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14 November 2025 

File Ref: OIAPR-1274023063-42861 

 
By email: @requests.fyi.org.nz  

Tēnā koe  

Request for information 2025-360 

I refer to your request for information dated 16 October 2025, which was received by Greater 
Wellington Regional Council (Greater Wellington) on 16 October 2025. You have requested the 
following: 

• “What is the estimate in lost revenue from fare evasion on public transport each year? 
• What is the forecast revenue from fines issued by Transport Officers? 
• What is the forecast rate of collection (i.e. what percentage of fines are expected to 

actually be paid)? 
• What are the administrative costs involved in issuing and following up on fines, 

specifically costs including debt collection or enforcement costs 
• Access to reports the GWRC has done on internal analysis of cost-benefit or 

effectiveness 
• What is the total cost of this team since this role was created, per year? Including wages, 

training, uniforms, management and admin overhead, department setup if it's a separate 
unit.” 
 

Greater Wellington’s response follows: 

Your request for information has been broken down and numbered below for ease of reference.  

Context 
Penalties for failure to pay passenger service fares, and the powers of enforcement officers in 
relation to public transport service fares, are set out in sections 79M and 128F of the Land 
Transport Act 1998 (the LTA). The appointment of enforcement officers for the purposes of the 
LTA is set out in section 208 of the LTA. Infringement penalties are not set by agencies (for 
example Metlink/Greater Wellington); they are set at $150 under the Land Transport (Offences 
and Penalties) Regulations 1999. 
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To date, Greater Wellington enforcement officers have been conducting an education and 
awareness approach with the intent of creating a positive customer experience while 
encouraging those catching public transport to pay the correct fare.  

Attachment 1 contains a copy of the paper that was used to establish the Revenue Protection 
team.   

1.  What is the estimate in lost revenue from fare evasion on public transport each year? 

Please refer to attachment 2, which contains a copy of the presentation provided to the Greater 
Wellington Regional Council on 14 August 2025. Slide 4 includes some context regarding fare 
evasion. The range of 5–7% non-payment represents an indicative estimate derived from a 
review of multiple fare data sources and internal analysis undertaken to understand potential 
levels of fare evasion across the network. 

We note it is challenging to obtain a complete and accurate picture of fare evasion. At present, 
there is no system in place that provides a definitive measure of fare evasion across all modes 
and services. The figures provided should therefore be viewed as a broad indication based on 
the available data and operational understanding of the network. 

2. What is the forecast revenue from fines issued by Transport Officers? 

We have not completed any forecasting on revenue from fines issued by Transport Officers. 
Greater Wellington would like to emphasise our use of fare enforcement measures under the 
LTA is driven by our desire for all passengers to pay their correct fare. Fare enforcement 
measures are not treated as a revenue generation activity by our Council, and our Transport 
Officers are not set any ‘performance targets’ or similar for the issuance of infringement 
notices. 

We are refusing this part of your request under section 17(g) of the Local Government Official 
Information and Meetings Act 1987 (the Act) on the basis that the information requested is not 
held by Greater Wellington and we no grounds for believing that that the information is either – 

(i) held by another local authority or a department or Minister of the Crown or 
organisation; or 

(ii) connected more closely with the functions of another local authority, or a department 
or Minister of the Crown or organisation. 
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3.  What is the forecast rate of collection (i.e. what percentage of fines are expected to actually 
be paid)?  

There is no forecasted rate of collection.  All passengers who are unable to provide the correct 
fare evidence are requested to make the correct fare payment at the time of the Transport 
Officer interaction. We typically find most passengers make payment after being requested to 
pay their fare.  

Therefore, we are refusing this part of your request under section 17(g) of the Act on the basis 
that the information requested is not held by Greater Wellington and we no grounds for believing 
that that the information is either – 

(i) held by another local authority or a department or Minister of the Crown or 
organisation; or 

(ii) connected more closely with the functions of another local authority, or a department 
or Minister of the Crown or organisation. 

4. What are the administrative costs involved in issuing and following up on fines, specifically 
costs including debt collection or enforcement costs 

To date, no infringements have been issued, so no administrative costs have been incurred 
related to following up on infringement notices, debt collection, or enforcement costs. 

We note administrative costs for issuing an infringement notice are included within our 
standard operating costs. For example, if our Warranted Transport Officers issue an 
infringement notice in the course of their duties, we have a coordinator supporting infringement 
/ enforcement administration as part of their role.  Any further costs related to Court or debt 
collection are planned to be passed onto the customer who the infringement notice is issued 
to where this does occur. 

5. Access to reports the GWRC has done on internal analysis of cost-benefit or effectiveness 

We have not completed any internal cost-benefit analysis or effectiveness relating to this 
revenue protection function.  

We are refusing this part of your request under section 17(e) of the Act in that the document 
alleged to contain the information requested does not exist or, despite reasonable efforts to 
locate it, cannot be found. 

When refusing under this section of the Act, we are required to consider consulting the 
requester. We have considered this and do not believe consulting with you would change our 
decision to refuse this aspect of your request under this section. 
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6. What is the total cost of this team since this role was created, per year? Including wages, 
training, uniforms, management and admin overhead, department setup if it's a separate unit.  

 FY21/22 FY22/23 FY23/24 FY24/25 
FY25/26 (to 

Nov 25) Total 
Salaries, legal 
fees, temp 
staff, training, 
uniforms, and 
all other 
expenditure $90,840 $1,309,990 $778,728 $825,328 $207,052 $3,121,098 

 

If you have any concerns with the decision(s) referred to in this letter, you have the right to 
request an investigation and review by the Ombudsman under section 27(3) of the Act.  

Please note that it is our policy to proactively release our responses to official information 
requests where appropriate. Our response to your request will be published shortly on Greater 
Wellington’s website with your personal information removed. 

Nāku iti noa, nā 

Tamsin Evans 
Kaiwhakahaere Matua Waka-ā-atea | Group Manager Metlink (Acting) 
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From:   Christine Bulmer, Manager Revenue Protection 

To:   Nigel Corry, Chief Executive 

Through: Samantha Gain, General Manager Metlink 

  Melissa Anderson, Manager Operations & Partnerships 

  Donna Hickey, Acting General Manager People & Customer 

Date:  11 May 2023 

For Approval: Establishment of a permanent Revenue Protection Team in Metlink 
_________________________________________________________________________________________________________________________ 
 

Purpose 
This business case is proposing the establishment of a new permanent Revenue Protection Team – Metlink 
with an FTE of 10. 
 
The purpose of this team is to work across all modes, both onboard and offboard rail, ferry and bus services 
and facilities, on our regional public transport network. This aims to ensure, amongst other functions, that 
our revenue is protected by supporting customers in ensuring they have the correct ticket and information 
for their journey. 
 
This business case proposes and seeks approval for the establishment of: 

• Team Leader, Revenue Protection (permanent); 

• 2 Senior Transport Officers (permanent); 

• 6 Transport Officers (permanent); 

• Revenue Protection Co-ordinator (permanent) 
 
Initial thoughts, as included in the endorsed business case (attached), are that eight front line team 
members with support (Team Leader and Co-ordinator) is sufficient as we build the team after a large 
contractor focus of engagement and education. This will be continuously reviewed and reassessed as the 
team, and electronic ticketing progresses. 
 
Position descriptions for the above positions have been developed and the positions have been evaluated 
through GW’s job evaluation process. 
 

Background 
In a normal non-COVID world our Metlink public transport network operates from ~5am until after midnight 
five days per week and then 24/7 Saturday to Sunday. It operates ~4100 trips daily on bus, train, and 
harbour ferry, and carries ~750,000 customers per week. 
 
In 2021 Snapper was introduced as a method of payment on the Johnsonville rail line. In 2022 Council 
approved a plan to roll out Snapper as a method of payment across all our rail lines on the pathway to the 
National Ticketing Solution. 
 
Revenue protection has been a significant focus in the pilot project to trial Snapper ticketing on the rail 
network. Under the current pilot project, Metlink agreed a temporary revenue protection model for the 
Johnsonville line with Transdev where the operator’s staff continued to check and validate paper tickets and 
take cash payments, and a team of agency-contracted Metlink ‘Transport Officers’ checked Snapper tag-ons.   
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Currently on the Metlink Regional public transport network there is no permanent on transport support to 
our frontline team and customers to ensure they have the correct information and ticket for their journey, 
thus protecting revenue.  Attached is a copy of the full business case which has been endorsed through the 
PMO process. 
 

Proposed structure 
Key aspects of the Metlink Transport Officers will be to: 

• Proactively work across all public transport modes in our region to ensure customers are 
encouraged, engaged and educated to hold the correct ticket for their journey 

• Proactively support our Metlink front line teams in any ticketing or behaviour issues on the 
network 

• Hold and maintain warranted authority under delegation from NZ Police to issue infringement 
notices and apply enforcement measures as detailed in the warranted authority under the Land 
Transport Amendment Act 2017. 

 
The proposed structure is: 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Warranted Authority 
GW Legal have been consulted on the development and signing of the Letter of Agreement between NZ 
Police and GW which sets out the legal framework through which GW and its relevant officers will hold and 
maintain warranted authority under delegation from NZ Police to issue infringement notices and apply 
enforcement measures under the Land Transport Amendment Act 2017. 
 
Further work will continue to set up an internal mechanism to issue and manage infringement notices. 
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Recruitment and Training Curriculum 
The intent is to undertake general recruitment for these positions.  Upskilling would involve developing and 
delivering a suite of training modules including: 

• National Certificate in Regulatory and Compliance Management Level 3; 

• First Aid Certificate; 

• Safety training relevant to all transport modes; and 

• Dimensions critical to the TAA warranting requirements. 

 

Careful and thorough candidate vetting will be required, including initial and ongoing vetting requirements 
under the Children’s Act 2014 for non-core Children’s Worker and the obligations for retaining the TAA 
warrant as a condition of ongoing employment. 
 
The team, based out of 100 Cuba Street, would also require tools of the trade such as, uniforms, two-way 
radios, cellular devices, access to laptops, and locker space.  Recruitment, training and warranting is 
envisaged to take place in Q1 and Q2 for FY23/24. 
 

Proposed hours of work 
The intention is that Transport Officers will work in autonomous teams of two while deployed out on the 
network.  The ideal operation coverage would be from 5.00am to 10.00pm. seven days per week, within a 
rotating roster with flexibility for acute event deployment (concerts, festivals etc.). 
 
These hours of work are outside of GW’s standard hours of work.  HR has engaged with our Unions to seek a 
variation to the Multi Unions Collective Agreement (MUCA).  The proposal is to align the hours of work for 
the Transport Officers with the current Contact Centre staff clause which allows for rostered shifts between 
the hours of 6.00am and midnight, Monday to Sunday. 

Budget 
The Snapper on Rail Project budget has allocated $3.4m for FY23 to FY25 which meets all planned costs for 
this business case in those periods.  Transport Officers would fall within the overall funding of the rail 
contract.  We are working with Waka Kotahi to determine if these resources could form part of Public 
Transport continuous programme funding in the future.  The budget for FY26 and onward will be funded 
from Operations and Partnerships operational budgets. 
 
Sundry Equipment 
The Transport Officers will require uniforms, radios, cell phones, and possibly body cameras.  These costs are 
budgeted to be $55k in FY 23 and $6k thereafter and are included in the provided funding described above. 

No third-party funding is required. However, we are working with Waka Kotahi to determine if these 
resources could form part of Public Transport continuous programme funding in the future. 
 

HR Partner 
Our HR Partners Laura Irwin and Sonia Smith have reviewed and endorse this business case.  
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Recommendations 
It is recommended that you: 
 

a. Note the funding model required to establish this function 
 

b. Note the rationale for setting up the Revenue Protection team on a permanent basis 
 

c. Note that the Transport Officers will be required to be vetted under the Vulnerable Children’s Act 
and be required to obtain and maintain TAA warrant authority 

d. Approve to proceed with the proposal to work with the Unions to align the hours of work for the 
Transport Officers with the current Contact Centre staff clause which allows for rostered shifts 
between the hours of 6.00am and midnight, Monday to Sunday.  

e. Approve the establishment of the permanent Revenue Protection team (10 FTE) including:  Team 
Leader, 2 x Senior Transport Officer, 8 Transport Officer and Revenue Protection Co-ordinator 

 

Endorsed by: 

 

Luke Baron 
Strategic Finance Business Partner, Metlink Date:  18 May 2023   
 
Endorsed by: 
 
 
 
 
Samantha Gain 
General Manager, Metlink   Date: 18 May 2023 
 
Endorsed by: 
 

 
 
Donna Hickey 
General Manager, People and Customer   Date: 19/5/2023 
 
Approved by:  
 
 
 
Nigel Corry 
Chief Executive      Date:    
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Purpose

1. Background
2. Principles informing proposed approach
3. Intervention approach
4. Proposed intervention spectrum
5. Update on infringement notices and default fares
6. Recommended next steps

To propose a revenue protection action plan which takes an integrated 
approach to improving fare payment behaviour.

AGENDA
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Principles informing proposed approach

• Start with rail fare compliance – the move to bus
Design for the most challenging payment compliance environment first. 

• Resolve a consolidated measure of fare compliance by rail line – and take a benchmark
Formalise data and reporting protocols using fare and passenger count data.  

• Be customer-centred in implementation of interventions
o Acknowledge there is a spectrum of fare payment behaviour – and that actions to 

curb fare evaders affect all passengers.
o Explain why fare payment is important, and what we’re doing to increase voluntary 

payment of fares.
• Selectively use a range of action levers, and measure impact

Target different behaviours with appropriate interventions, monitor impact, and adjust 
actions

• Apply actions consistently across the network
Plan and implement equivalent interventions across bus and ferry.    
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Intervention approach

The VADE approach enables a 
community education and 
awareness approach to improving 
fare payment behaviour.

The intervention actions at the base 
of the triangle will generally be used 
to support those willing to comply, 
while those at the top of the triangle 
can be used in cases of active or 
intentional non-compliance.

The approach does not require 
intervention steps to be made 
sequentially over time. However 
there are impact measurement 
benefits by starting with certain 
interventions.  PROACTIVE R
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Proposed intervention spectrum
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Recap of Warranted Authority

Under the Land Transport Act 1998, the Land Transport (Offences and Penalties) Regulations 1999, 
and the Land Transport Amendment Act 2017, WTOs are authorised to:

- Request proof of fare payment
- Request identification details
- Issue infringement notices
- Direct individuals to disembark or not board
- Refer serious or repeated offences for prosecution.

HOW FARE DETECTION IS IDENTIFIED?

➢ Step 1: WTO boards vehicle or station and conducts checks.

➢ Step 2: Passenger asked to produce proof of payment.

➢ Step 3: Passenger refusal or inability to produce proof is recorded → offence detectedPROACTIVE R
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