuring for the risks we are least able to control 

and/or accept. 
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Our Asset Management Approach  

As our region grows and new transport technologies and services open up, a world class 

public trŀƴǎǇƻǊǘ ǎȅǎǘŜƳ Ƙŀǎ ōŜŎƻƳŜ ƛƴŎǊŜŀǎƛƴƎƭȅ ƛƳǇƻǊǘŀƴǘ ǘƻ ƻǳǊ ǊŜƎƛƻƴΩǎ ƭƛǾŜŀōƛƭƛǘȅΦ ¢ƘŜ 

asset planning and investment decisions we make today contribute to making our region a 

better place to live, while making mobility cheaper, safer, more accessible, and better for 

ƻǳǊ ŜƴǾƛǊƻƴƳŜƴǘΦ LǘΩǎ ŀƭƭ ŀōƻǳǘ ǇǊƻǾƛŘƛƴƎ ŀ ōŜǘǘŜǊ ǇǳōƭƛŎ ǘǊŀƴǎǇƻǊǘ ŜȄǇŜǊƛŜƴŎŜ ǘƻ ƳŀƪŜ 

Wellington even greater. 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ŀƛƳ ƻŦ ǊŜŘǳŎƛƴƎ ǘƘŜ ǊŜƎƛƻƴΩǎ ŎŀǊōƻƴ ŦƻƻǘǇǊƛƴǘ ƛƴŎƻǊǇƻǊŀǘŜǎ ŀ ƳƻŘŜ 

shift from people traveling in private vehicles to more people traveling by bus, train, and 

ferry, especially at peak times. Our vision of providing an efficient, accessible, and low 

carbon public transport network aligns with this and sets the foundation of our approach to 

asset management.  

Effective ŀǎǎŜǘ ƳŀƴŀƎŜƳŜƴǘ ƛǎ ŦǳƴŘŀƳŜƴǘŀƭ ǘƻ ŀŎƘƛŜǾƛƴƎ ƻǳǊ Ǿƛǎƛƻƴ ŀƴŘ ǘƘŜ DƻǾŜǊƴƳŜƴǘΩǎ 

strategic priorities. Asset management involves the balancing of costs, opportunities, and 

risks against achieving our vision, strategic priorities, and desired levels of service. We plan 

ŀƴŘ Ŏƻƴǘƛƴǳƻǳǎƭȅ ǊŜŦƛƴŜ ƻǳǊ ŀǎǎŜǘ ƳŀƴŀƎŜƳŜƴǘ ŀŎǘƛǾƛǘƛŜǎ ŀƎŀƛƴǎǘ ǘƘŜ DƻǾŜǊƴƳŜƴǘǎΩ ŀƴŘ 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ǇǊƛƻrities. Our approach to asset management ensures we 

manage our assets to deliver the desired levels of service and strategic priorities, in the 

most cost-effective manner throughout an assetΩs lifecycle, for present and future 

customers.  

Asset management is part of our core business and is integrated with our other business 

processes.  

Asset Management principles and objectives 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ Ǿƛǎƛƻƴ ŀƴŘ ǎǘǊŀǘŜƎƛŎ ǇǊƛƻǊƛǘƛŜǎ ǇǊƻǾƛŘŜ ŀƴ ƻǾŜǊ-arching framework to 

ensure we are working on the things that matter. The following principles shape how we 

manage our assets in a consistent and considered way:  

1. Forward looking. Our public transport network is future oriented. It is 

developed and managed with consideration for long-term use including 

factors such as environment, future technology, and population changes. 

2. Optimal. We manage our assets in a planned and methodical manner to 

deliver agreed levels of service that provides the required levels of service at 

the lowest lifecycle cost for present and future customers.  

3. Adaptable. We will develop and build assets that are resilient to social and 

environmental changes, including adverse events. 
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4. Compliance. Our asset management activities follow our commitment of 

providing a safe and environmentally sustainable public transport network in 

a way that complies with statutes, regulations, and industry standards. 

5. Partner, stakeholder and customer oriented. Reflecting our part in the 

national transport system, we consult with our partners, stakeholders and 

customers and take into consideration their views and requirements in our 

plans and levels of service.  

6. Manage demand and growth. We assess and make provision for the future 

financial and service level impacts of changing population, legislation, 

demographics, and economic environment. 

Our asset management system 

Our asset management system provides the direction for our asset planning and recognises 

the need for ŎƭŜŀǊ ŎƻƴƴŜŎǘƛǾƛǘȅ ōŜǘǿŜŜƴ ŎŜƴǘǊŀƭ ŀƴŘ ǊŜƎƛƻƴŀƭ ƎƻǾŜǊƴƳŜƴǘΩǎ ǎǘǊŀǘŜƎƛŎ 

priorities and our day-to-day asset management activities. Our asset management system 

considers both our internal organisational structure and our external operating environment 

such as key partner and stakeholder expectations, our legislative requirements and 

economic constraints.  

Asset Management Strategic Plan/ Asset Management Policy 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ Infrastructure Strategy provides direction for the level and timing of 

investment needed to operate, replace, renew, and upgrade assets. The Financial Strategy 

outlines the required rating and debt levels to fund these investments. Together the two 

strategies outline how Greater Wellington intends to balance investment in assets and 

services with affordability. 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ !ǎǎŜǘ aŀƴŀƎŜƳŜƴǘ tƻƭƛŎȅ ǎŜǘǎ ƻǳǊ ŦǊŀƳŜǿƻǊƪ ŦƻǊ ŎƻƴǎƛǎǘŜƴǘ ŀƴŘ 

methodical asset management planning. 

Governance and organisational structure  

Our governance structure ensures appropriate oversight, and a methodical approach is 

employed to our asset management activities and decision making. A key facet of our asset 

management approach is maintaining a clear alignment with our strategic priorities. A 

robust framework of responsibilities and controls are in place to ensure our asset 

management decisions align with our strategic priorities.  
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An overview of the public transport responsibilities and governance roles within this 

structure are set out in Figure 17. 

 

Figure 17: Public transport responsibilities and governance structure 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ wŜƎƛƻƴŀƭ /ƻǳƴŎƛƭƭƻǊǎΣ wŜƎƛƻƴŀƭ /ƻǳƴŎƛƭΣ ŀƴŘ aŜǘƭƛƴƪ 
governance  

Regional Councillors 

Our regional councillors expect Greater Wellington to employ good asset management 

processes so that its assets deliver the desired outcomes for the communities the regional 

councillors serve, at least lifecycle cost.  

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ŀǎǎŜǘ ƳŀƴŀƎŜƳŜƴǘ ƎƻǾŜrnance structure and processes provides 

assurance to its regional councillors by communicating underlying planning assumptions, 

the demand drivers, and the consequences of investment decisions, the linkage between 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ǎǘǊŀǘŜƎȅΣ ǎǘǊŀǘŜƎƛŎ ǇǊƛƻǊƛǘƛŜǎ ŀƴŘ ǘƘŜ ƭŜǾŜƭǎ ƻŦ ǎŜǊǾƛŎŜ ǊŜǉǳƛǊŜŘΣ ǘƘŜ 

costs of projects required to maintain levels of services, and the risks associated with our 

assets and how those risks are mitigated. 

As Greater Wellington is responsible for a wide range of strategies, plans, and functions, our 

regional councillors need to have a clear understanding of current issues, while being 

efficient and effective. To achieve this, Greater Wellington has established nine committees 

and one subcommittee that have specific purpose and responsibilities for particular issues. 

The committees responsible for public transport are the Transport Committee, Regional 

Transport Committee, and the Finance, Risk and Assurance Committee. 
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Transport Committee 

The Transport Committee is a committee of Greater Wellington Regional Council, 

comprising of thirteen councillors. It oversees the development, implementation and review 

of Greater WellingtonΩǎ ǎǘǊŀǘŜƎƛŎ ŘƛǊŜŎǘƛƻƴ ŀƴŘ ǇƻƭƛŎƛŜǎ ŦƻǊ ǘǊŀnsport and mode-shift and 

provides input into joint transport-related projects and initiatives. It also ensures that 

transport programmes promote a thriving environment, connected communities, and a 

resilient future for the region.  

The Transport Committee is responsible for the preparation of the Wellington Regional 

Public Transport Plan.  

Regional Transport Committee 

The Regional Transport Committee is comprised of two persons who represent Greater 

Wellington, one person who represents each of the eight territorial authorities of the 

region, one person who represents Waka Kotahi, and one person who represents KiwiRail. It 

promotes the objectives of the Land Transport Management Act 2003 within the region, 

linking it to other regions of New Zealand and other transport systems. 

The Regional Transport Committee is responsible for the RLTP and as such sets the vision for 

the Regional Public Transport Plan.  

Finance, Risk and Assurance Committee 

The Finance, Risk and Assurance Committee monitors, evaluates, and reports to Greater 

Wellington on its finance, risk and assurance management policies, systems and processes. 

Greater Wellington 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴ ǇǊƻƳƻǘŜǎ ǘƘŜ ǊŜƎƛƻƴΩǎ ƭƛǾŜŀōƛƭƛǘȅ ōȅ ŜƴǎǳǊƛƴƎ ǘƘŜ ǊŜƎƛƻƴΩǎ ŜƴǾƛǊƻƴƳŜƴǘ ƛǎ 

protected while meeting the economic, cultural, and social needs of the region. Its specific 

responsibilities include environment management, flood protection and land management, 

provision of regional parks, public transport planning and funding, and metropolitan water 

supply.  

As part of providing public transport, Greater Wellington is responsible for ensuring the 

delivery of a safe, accessible, reliable, and environmentally friendly transport system, 

including public transport in the region at least cost to the regional ratepayer. Greater 

²ŜƭƭƛƴƎǘƻƴΩǎ /ƘƛŜŦ 9ȄŜŎǳǘƛǾŜ ƛǎ ǊŜǎǇƻƴǎƛōƭŜ ǘƻ ǘƘŜ ǘƘƛǊǘŜŜƴ ²ŜƭƭƛƴƎǘƻƴ ǊŜƎƛƻƴŀƭ ŎƻǳƴŎƛƭƭƻǊǎ ǘƻ 

ŜƴǎǳǊŜ ǘƘŜ ǊŜƎƛƻƴΩǎ ŀǎǎŜǘ ƳŀƴŀƎŜƳŜƴǘ ŀŎǘƛǾƛǘƛŜǎ ŀƴŘ ƛƴǾŜǎǘƳŜƴǘǎ ŎƻƴǘǊƛōǳǘŜ ǘƻ DǊŜŀǘŜǊ 

²ŜƭƭƛƴƎǘƻƴΩǎ Ǿƛǎƛƻƴ ƻŦ ŀƴ ŜȄǘǊŀƻǊŘƛƴŀǊȅ ǊŜƎƛƻƴ ǘƘŀǘ Ƙŀǎ ŀ ǘƘǊƛǾƛƴƎ environment, connected 

communities and a resilient future.  
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Metlink 

The General Manager Metlink ƛǎ ŀŎŎƻǳƴǘŀōƭŜ ǘƻ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ /ƘƛŜŦ 9ȄŜŎǳǘƛǾŜ ŦƻǊ ƻǳǊ 

public transport asset planning and investment decisions. Within Metlink, we maintain 

organisational roles, and responsibilities that are consistent with implementing our vision 

and strategic priorities.  

Our team responsibilities for asset management decision making within Metlink are: 

The Commercial, Strategy and Investments team provides strategic management and 
guidance by working with others to set priorities, focus energy and resources, strengthen 
operations, ensure that staff and other stakeholders are working toward common goals, 
clarify intended outcomes/results, and assesses and adjusts the DǊƻǳǇΩǎ ŘƛǊŜŎǘƛƻƴ ƛƴ 
response to a changing environment and in line with the RPTP. The Group: 

- Leads the public transport strategic planning, investments, policies and business 
advisory, including Council and local government requirements, as well as strategic 
insights. 

- Provides strategic management and guidance by working with others to set 
priorities, focus energy and resources, strengthen operations, ensure that staff and 
other stakeholders are working toward common goals, clarify intended 
outcomes/resultǎΣ ŀƴŘ ŀǎǎŜǎǎŜǎ ŀƴŘ ŀŘƧǳǎǘǎ ǘƘŜ DǊƻǳǇΩǎ ŘƛǊŜŎǘƛƻƴ ƛƴ ǊŜǎǇƻƴǎŜ ǘƻ ŀ 
changing environment and in line with the RPTP. 

- Includes the critical function of long-term planning for public transport investment 
needs. Focuses on the development of robust business cases for funding, benefit 
realisation monitoring and managing the co-funding relationship with Waka Kotahi.  

Is accountable for business development, exploring new avenues of activity and seeking 

opportunities to increase revenue. They provide strategic commercial advice and assurance 

to support strategic decision-making and for policy formulation and delivery. 

The Assets and Infrastructure (A&I) team is accountable for building, managing and 
maintaining assets and infrastructure, ƛƴŎƭǳŘƛƴƎ aŜǘƭƛƴƪΩǎ technology systems and data, to 
support an integrated network of public transport. This includes contractual oversight of the 
rail network access, including the metro opex and capex spend and framework. 

The objective of the function is to provide the best value level of service for the budget 
available. It includes the management of the entire life cycleτincluding design, 
construction, commissioning, operating, maintaining, repairing, modifying, replacing and 
decommissioning/disposalτof physical infrastructure and assets. The function also ensures 
that assets and infrastructure are built and maintained to Group strategy, design, regulatory 
and contractual requirements to ensure an integrated public transport network that is 
accessible and meets customer and stakeholder needs and strategic goals.  



 

 

Asset Management Plan                   Page 89 

Our Asset Management 

Approach 

This group is also accountable for the AMP ŀƴŘ ƛǎ ƻǳǊ DǊƻǳǇΩǎ /ŜƴǘǊŜ ƻŦ 9ȄŎŜƭƭŜƴŎŜ ǿƘŜƴ ƛǘ 

comes to project management and coordination, establishing and monitoring the 

frameworks, disciplines, and tools we use to deliver our projects. 

The Network and Customer team is accountable for the design of the network and services to 

be delivered, in consultation with the Operators, ensuring a robust business case is made for 

change, and design is aligned to strategy and data analysis, including customer experience 

data. This function ensures that the services, provided through our business partners, are 

suited to the needs of the customers, and are in line with our commercial agreements. They 

examine all activities, infrastructure, communication, people, and material components 

involved in services to improve both quality of service and interactions between the 

provider of the service, the Group and its customers. It ensures that design changes can be 

executed effectively and efficiently within commercial constraints, in a fully multi-modal 

manner. 

The Operations and Partnership team have the primary relationship with each of our 
operators, across bus, ferry, rail and total mobility and are accountable for delivering service 
to customers. They do this by maintaining close and effective working relationships with the 
Operators to ensure that the operation of public transport conforms to contracted services 
and performance levels. The function is accountable for operational planning and 
improvement, including business continuity and disaster recovery planning. They focus on 
customers and working with Operators on improving services and their delivery. They work 
across service delivery for all our current modes ς Bus, Rail, Ferry and Total Mobility  
This group ensures effective monitoring and reporting on bus and rail contracts is 

undertaken (KPIs, annual planning requirements), and ultimately actioned. 

aŜǘƭƛƴƪΩǎ ! ϧ L !ǎǎŜǘ aŀƴŀƎŜƳŜƴǘ {ȅǎǘŜƳ ŀƴŘ ŘƻŎǳƳŜƴǘŀǘƛƻƴ 

Our asset management system comprises of our wider organisational strategic framework 

ŀƴŘ !ϧLΩǎ ŀǎǎŜǘ ƳŀƴŀƎŜƳŜƴǘ ŘƻŎǳƳŜƴǘŀǘƛƻƴΦ /ǊƛǘƛŎŀƭ ƛƴǇǳǘǎ ƛƴǘƻ ƻǳǊ ŀǎǎŜǘ ƳŀƴŀƎŜƳŜƴǘ 

system comprise of stakeholder expectations and requirements, including levels of service, 

ŀƴŘ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ƻǊƎŀƴƛǎŀǘƛƻƴŀƭ ƻōƧŜŎǘƛǾŜǎ ŀƴŘ ǇƭŀƴǎΦ  

As an activity group of Greater Wellington, our asset management decisions and day-to-day 

activities are aƭƛƎƴŜŘ ǿƛǘƘ ŀƴŘ ǘŀƪŜ ŀŎŎƻǳƴǘ ƻŦ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ŦǊŀƳŜǿƻǊƪΣ 

priorities, and direction. These guide our asset management decisions, activities, and 

ŜȄǇŜƴŘƛǘǳǊŜ ǘƻ ŜƴǎǳǊŜ ǿŜ ŎƻƴǘǊƛōǳǘŜ ǘƻ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ǾƛǎƛƻƴΣ ǇǳǊǇƻǎŜ, and 

community outcomes. 

Our asset management approach is documented in a hierarchical structure that links and 

ŀƭƛƎƴǎ DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ŀƴŘ aŜǘƭƛƴƪΩǎ ƻǊƎŀƴƛǎŀǘƛƻƴŀƭ Ǿƛǎƛƻƴ ŀƴŘ ǎǘǊŀǘŜƎƛŎ ƻōƧŜŎǘƛǾŜǎ ǘƻ 

our asset strategies and day-to-day activities, through our Strategic Asset Management 

Plan (SAMP).  



 

 

Asset Management Plan                   Page 90 

Our Asset Management 

Approach 

 

¢ƘŜ !ϧ L ǘŜŀƳΩǎ asset management documentation comprises of its SAMP, Asset 

Management Policy, Asset Management Framework Portfolio Management Plans, and 

Project and Programme Delivery Plans. The AMP is published annually. 

The key elements and documents within our asset management system are shown in Figure 

18. 

 

 

 

Figure 18: Key elements and documents within the A&I team's asset management system 

 

 

Asset Lifecycle approach 

To realise value from our assets, we employ a lifecycle approach to the management of our 

assets. This involves all stages in the management of the asset, from the conception of the 
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need for the asset, to acquiring the asset, and then operating, maintaining, refurbishing, 

replacing and then either divesting or disposing of the asset, including managing any post 

disposal liabilities.  

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ǇǊƛƻǊƛǘƛŜǎ ŘǊƛǾŜ ƻǳǊ ŀǎǎŜǘ ƭƛŦŜŎȅŎƭŜ ƳŀƴŀƎŜƳŜƴǘΣ ǿƘƛŎƘ ƛƴ ǘǳǊƴ 

influence timing and quality of maintenance, refurbishment, and renewals. We maintain our 

assets until they reach the end of their useful lives, when they are refurbished or replaced. 

²ƘŜƴ ŘŜǘŜǊƳƛƴƛƴƎ ŀƴ ŀǎǎŜǘΩǎ ǳǎŜŦǳƭ ƭƛŦŜ, we consider age, condition, performance, customer 

service, growth and changing demands, criticality and risk, and ongoing maintenance 

requirements. 

The ownership of the assets that make up the public transport network is a complex model. 

As such, Greater WellingtonΩǎ ŀǎǎŜǘ ƳŀƴŀƎŜƳŜƴǘ ǊƻƭŜ ŀƴŘ ǇǊŀŎǘƛŎŜǎ ŀǊŜ ǎŎŀƭŜŘ ŀǎ 

appropriate to the situation. Where we do not own the assets that are fundamental to our 

service delivery, we ensure there are appropriate contracts and arrangements in place to 

manage our service risk from asset degradation and configuration. This requires a contract 

management and relationship management model that aligns as much as possible to our 

own practices and delivers the outcomes we are seeking for our customers.  

Our methodical lifecycle approach means we consider lowest whole of life cost, rather than 

short term savings, when making decisions. Taking a lifecycle approach to our planning also 

assists us in making our assets and programmes of work more sustainable and 

environmentally friendly. For example, integrating whole of life carbon thinking when 

planning and delivering our infrastructure assets is a practical approach we are taking to 

achieve our vision of a low carbon public transport network. 

Our asset management approach reflects our lifecycle activities, encapsulating the main 

activities and information flows within our asset management value chain. 
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Figure 19 shows our asset lifecycle activities.  

 

Figure 19: Our asset lifecycle activities 

Further detail of our asset lifecycle activities is provided below. 

Planning. Our planning lifecycle stage consists of several interrelated activities, to ensure 

investments deliver the right service, at the right cost, and within acceptable risk tolerances. 

This requires understanding asset management drivers, identifying, prioritising, and 

integrating options, and estimating costs. Decisions are made within the context of our 

overall strategic priorities.  

Deliver. Throughout the deliver lifecycle stage our objective is to safely, and cost-effectively, 

deliver our programmes of works. This requires us to continually challenge and improve our 

project planning, project management, and delivery skills to deliver the required levels of 

service. 

Operate. During this stage, we operate our network to ensure we meet our levels of service. 

Maintain. Throughout the maintain stage, we proactively maintain our public transport 

assets to ensure they remain safe, secure, and reliable. 

Divest or dispose. Our assets that are surplus to requirements will be disposed of. Our 

criteria for determining asset disposal include underutilisation, obsolescence, provision 

exceeds required levels of service, replacement before predicted economic life, life expired 

rolling stock retired if remanufacture is not economically viable, uneconomic to upgrade, 

policy changes, service provided by other means such as private sector involvement, and 

potential risk of ownership such as financial, environmental, legal, and social risk.  

Asset information 

Robust asset knowledge and information is crucial to good asset management as it enables 

evidence based- decision making. Our knowledge of our assets and forecasting capability 
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has continued to grow. Our emphasis on asset data for use in investment decision making 

has resulted in our focus to improve our asset data quality so that our systems, processes, 

and data are sustainable, robust, and fit for purpose. As part of this we are in the process of 

implementing a new asset management information system, bƎņǘŀƘƛ. 

bƎņǘŀƘƛ our asset information system is used to support the development of our asset 

management plans. bƎņǘŀƘƛ allows our field staff to enter asset data at source. While out in 

the field, our field staff can update asset condition ratings, update asset records and 

attributes, record asset defects, and creating new work orders.  

Our current data warehouse system is no longer fit for purpose. At present it cannot 

interrogate more than a few months data. We are in the process of replacing our data 

warehouse with a cloud-based SaaS solution. 

Industry standards 

We are committed to providing a safe and environmentally sustainable public transport 

network in a way that complies with industry standards. Our asset management decisions 

account for: 

1. Requirements for Urban Buses in New Zealand (RUB). The purpose of the RUB is to 

standardise urban bus requirements across regional councils and Auckland 

Transport to create efficiencies and improve the usability and accessibility of buses 

for all customers. It documents the standards for design and performance of the bus 

fleet, access and seating configuration including priority seating and luggage 

storage, facilities for passengers with impairments, safety and security, and internal, 

external and operational communication. The RUB is currently being reviewed. 

2. New Zealand Public Transport Design Guidelines (Guidelines). The Guidelines are 

being developed collaboratively by Waka Kotahi with an industry Reference Group. 

The industry Reference Group members are from all over New Zealand, reflecting a 

range of contexts and perspectives. The principles of the Guidelines were created to 

encourage the public transport system is consistent in design, accessible, safe, 

affordable, operationally efficient, support mode shift and positive urban design.  

3. National Rail Safety Standards (NRSS). The objective of the National Rail System 

Standards is to provide a generic framework for the management of safety and 

change within the Rail Safety System (RSS). It is applicable for all activities involving 

the operation of Rail Service Vehicles on the National Rail System and is designed to 

meet the requirements set out in the Railways Act and the Land Transport Safety 

Authority document "Rail Safety Licensing and Audit Guidelines.έ The NRSS covers 

safety management, health assessment of rail safety workers, risk assessment, 

occurrence management, mechanical engineering interoperability, rail operations 
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interoperability, audit, document control, crisis management, and heritage vehicle 

and train management. 

Continuous Improvement 

We are committed to continually improving our asset management approach and look for 

ways to improve all aspects of our asset planning and management. As part of this we have 

sufficient rigour in our processes and systems to ensure there are feedback loops between 

delivery and strategy/planning to enable continuous improvement.  

Since the publication of our 2021 AMP, we have established the Asset and Infrastructure 

Asset Management Framework (AM Framework). The AM Framework sets out our asset 

management system and processes. As part of this we have produced a Strategic Asset 

Management Plan, an Asset Management Policy, and an Asset Criticality Framework. We 

have aligned our AM System to the international standard ISO 55000 suite of documents for 

asset management.  

Going forward we are continuing to evolve and strengthen our asset management 

approach. As part of this we are looking to:  

¶ develop a universal investment decision framework 

¶ strengthen our cost estimation processes 

¶ further implement data driven decision making including improving and cleansing 

existing data and capturing new data 

¶ leverage the functionality of our new asset management system, bƎņǘŀƘƛΣ ƛƴŎƭǳŘƛƴƎ 

implementation of asset health modelling for specific assets  

¶ use of risk and criticality in our decision making where necessary and practicable.  
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[This is a placeholder for Asset Class Plan cover sheet]  
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Our Asset Class Plans 

This section describes our asset management approach, strategic objectives, risks, plans and 

financial expenditure forecasts for the assets covered by this AMP. We have categorised 

these assets between three categories of portfolios. These are Rail Services, Bus and Ferry 

Services, and Customer Insights and Assets. These three asset portfolios are documented 

within seven asset class plans. These are Rail Rolling Stock, Rail Station Infrastructure, Rail 

EMU Maintenance Depot, Bus and Ferry Customer Facing Assets, Bus and Ferry Network 

Enabling Assets, Bus Fleet, EV Charging and Depot, and Customer Insights and Assets. Each 

of these are described below. 
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Rail Services Overview 

Introduction 
Our rail portfolio covers the assets we use for delivering metro rail services within the 

Wellington region. These assets are detailed in the Rolling Stock and Station Infrastructure 

asset class plans. We own, fund, and/or manage the assets necessary for the Wellington 

ǊŜƎƛƻƴΩǎ ƳŜǘǊƻ Ǌŀƛƭ ǎŜǊǾƛŎŜǎΦ ²Ŝ ŘŜǘŜǊƳƛƴŜ ǘƘŜ ǎŜǊǾƛŎŜ ƭŜǾŜƭ ŀƴŘ ǘƛƳŜǘŀōƭŜ ŦƻǊ Ǌŀƛƭ ǎŜǊǾƛŎŜǎΣ 

plan for future development of the rail services, procure, and fund the operator to provide 

services.  

Our rail network consists of the Johnsonville, Kapiti, Hutt Valley (including Melling), and 

Wairarapa passenger lines. It provides a transit system that delivers vital support for the 

significant commercial, government, and professional service industries in our region.  

!ǇǇǊƻȄƛƳŀǘŜƭȅ тр ǇŜǊŎŜƴǘ ƻŦ ƻǳǊ ǊŜƎƛƻƴΩǎ ǇƻǇǳƭŀǘƛƻƴ ƭƛǾŜǎ ƴƻǊǘƘ ƻŦ ǘƘŜ ²ŜƭƭƛƴƎǘƻƴ /.5. Our 

rail network provides high-capacity, long-distance, time-competitive commuter services 

connecting key urban areas across the region to WeƭƭƛƴƎǘƻƴΩǎ /.5Φ 425,000 residents are 

served by our 2,250 commuter trains in a typical week. Those customers make up about 

42,000 trips per weekday (at peak). Rail currently accounts for 41 percent of peak trips from 

the north (18 percent of all peak trips) to the Wellington CBD, where 40 percent of jobs are 

located. 

DǊŜŀǘŜǊ ²ŜƭƭƛƴƎǘƻƴΩǎ ǎǳōǎƛŘƛŀǊȅΣ όD²w[ύΣ ǘƻƻƪ ƻǿƴŜǊǎƘƛǇ ƻŦ ŀ ǎƛƎƴƛŦƛŎŀƴǘ ƴǳƳōŜǊ ƻŦ ǘƘŜ Ǌŀƛƭ 

assets in 2011. Transdev is our contracted rail operator for the region. Since 2011, we have 

invested significantly into our rail assets and network to improve the infrastructure and 

services. These improvements have led to a growth in our rail patronage from 12.8 million 

passenger journeys to 14.3 million journeys between 2015 and 2019. Our rail patronage 

continued to grow in the first half of the 2019/20 financial year until the 2020 Covid-19 

disruptions.  

With ever-increasing demand on our rail services, it is imperative we continue to operate a 

safe, reliable, and resilient service. Keeping our rail network and assets fit for purpose and 

fit for the future requires ongoing investment. This involves continuing to maintain and 

improve the level of service provided by our existing infrastructure through: 

¶ targeted and catch-up renewals of the rail network assets (owned by KiwiRail) 

¶ targeted routine maintenance and renewals of assets owned by GWRL 

¶ upgrades and investment in new infrastructure across all assets to improve the level 

ƻŦ ǎŜǊǾƛŎŜ ǘƻ ƳŜŜǘ ƻǳǊ ŎǳǎǘƻƳŜǊΩǎ ŜȄǇŜŎǘŀǘƛƻƴǎΦ  
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We are committed to investing to accommodate growth expectations and the resultant 

increased pressure on capacity. The rail asset class plans outlined in this AMP support the 

continual improvement targets in levels of service for our passengers, will unlock capacity 

for ongoing and expected high levels of growth, and improve resilience of the network. The 

investment aligns with, and contributes to, the achievement of our strategic priorities of 

mode shift, customer experience, carbon footprint reduction, and safety. 

KiwiRail Agreements 
We have in place several KiwiRail leases. These are discussed below. 

Wellington Network Agreement (WNA) 

In June 2013, we signed an 85-year WNA which grants Greater Wellington access to the 

Wellington railway network to operate metro rail services within the Wellington region. 

KiwiRail remains the owner of the rail network which includes track; signals; 

telecommunications; network control; overhead traction power system; station platforms; 

some structures (bridges and tunnels); slopes and drainage; and level crossings. 

Under the WNA, ǿŜ Ǉŀȅ ŀ ǎƘŀǊŜ όōŀǎŜŘ ƻƴ ǘƻƴƴŀƎŜ ƻǊ ǘǊŀƛƴ ƪƳΩǎ ŘŜǇŜƴŘƛƴƎ ƻƴ ŀǎǎŜǘ ǿŜŀǊ 

mechanism) of annual maintenance and renewal costs.  

The WNA requires KiwiRail to prepare a Wellington Network Management Plan (WNMP) 

structured around three-year windows for budgeting and delivering within an overall 

planning horizon. KiwiRail is required to plan and undertake all maintenance and renewal 

work on the rail network. The WNMP is the mechanism for Greater Wellington and KiwiRail 

to agree the desired level of network performance and the investment required to achieve 

such service. 

The age of the rail network infrastructure varies, and the expected asset life also varies 

significantly depending on the asset type. Some assets, such as bridges and tunnels, have a 

life of greater than 100 years. YƛǿƛwŀƛƭΩǎ ǇǊƛƳŀǊȅ ƻōƧŜŎǘƛǾŜ ƛǎ ǘƻ ƪŜŜǇ ǘƘŜ ƴŜǘǿƻǊƪ ǎŀŦŜ ŀƴŘ 

open. However, KiwiRail currently carries a significant level of deferred maintenance. As 

such, network performance lags our desired levels of service. In the case of the Wairarapa 

Line (north of Upper Hutt), the condition and performance are declining, with the current 

speed restrictions resulting in 2-о ǘƛƳŜǎ ǘƘŜ άŀŎŎŜǇǘŀōƭŜέ ƭŜǾŜƭ ƻŦ ŘŜƭŀȅǎΦ There is a specific 

programme oŦ ǿƻǊƪ ŎǳǊǊŜƴǘƭȅ ōŜƛƴƎ ǳƴŘŜǊǘŀƪŜƴ ǘƻ ǘŀǊƎŜǘ ΨŎŀǘŎƘ ǳǇ ǊŜƴŜǿŀƭǎΩΤ ǘƘƛǎ ƛǎ ŀ 

programme of tactical upgrades designed to lift the network standard to that which one 

would expect of an effective and efficient metro rail network.  

In the last five years, there have been over 50 slips that needed rectification within the rail 

network.  Eleven of the slips have been struck by trains with the latest occurring on 17 

August 2021 causing significant damage to two of our carriages. With increasing service 
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frequency, the likelihood of a train impacting a slip has increased. Data also shows the 

instances of slips is increasing.  

We have been working with KiwiRail to raise visibility of slope stability risk on the rail 

network. and agree the prioritisation approach for the higher risk slopes on the rail network 

to establish the appropriate action to take to reduce the likelihood and/or consequence of 

the risk.  

 

Locomotive hook and tow agreement 

To operate the carriage fleet on the Wairarapa Line, we lease from KiwiRail two diesel 

electric shunt locomotives, and a hook and tow service which provides the mainline 

locomotives and drivers for the Wairarapa line passenger services. 

One of the diesel electric shunt locomotives is used for shunting carriage trains between the 

carriage depot and Wellington Station. The other shunt is used for moving vehicles in and 

out of the unpowered heavy lift road in the EMU depot.  

The maintenance and long-term asset management of the electric shunt locomotives are 

the responsibility of KiwiRail, as the asset owners. 

Wellington Railway Station 

We also have lease arrangements with KiwiRail regarding Wellington Station. These include 

Wellington Railway Station staff areas; Wellington Station public toilets; Wellington Station 

concourse (public area); Wellington Station platforms; and carriage depot. These 

agreements require us to manage or fund maintenance and cleaning of these assets.  

As a result of significant recent investment, the condition of these assets is adequate; 

however, significant further investment is required to lift the accessibility, customer 

experience, seismic performance and capacity to ensure this flagship station can deliver the 

future outcomes being sought for the metro rail services. 

Key investments 
Over the 30-year period covered by this AMP, our total opex forecast for rail is $1.4b. This 

comprises rates, leases, insurance, electricity, and maintenance. The rail portfolio opex is 

forecast to steadily climb as patronage increases over the next 30 years. The most notable 

change within the opex forecast is the proposal to cancel the locomotive hook and tow 

lease arrangement with KiwiRail for the Wairarapa services in 2026. The hook and tow 

locomotives will be redundant once we have the new multiple units, low/zero emission fleet 

operating on this line. Some of these costs will be transferred into maintenance costs of the 

new electric multiple units (EMU) fleet.  

Figure 20 shows our rail opex forecast.  
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Figure 20: Rail opex forecast  

The total capital forecast for rail for the same period is $3.64b. This includes:  

¶ capex renewal expenditure of $462m on the KiwiRail Network, $132m on rail 

infrastructure, and $691m on rolling stock 

¶ capex improvement expenditure of $1.30b on the KiwiRail Network, $169m on rail 

infrastructure, and $888m on rolling stock. The significant capex investment is 

required, particularly in the first decade, to achieve the customer experience 

improvements, achieve mode shift, and meet growth targets. 

 

The key areas of investment are:  

1. Improvements to rail station infrastructure facilities, with a particular focus on 

customer experience. This includes increased shelter and improvements in facilities 

while passengers wait for trains, improved connections between the stations and 

the community such as improvements to Park and Ride, bicycle storage facilities, 

and improvements to paths, lighting, security, and general accessibility. For more 

detail refer to the station infrastructure asset class plan. 

2. Renewal of the carriage fleet, and provision of a low/zero emission fleet for 

additional capacity and service frequency on both the longer distance Wairarapa 

and Kapiti Lines. Additional expenditure is required to boost the capacity and 

service frequency of the suburban services operating on the current electrified 

network, particularly on the Hutt and Kapiti Lines to drive mode shift and reduction 

of transport emissions. 
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Figure 21 shows our rail capex forecast. 

 

 
 

Figure 21: Rail capex forecast  

KiwiRail Network 

KiwiRail Network improvements, which are critical for achieving a fit-for-purpose metro rail 

network. We have assumed this will be fully funded by the National Land Transport Fund 

(NLTF). Therefore, these initiatives have not been included in the 2021-2031 Long Term Plan 

(LTP) financials, but they have been included within this AMP. The KiwiRail network 

improvements involve: 

¶ completing the catch-up renewal of traction overhead line system and track 

infrastructure 

¶ unlocking capacity and resilience improvements 

¶ Wellington Station signalling and track improvements 

¶ regional capacity and safety improvements to enable improved Lower North Island 

regional passenger rail services 

¶ renewal of the signalling system to best practice safety standards, improve 

operational resilience, and enable capacity improvements of the network 

¶ increasing capacity of the network to support a two-tiered layered 10min peak 

service on the Hutt and Kapiti Lines, which will enable the capacity needed to 

achieve targeted mode shift 

¶ resilience of the network, including both operational resilience and life-lines 

resilience 

¶ pedestrian and vehicle level crossing safety improvements across the region, which 

will become increasingly important as rail service frequency increases.  
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The profile of the rail network investment is shown in Figure 22. 

 

Figure 22: Rail Network investment 

 

Wellington Strategic Rail Plan (Rail Plan) 

In July 2022 Greater Wellington endorsed the Rail Plan (Rail Plan) which has further 

broadened the 30-year investment plan that is outlined within this AMP noting this 

investment uplift has not yet been incorporated in the financial plans in this 2022 AMP.  

The Rail Plan identified the following fundamental problems that need to be addressed 

through investment to enable the objectives of the rail system to be realised: 

¶ Inconsistent customer journey experience and limited rail system capacity. This 

results in the network being unable to meet mode shift targets, which prevent 

achievement of growth and environmental obligations. 

¶ Current infrastructure is not capable of safely accommodating additional trains. 

This restricts the options available to accommodate future demand. 

¶ The condition and configuration of the rail network makes it vulnerable to 

service disruptions. This has a flow on impact onto the wider transport system. 

Addressing these issues will enable us, and our regional and central government partners, to 

achieve a vision of a safe, customer focused, and efficient rail passenger service to drive the 

ǊŜƎƛƻƴΩǎ ŜŎƻƴƻƳƛŎ ŘŜǾŜƭƻǇƳŜƴǘ ŀƴŘ ǎƻŎƛŀƭ ǿŜƭƭōŜƛƴƎ ƛƴ ŀƴ ŜƴǾƛǊƻƴƳŜƴǘŀƭƭȅ ŀƴŘ ǎƻŎƛŀƭƭȅ 

sustainable and resilient manner. 

Preferred Programme 

The Rail Plan identified a preferred programme which ŘŜƭƛǾŜǊǎ ŀ ΨŦƛǘ ŦƻǊ ǇǳǊǇƻǎŜΩΣ ǊŜǎƛƭƛŜƴǘΣ 

and safe rail system. The preferred programme enhances customer experience which 



 

 

Asset Management Plan                   Page 103 

Rail Services Overview 

encourages mode shift, and supports the capacity needed to meet and drive high patronage 

growth, by providing: 

¶ Highly connected stations in communities where people work, live, play and learn 

¶ Stations that make any wait both pleasant and productive 

¶ Frequent services that are faster and more convenient than by car 

¶ Reliable services that recover quickly from disruption 

¶ Links that facilitate convenient connections for national freight customers 

¶ Infrastructure and safety systems that enable transport without undue conflict. 

The programme includes a wide range of improvements including: 

¶ Station access improvements to make active and public transport more attractive as 
access modes, which will support first and last mile accessibility, reduce the reliance on 
private vehicle and park and ride in line with zero carbon objectives, and support 
intensification near stations as envisaged by the RGF and NPS-UD. 

¶ Improvements to all aspects of station amenity across the network, including to 
accessibility, shelter, and information, which will ensure that accessibility obligations to 
disabled customers are met, that the waiting and overall customer journey experience is 
first-class, and that it is attractive to new customers for mode shift. These improvements 
will support increased at-station transit-oriented development where feasible. 

¶ Progressive service frequency improvements, from the current 20-minute peak 
frequency to a 15-minute, then 10-minute, and finally 6-minute peak (turn up and go) 
ŦǊŜǉǳŜƴŎȅ ŀǘ Ƴƻǎǘ ǎǘŀǘƛƻƴǎ ƻƴ ǘƘŜ Iǳǘǘ ŀƴŘ YņǇƛǘƛ ƭƛƴŜǎΣ ŀƭƻƴƎ ǿƛǘƘ ŀƴ ƛƳǇǊƻǾŜŘ мр-
minute off-peak frequency within the electrified area and significantly improved service 
levels on long-distance services, which will provide better travel options for customers, 
ǎǳǇǇƻǊǘ ǘƘŜ ǊŜƎƛƻƴΩǎ ƎǊƻǿǘƘΣ ŀƴŘ ŘŜƭƛǾŜǊ ǘƘŜ ŎŀǇŀŎƛǘȅ ƴŜŜŘŜŘ ǘƻ ŘǊƛǾŜ ŀƴŘ ŀŎŎƻƳƳƻŘŀǘŜ 
the required mode shift. 

¶ Supporting electric multiple unit (EMU) fleet expansion to enable the higher 
frequencies, and replacement and expansion of the mixed and obsolete long-distance 
²ŀƛǊŀǊŀǇŀ ŀƴŘ aŀƴŀǿŀǘǹ ǘǊŀƛƴ ŦƭŜŜǘǎ ǿƛǘƘ ƴŜǿ ƭƻǿ ŜƳƛǎǎƛƻƴ ǘǊŀƛƴǎ ǘƻ ǊŜduce rail 
emissions and provide system bridging capacity in first decade. 

¶ Network resilience and operational flexibility upgrades, including improvements to 
slopes, bridges, culverts, track infrastructure, areas subject to sea level rise and storm 
surge, and operational patterns and maintenance, which will make the Wellington rail 
system safer and more resilient, particularly in the face of climate change, and ensure 
that it can recover quickly when events occur to minimise customer impact. 

¶ Wellington throat capacity improvements, including a fourth main to enable the 
ƻǇŜǊŀǘƛƻƴŀƭ ǎŜǇŀǊŀǘƛƻƴ ƻŦ Iǳǘǘ ŀƴŘ YņǇƛǘƛ ǎŜǊǾƛŎŜǎΣ ƴƻǊǘƘŜǊƴ ŀŎŎŜǎǎ ǘƻ 9a¦ ǎǘŀōƭƛƴƎΣ ŀƴŘ 
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separated access to the Wellington freight terminal, which will significantly reduce 
conflict between passenger and freight services and improve network and service 
resilience and reliability. 

¶ Full duplication between Pukerua Bay and Paekakariki (North-South Junction), a key 
single-track constraint with several tunnels, and addition of a third main in the Porirua-
Tawa area, which will enable higher passenger frequencies and improve service 
ǊŜǎƛƭƛŜƴŎŜ ŀƴŘ ǊŜƭƛŀōƛƭƛǘȅ ƻƴ ǘƘŜ YņǇƛǘƛ [ƛƴŜΦ ¢Ƙƛǎ ǿƛƭƭ ƳŀƪŜ Ǌŀƛƭ ŀ ƳƻǊŜ ŀǘǘǊŀŎǘƛǾŜ ǘǊŀǾŜƭ 
option on that line, where population growth is expected to be highest, and ensure 
continued freight access to the network as passenger frequencies increase. 

¶ Duplicated approach to the Waikanae Station, including a bridge and second platform, 
which will reduce conflict between passenger and freight services, improve service 
resilience ŀƴŘ ǊŜƭƛŀōƛƭƛǘȅΣ ŀƴŘ ŜƴŀōƭŜ ƘƛƎƘŜǊ ǇŀǎǎŜƴƎŜǊ ŦǊŜǉǳŜƴŎƛŜǎ ƻƴ ǘƘŜ YņǇƛǘƛ ŀƴŘ 
aŀƴŀǿŀǘǹ ƭƛƴŜǎΦ 

¶ Network resignalling, which will remove restrictions on the number of peak hour 
services, safely enable future frequency improvements, and improve operational 
flexibility, resilience, and reliability. 

¶ Traction power upgrades, including additional substations and wider enabling power 
network upgrades, which will overcome current limitations and enable higher future 
train frequencies. 

¶ Rail network segregation at all places where reasonably practicable, including improved 
fencing and grade separation of pedestrian and vehicle level crossings, which will 
significantly improve safety and the experience of surrounding communities as 
frequencies increase. 

¶ Continuous improvement of systems, processes, and capability, including improved 
asset management. 

o  

The preferred programme has a positive benefit cost ratio (BCR) range of 1.1 to 1.5 (capital 

over 30 years. Such benefits relates to wider economic, road user, public transport user, 

land use, rail freight, and other benefits.  

The 30-year capital cost is estimated at between $7.3b ς $15.6b.  Around 69 per cent of 

capital costs relate to below rail infrastructure (rail network infrastructure and network 

segregation), and 25 per cent to rolling stock (train fleet expansion and replacement). The 

balance relates to above rail infrastructure (station, station precinct, and station access 

improvements).   

Risks and uncertainties 

The primary expenditure uncertainty within this portfolio relates to: 
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¶ ǳƴŎŜǊǘŀƛƴǘȅ ƻŦ ǘƘŜ /ǊƻǿƴΩǎ contribution to invest in lifting the rail network 

Infrastructure up to the required standard of serviceability, particularly rail network 

resilience (eg. slope stability, seismic strength), safety (eg. signalling system, level 

crossings, slope stability), overall network performance (eg. Temporary Speed 

Restrictions due to catch up renewals), renewal deliverability capability and 

ultimately asset management maturity. 

¶ funding allocation and investment certainty for the significant work programmes 

¶ uncertainty within the patronage forecast and its translation into capacity 

requirements; this is due to Covid impact and also the growth assumptions 

embodied in the forecast 

¶ KiwiRail network resilience, safety, and overall performance 

¶ cost uncertainty due to escalating costs as a result of Covid-19, which has created 

labour and material shortages.  

Rail Services asset class plans 
The rail services asset class plans describe, in more detail, our asset management approach 

for our rail assets. These are separated into three asset class plans: 

1. Rail Rolling Stock 

2. Station Infrastructure 

3. Rail Maintenance Depot 

These asset class plans describe the strategy, asset characteristics, management approach, 

and expenditure profile. 
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Rail Rolling Stock Asset Class Plan 

This asset class plan describes our lifecycle management approach for our rolling stock 

assets. Rail rolling stock represents our largest asset portfolio.  

Our rolling stock assets consist of: 

¶ Two-car Matangi Electric Multiple Units (EMU) 

¶ EMU driver training simulator  

¶ Wairarapa locomotive hauled carriages (Wairarapa carriages) 

¶ Auxiliary Generator222 (AG222) generator and luggage carriage 

¶ Zephir electric shunt crabs 

Plan summary 
Our rolling stock is critical for delivering an efficient, accessible, and low carbon rail service. 

Therefore, our overarching objective is to provide high quality, safe, and fit for purpose 

rolling stock at the service frequency, level of comfort, and reliability expected by our 

customers.  

Our key strategies for achieving this key objective are: 

¶ model future demand to ensure our investment planning incorporates the need for 
additional rolling stock to maintain our capacity in line with the demand.  

¶ specify the design requirements for our rolling stock to meet the requisite levels of 
service through the life of the assets. 

¶ ensure our planned and heavy maintenance regime maintains the vehicles to the 
required level of condition and performance throughout their asset life.  

¶ provide a driver training simulator, to enable training to be undertaken in a safe 
environment and reduce requirement for actual rolling stock. 

Our rolling stock is operated and maintained under contract with Transdev. Transdev has 

sub-contracted Hyundai Rotem to undertake the maintenance function of the EMU units 

and Wairarapa locomotive hauled carriage fleet.  

We operate the EMUs on the Johnsonville, Kapiti, Hutt and Melling lines. They are modern, 

in good condition, and will require replacement from the mid-2040s. Our Wairarapa 

carriages are operated on the Wairarapa line. They are approaching the end of their 

serviceable and safety lives and will require replacement by approximately 2027. 

 

. 
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The maintenance opex is approximately $12.5m per year and is forecast to gradually 

increase over the next 30 years to $15.1m per year as the fleet grows in response to 

predicted demand. Most of this expenditure includes cleaning, planned and corrective 

maintenance, vehicle configuration management, depot plant and equipment maintenance, 

inventory management, warehouse facility and inventory financing, software Escrow14, and 

insurance. 

Over the next 30 years, the renewal capex is forecast to be $691m. This expenditure will 

fluctuate over time due to the various lifecycles of rolling stock major components and 

systems. Over the next 10 years, the average renewal capital investment is expected to be 

approximately $9.3m per year (with a range between $5.4m and $16.5m).  

The capex is required to renew the Wairarapa carriage fleet with the objectives of: 

¶ Providing provide a low/zero emission fleet for additional capacity and service 

frequency on both the longer distance Wairarapa and Kapiti Lines;  

¶ Boosting the capacity and service frequency of the suburban services operating on 

the current electrified network; in particular, on the Hutt and Kapiti Lines; 

¶ Replacing the EMUs between 2040 and 2045, which will also provide additional 

capacity to meet demand projections.  

Figure 23 shows our forecast rolling stock operational and capital expenditure. 

 

Figure 23: Rolling stock opex and capex forecast in 2022 dollars  

 

14 Escrow is a third-ǇŀǊǘȅ LƴǘŜƭƭŜŎǘǳŀƭ tǊƻǇŜǊǘȅ ΨōŀƴƪΩ  
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Strategic objectives  
Our overarching objective is to provide high quality, safe, and fit for purpose rolling stock at 

the service frequency, level of comfort, and reliability expected by our customers. 

To achieve this, our key objectives are:  

Customer Experience: 

¶ provide carriages designed to appropriate standards, to achieve the following 
outcomes: 
- all vehicles maintain comfortable interior temperature (HVAC system) 

- all vehicles have features for a wide range of users (wheelchairs, prams, cycle 

storage, visually impaired, hearing impaired, etc) 

- Passengers experience consistent and comfortable ride quality 

¶ provide a full suite of information for all customers, including next stop passenger 
information, Public Address system, hearing loops, help points, route maps, and 
safety information. 
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Mode Shift: 

¶ ensure our planned and heavy maintenance regime maintains the vehicles to the 
required level of condition and performance throughout their asset life so we 
achieve the availability and reliability standards in our performance measures  

¶ ensure we plan for future capacity and account for vehicle procurement lead time 

Decarbonisation 

¶ ensure our replacement rolling stock is procured to achieve our decarbonisation 
strategies and service levels.  

Safety 

¶ provide carriages designed to appropriate safety standards to achieve the following 

outcomes: 

- rolling stock interfaces safely with the network infrastructure 

- carriages meet structural strength, fatigue, and crashworthiness requirements 

- door operation is safe 

- interior layout provides a safe and secure environment (i.e., lighting, CCTV 

Systems, help points, clear and open visibility) 

- maintain high train visibility 

Our progress towards achieving these objectives is monitored as performance measures, 

which are described further below.  

Our key strategies for achieving these key objectives are: 

¶ specify, in our maintenance contract, the prescribed planned and heavy 

maintenance regime to ensure the vehicles remain at the required level of condition 

and performance throughout their asset life. 

¶ monitor compliance with the contract through an assurance regime in particular: 

- compliance with the Minimum Vehicle Operating Standards (MVOS) 

- monthly performance lead and lag indicators, including corrective and 

preventive maintenance  

- regular maintenance management systems and processes  

- inventory and stock management and levels ensuring they are sufficient for 

foreseeable faults, planned and unplanned maintenance 

¶ undertake and monitor a Failure Reporting Analysis and Corrective Action systems 

to ensure maintenance processes & procedures and vehicle design are continuously 

improving. 

¶ undertake a robust engineering change process to ensure all changes are justified 

and well considered with respect to the overall performance (customer, safety, 

whole of life cost, etc) of the vehicle 
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¶ have a driver training simulator to enable training to be undertaken cost effectively, 

efficiently, and safely.  

¶ undertake future demand modelling to forecast future rolling stock needs.  

Asset characteristics - current state 
 

Our EMUs are two-ŎŀǊ ǳƴƛǘǎ ŀƴŘ ŀǊŜ ŘŜǎƛƎƴŜŘ ǘƻ Ǌǳƴ ƻƴ ŀƭƭ ƭƛƴŜǎ ƛƴ ²ŜƭƭƛƴƎǘƻƴΩǎ мрлл± 5/ 

overhead electrified system. Each unit is made up of a semi-permanently coupled power car 

and trailer car. They are of stainless-steel construction and have a low-floor/level boarding 

section, air conditioning, passenger-operated doors, and an AC traction system with 

blended regenerative braking. The first EMU entered service in February 2011 and the last 

EMU in October 2016.  

An EMU is shown in Figure 24below. 

 

Figure 24Υ CƻǳǊ 9a¦Ωǎ   

We use our Wairarapa carriages to provide the longer-run train services on the non-

electrified Wairarapa line. They are hauled by diesel-electric locomotives provided by 

KiwiRail, via a hook and tow agreement. The maximum train length used in service is nine 

carriages.  

Our Wairarapa trains include a generator to provide onboard power to the train, and an 

accessible carriage. All the carriage types are interoperable, which means they can be 












































































































































































































































































