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Transport Committee (A Committee of the Whole)

1 Purposes

1.1 Oversee the development, implementation and review of Council’s strategic direction
and policies for transport and mode-shift.

1.2 Set the operational direction to deliver public transport and mode-shift.

1.3 Provide input into joint transport-related projects and initiatives.

1.4 Ensure these matters promote the social, economic, and environmental well-being of
the Wellington Region.

2 Specific responsibilities

2.1 Apply Council’s Te Tiriti o Waitangi principles when conducting the Committee’s
business and making decisions.

2.2 Prepare the Wellington Regional Public Transport Plan (and variations) and recommend
its adoption by Council.

2.3 Approve strategies, policies and guidelines to deliver public transport in accordance
with the Wellington Regional Public Transport Plan.

2.4 Approve transport strategies, policies, plans, programmes, initiatives and indicators
related to transport demand management and active mode promotion.

2.5 Review performance trends related to public transport and transport demand
management activities.

2.6 Review periodically the performance and effectiveness of transport strategies, policies,
plans, programmes, initiatives and indicators including:

a Delivery of the Wellington Regional Public Transport Plan, including:
i Inter-regional transport initiatives
ii Fare strategies and methods
iii Increased mode share to public transport and active modes

iv Promoting transport equity, and increasing access to public transport, for
groups that are more likely to be transport disadvantaged

% Alignment of Greater Wellington’s accessibility work to the United Nations
Convention on the Rights of Persons with Disabilities 2006 (UNCRPD)

b Transport demand management, including Vehicle Kilometres Travelled (VKT)
reduction, and active mode promotion initiatives.

2.7 Oversee Council’s involvement in jointly-managed regional and national transport
programmes and projects, including Let's Get Wellington Moving and the National
Ticketing Solution.

2.8 Consider matters relating to public ownership of public transport and recommend on
these to Council.
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2.9 Consider regional, national and international developments; emerging issues and
impacts; and changes in the legislative frameworks for their implications for transport
strategies, policies, plans, programmes, initiatives and indicators.

2.10 Consider and endorse business cases for submission to Waka Kotahi NZ Transport
Agency or other agencies on strategic transport projects with the potential for
significant financial impact.

2.11 Inform Council’s representatives on matters going forward to the Regional Transport
Committee to assist that committee in developing the Wellington Regional Land
Transport Plan.

2.12 Ensure that the Committee’s decision-making:
a Considers climate change-related risks (mitigation and adaptation)

b Is consistent with Council’s plans and initiatives to give effect to Council’s
declaration of a climate emergency on 21 August 2019, including agreed
emissions reduction targets.

2.13 Advocate:

a For the alignment of initiatives across the Wellington Region with transport
implications, including for spatial planning and land use planning

b To support the Wellington Region’s territorial authorities in their traffic resolution
processes that reallocate road space for public transport and active modes.

2.14 Review, after each Public Transport Advisory Group meeting, a written report of the
business conducted at that meeting.

3 Delegations

3.1 Subject to sections 3.3 to 3.7, Council delegates to the Committee all the powers,
functions and duties necessary to perform the Committee’s responsibilities (except
those that must not be delegated, have been retained by Council, have been delegated
to another committee, or have been delegated to the Chief Executive).

3.2 The Committee has the authority to approve submissions to external organisations for
matters pertaining directly to the Committee’s purpose.

3.3 The Committee may make decisions on matters with a financial impact only where the
related costs are:

a Budgeted for in the relevant business group’s budget
b Not budgeted for in the relevant business group’s budget, but can be met from

savings within that budget.

3.4 Where the Committee considers a decision with a material financial impact is needed?,
the Committee must refer the matter to Council for its decision.

That is, where savings are identified from other business groups’ budgets to meet the related costs; or
no savings are identified across Greater Wellington’s overall budget to meet the related costs.
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3.5 The Committee may not make a decision that is materially inconsistent with Council’s
Annual Plan or Long Term Plan.

3.6 Where a matter proposed for consideration by the Committee (including during the
development of proposed Greater Wellington plans and policies) is of strategic
importance to the Wairarapa Constituency, that matter shall first be referred to the
Wairarapa Committee or its members for their consideration.

3.7 The Committee shall ensure that it acts under the guidance of the Memorandum of
Partnership in working with Greater Wellington’s mana whenua partners of the
Wellington Region to ensure effective Maori participation in the Committee’s
deliberations and decision-making processes.

4 Members

4.1 All thirteen Councillors.

4.2 The Chair of the Public Transport Advisory Group.
5 Voting entitlement

The Chair of the Public Transport Advisory Group member sits at the table and has full
speaking rights, but has no voting rights at any Committee meeting.

6 Quorum

Seven Committee members.
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Transport Committee

Thursday 18 September 2025, 9.30am

Taumata Korero - Council Chamber, Greater Wellington Regional Council
100 Cuba St, Te Aro, Wellington

Public Business

No. Item Report Page
1. Apologies

2. Conflict of interest declarations

3. Public Participation

4., Confirmation of the Public minutes of the 25.343 6
Transport Committee meeting on Thursday 14
August 2025

5. Public Transport Advisory Group meeting — 28 25.418 9
August 2025

6. Update on the progress of action items from 25.451 14
previous Transport Committee meetings —
September 2025

7. Rail Replacement Services Action Plan: Update 25.416 20

8. Harbour Quays: Preferred Design for 25.348 28
Consultation

9. Public Transport Performance —July 2025 25.415 34

10. End of Triennium: Reflections from the Chair 25.460 69
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Please note these minutes remain unconfirmed until the Transport Committee
meeting on 18 September 2025

Report 25.343

Public minutes of the Transport Committee
meeting on Thursday 14 August 2025

Taumata Korero — Council Chamber, Greater Wellington Regional Council
100 Cuba Street, Te Aro, Wellington, at 9.30am

Members Present

Councillor Nash (Chair)

Councillor Woolf (Deputy Chair)
Councillor Bassett

Councillor Connelly (until 10.40am)
Councillor Kirk-Burnnand
Councillor Lee

Councillor Laban

Councillor Ropata

Councillor Saw

Councillor Staples

Andrew Lensen

Councillor Woolf participated at this meeting remotely via Microsoft Teams and counted for
the purpose of quorum in accordance with clause 25A of Schedule 7 to the Local
Government Act 2002.

Karakia timatanga

The Committee Chair opened the meeting with a karakia timatanga.

Public Business
1 Apologies

Moved: Cr Staples / Cr Laban

Thatthe Committee accepts the apologies for absence from Councillors Duthie,
Gaylor and Ponter and early departure from Councillor Connelly.
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The motion was carried.
2 Declarations of conflicts of interest
There were no declarations of conflicts of interest.

The Committee Chair accorded priority to agenda items 4-7, in accordance with Standing
Order 3.5.2.

3 Confirmation of the Public minutes of the Transport Committee meeting on 10
June 2025 - Report 25.244
Moved: Cr Connelly / Cr Saw

That the Committee confirms the Public minutes of the Transport Committee
meeting on 10 June 2025 — Report 25.244

The motion was carried.

4 Update on the Progress of Action Items from Previous Transport Committee
Meetings — August 2025 - Report 25.335 [For Information]

Samantha Gain, Group Manager Metlink, spoke to the report.

5 Tawa Fixed Route Bus Service: Route 59 Update — Report 25.346 [For Information]
Rob Braddock, Manager Service Design, and Tamsin Evans, Senior Manager, Network
and Customer, spoke to the report.

6 2025 Metlink Public Transport Customer Survey Results — Report 25.355 [For
Information]

David Boyd, Manager Customer Experience, spoke to the report.
7 Public participation

Hemi Philips spoke on Hutt Valley Line bus replacements and the buses leaving
Waterloo Station early.

8 Delivery of Wellington Regional Public Transport Plan 2021-31 — Report 25.351
[For Information]

Samantha Gain, Group Manager Metlink, spoke to the report.

9 Public Transport Performance - June 2025 - Report 25.352 [For Information]

Paul Tawharu, Senior Manager Operations, spoke to the report.

Noted: The Committee requested clarification on contracting arrangements for scheduled
busesreplacing trains.

Councillor Connelly left the meeting at 10.40am during the above item and did not return.
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Karakia whakamutunga
The Committee Chair closed the meeting with a karakia whakamutunga.

The public meeting closed at 10.42am.

Councillor T Nash
Chair

Date:
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Transport Committee

18 September 2025 Q Grel?'ter
Report 25.418 N | Wellington

Te Pane Matua Taiao

For Information

PUBLIC TRANSPORT ADVISORY GROUP MEETING - 28 AUGUST 2025

Te take mo te purongo
Purpose

1. To inform the Transport Committee (the Committee) of the deliberations of the
Public Transport Advisory Group meeting held on 28 August 2025.

Te tahu korero
Background

2.  On24November 2022, Councilre-established the Public Transport Advisory Group
(the Advisory Group). The Advisory Group provides advice from a consumer
perspective to inform the business of Metlink and the Transport Committee (as
required).

3. The Advisory Group’s Terms of Reference provide that:
a The Council appoints the Chair of the Advisory Group.

b After each meeting, a written report of the business conducted at that
meeting shall be provided to the Transport Committee.

c The Chair of the Public Transport Advisory Group shall speak to that written
summary report at the relevant Transport Committee meeting.

4. The Transport Committee’s Terms of Reference provide that the Chair of the
Advisory Group will be a non-voting member of the Transport Committee.

5.  The Advisory Group’s most recent and final meeting for the triennium occurred on
28 August 2025.

Te tataritanga

Analysis

Meeting agenda and matters considered by the Advisory Group
Welcome

6. Officers welcomed members to the final meeting of the triennium and thanked
them for their participation and commitment to the Advisory Group.

7. Returning members from the previous triennium were thanked for their service of
over five years.
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8. Andrew Lensen was acknowledged for his special role as the member Chair of the
Advisory Group for two trienniums and for speaking on behalf of members at
Transport Committee meetings.

Reflections on the Advisory Group’s contribution over the triennium

9. Councillors Nash, Woolf and Lee were invited to share their reflections on how the
Advisory Group has contributed to the work of the Transport Committee.

10. CrLeedescribed how the Advisory Group has been key in supporting Metlink’s shift
in focus that puts the customer at the heart of its operations. Members’ support of
the Accessibility Charter has also been instrumental in shaping the view that
“public transport is for all, not just some”.

11. Cr Woolf thanked the Chair, Andrew Lensen, for his “engaged and professional
leadership” and members for their mutual respect that created a “wonderful
culture” within the Advisory Group. The forum represents a model of best practice
advisory within local government.

12. Cr Nash thanked the Advisory Group for their work and efforts to keep Council
focused on the rights and needs of communities that Metlink needs to better serve,
especially low socioeconomic groups and those with access needs.

13. On invitation, some members shared reflections on their participation in the
Advisory Group. Common sentiments included:

a Acknowledgement of significant progress made on some topics since the
Group was established, especially in relation to accessibility for disabled
people.

b Appreciation to officers for administering the Advisory Group and making
themselves available to listen and engage about issues that mattered to
members and their communities.

c The Advisory Group as a “safe” and effective forum for facilitating dialogue
about public transport between officers, Councillors, customers and wider
communities.

Public Transport Advisory Group members ‘wayfind’ Metlink’s accessibility journey

14. Since 2021, Metlink has actively worked with, and been supported by, a small group
of trusted members from the Advisory Group to achieve significant milestones. This
includes the Transport Committee’s ratification of Metlink’s Accessibility Charter
and the development of the Accessibility Action Plan that was fully funded in late
2024. Most of the funding is earmarked for improvements to assets and
infrastructure and accessibility training for frontline staff.

15. After a robust procurement process involving multiple Advisory Group members,
CCS Disability Action was awarded the contract to develop and deliver bespoke
accessibly training to the front-line staff of Metlink’s operators.

16. The training will be developed based on a co-design process with disabled people,
front-line and Metlink staff. It is expected to be ready to be rolled out later in 2026.

10
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17. Metlink and CCS Disability Action are committed to a joint vision to provide
inclusive public transport to the people of Greater Wellington. The aspiration is for
the training to be held up as a model for others to follow with opportunity to share
the content with other public transport operators across the country.

Workshop — Reimagining the Metlink app

18. A workshop was held to gather feedback about improvements required to the
Metlink app to better meet the needs of commuters and frequent travellers.

19. Releasedin 2022, the current version of the app needs to evolve to keep pace with
changing customer expectations of getting information online and changes to our
public transport operations, especially the increased frequency of planned rail
disruptions.

20. Members and officers divided into four groups to discuss prompts and images
showing mock-ups for an app design that provided more personalised and
simplified information.

21. Members agreed that, while the website provides a comprehensive range of
functions and information, the app requires improvement describing the current
offering as “buggy”, “slow” and “unintuitive.” They requested enhancements to
real-time tracking and targeted alerts tailored to personal need and context.

22. To personalise and simplify the app, members asked for it to:

a Know where and when the user typically travels and to get relevant
information about departures and disruptions for their trips, including for
multi-stop and multi-modal trips.

b Be more accessible for disabled users.
c Provide information about the accessibility of vehicles and infrastructure.
d Be better integrated with Snapper’s payment services.

23. \Visual concepts for a new landing page were favourably received. The current
journey planning map was proposed to be replaced by a ‘run board’ listing next
services departing from favourite stops and/or stations.

24. Members were willing to set up the personalisation features in the app if the
process was quick, easy and ensured a faster and more intuitive experience.

25. Those with access needs advocated for detailed and descriptive information to be
made available on the app to assist journey planning (e.g. wheelchair capacity on
vehicles, availability of hearing loops).

26. When services are disrupted, members described how the app could be more
supportive to their specific journey planning by providing:

a Time, location and habit specific disruption notifications without the need to
open the app.

b Real time updates as the disruption progresses, including estimated time to
resolve and time of resolution.

C Alternative travel options.

11
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d Information about the accessibility of bus replacement services.

27. The Advisory Group was shown proposed concepts for communicating disruption
information via push notifications that pop up on the lock screen of a cell phone.
Concepts were positively received by all members for providing tailored and timely
information to enable journey planning.

28. Feedbackwill inform the next upgrade of the Metlink app planned for 2026.
Next meeting
29. No further meetings are scheduled.

Nga kaiwaitohu
Signatories

Writer Leigh-Ann Harris — Community Engagement Advisor, Network &
Customer

Approvers | Andrew Lensen — Chair, Public Transport Advisory Group
Tamsin Evans — Senior Manager Network & Customer

Samantha Gain — Kaiwhakahaere Matua Waka-a-atea | Group Manager
Metlink

12
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He whakarapopoto i nga huritaonga
Summary of considerations

Fit with Council’s roles or with Committee’s terms of reference

The Committee’s Terms of Reference set out as a key responsibility that the Committee
review, after each Public Transport Advisory Group meeting, a written report of the
business conducted at that meeting.

Contribution to Annual Plan / Long Term Plan / Other key strategies and policies

The Advisory Group is one tool that enables Metlink to achieve a key Level of Service as
set out in the Long-Term Plan 2024-2034 - “Provide a consistent and high-quality
customer experience across the public transport network”. In addition, a stated
strategic focus area in the Wellington Regional Public Transport Plan is customer
experience. Specifically, “Continue to improve customer experience across all aspects
of the network”.

Internal consultation

There was no internal consultation needed.

Risks and impacts - legal / health and safety etc.

There are no known risks or impacts.

13
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Transport Committee

18 September 2025 Q Grel?'ter
Report 25.451 N | Wellington

Te Pane Matua Taiao

For Information

UPDATE ON THE PROGRESS OF ACTION ITEMS FROM PREVIOUS
TRANSPORT COMMITTEE MEETINGS - SEPTEMBER 2025

Te take mo te purongo
Purpose

1. To update the Transport Committee (the Committee) on the progress of action
items arising from previous Committee meetings.

Te horopaki
Context

2. Iltemsraised at Committee meetings that require actions from staff are listed in the
table of actions from previous Committee meetings (Attachment 1 — Action items
from previous Transport Committee meetings — September 2025).

3. All action items include an outline of the current status and a brief comment.

Nga hua ahumoni
Financial implications

4. There are no financial implications arising from this report, but any implications
arising from specific action items will be discussed in the brief comment in
Attachment 1.

Nga tiaoma e whai ake nei

Next steps

5.  Completed items will be removed from the action items table for the next report.

6. Items not completed will be added to the table following this Committee meeting
and circulated to the relevant business group(s) and functions for action.

Nga apitihanga

Attachments

Number Title
1 Action items from previous Transport Committee meetings — September
2025

14
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Nga kaiwaitohu
Signatories

Approvers | Samantha Gain — Kaiwhakahaere Matua Waka-a-atea | Group Manager
Metlink

15
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He whakarapopoto i nga huritaonga
Summary of considerations

Fit with Council’s roles or with Committee’s terms of reference

The action items are of an administrative nature and support the functioning of the
Committee.

Contribution to Annual Plan / Long Term Plan / Other key strategies and policies

Action items contribute to Council’s or Greater Wellington’s related strategies, policies
and plans to the extent identified in Attachment 1.

Internal consultation

There was no additional internal consultation in preparing this report and updating the
action items.

Risks and impacts - legal / health and safety etc.

There are no known risks or impacts.

16
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Action items from previous Council/committee meetings

Attachment 1 to Report 25.451

Date

Action item

Status and comment

28 November 2024

Emerging Trends in Transport — Report 24.604 [For
Information]

Noted: The Committee requested that officers look
into updating the data in the Metlink app to include
the whole of life cost of owning and using a vehicle in
a side by side comparison with the cost of travelling
by public transport.

Status:
In progress
Comment:

A workstream has been created to look at visibility and
functionality of the data on the app.

Note that Attachment 1 to Report 25.224 Emerging
Trends in Transport, which was on the agenda for the 10
June 2025 meeting, contained information comparing
the cost of driving to the cost of taking public transport.

Officers will continue to progress in the next triennium.

13 February 2025

Managing Safety on the Metlink Public Transport
Network - Report 25.10 [For Information]

Noted: The Committee requested that officers
investigate options for two-way communication
between railway stations and the call centre.

Status
In progress
Comment

Metlink is looking at options for two-way
communication between railway stations and the call
centre.

Officers will continue to progress this action in the next
triennium.

3 April 2025

Rail Replacement Services: Action Plan for
Improving the Customer Experience- Report
25.102 [For Information]

Status:
In progress

Comment:

17
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Action items from previous Council/committee meetings

Attachment 1 to Report 25.451

Noted: The Committee requested officers investigate
potential key performance indicators for BRT
services, including capacity and required levels of
service.

The inclusion of potential BRT service KPIs will be
considered as part of the BRT improvement action plan.
Note that as set out above, Metlink is in the process of
developing planned BRT tracking and Real Time
Information, once developed we will be able to report
on planned reliability and punctuality data (at this stage
we anticipate that planned BRT tracking and RTI will be
implemented in late-2025/early-2026.

Officers will continue to progress this action in the next
triennium.

3 April 2025

Te Wai Takamori o te Awa Kairangi (RiverLink)
Construction: Impacton Public Transport Services
- Update- Report PE25.100 [For Information]

Noted: Requests that Metlink consider which peak
HVL services may have sufficient capacity to allow
the carriage of bikes to encourage multi-modal travel.

Status
In progress
Comment

Determining whether/which services have sufficient
capacity available to allow bikes on board will be
undertaken as part of Metlink’s overall review of
services.

Officers will continue to progress this action in the next
triennium.

10 June 2025

Emerging Trends in Transport — Report 25.224 [For
Information]

Noted: The Committee requested the alternative route
information for network disruption on SH2.

Status:
Completed
Comment:

As noted at the meeting on 10 June 2025, there was no
noticeable impact on alternative routes, which run in

18
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Action items from previous Council/committee meetings

Attachment 1 to Report 25.451

parallel to SH2, resulting from April 2025 Melling Sewer
Works network disruptions.

The Hutt Valley Disruption Steering Group has
developed a comprehensive programme for monitoring
travel and for alternative routes which has been
provided to Hutt City Council.

14 August 2025

Public Transport Performance - June 2025 - Report
25.352 [For Information]

Noted: The Committee requested clarification on
contracting arrangements for scheduled buses
replacing trains.

Status:
Completed
Comment:

Information on contracting arrangements for
scheduled buses replacing trains is contained within
Report 25.416 Rail Replacement Service — Action plan
Update, which is on the agenda for consideration at the
18 September 25 meeting.

19
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Transport Committee
18 September 2025
Report 25.416

Greater

é, Wellington

Te Pane Matua Taiao

For Information

RAIL REPLACEMENT SERVICES ACTION PLAN: UPDATE

Te take mo te purongo
Purpose

1. To provide the Transport Committee (the Committee) with an update on the rail
replacement services action plan.

Te tahu korero
Background

2. Railreplacements (buses replacing trains) (BRT) are used to replace train services
in the following situations:

a. during planned Blocks of Lines (BOL) when the rail network cannot be fully used
due to planned capital works and/or maintenance work

b. when an unplanned event occurs that means we cannot run our normal train
timetable e.g. earthquake, flood, slips and staff shortages.

Current operating environment

3. Over the next ten years KiwiRail will deliver a large volume of infrastructure
maintenance and renewals. This is to address a significant backlog of work and to
create a more resilient and optimised rail network for the Wellington Region.

4. Anincreased frequency of BOL means that customers are currently experiencing,
and will for the foreseeable future experience, more disruptions to their journeys.

Provision of services —agreement requirements

5. The Rail Partnering Contract with Greater Wellington’s Rail Operator Transdev
requires them to provide BRT services for planned and unplanned disruptions.

6. Transdev is required to procure alternative transport (known internally as BRT —
buses replacing trains) that stops as close as possible to the rail stations and
resembles the rail unit timetable with allowance for road travel time.

7. Each BRT vehicle must be operated in accordance with all applicable laws, by a
Licensed Operator, within load limits. Transdev must also use its best endeavours
to ensure electronic ticketing is available on BRT.

8. Transdev has an approved panel of Mana, Kinetic, Tranzurban, Uzabus and NCS
who bid for the tendered BRT services for each KiwiRail planned track possession.
These panel sub-contracts currently run until July 2026.

20
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10.

11.

For unplanned rail replacement services, the Rail Partnering Contract provides that
the BRT services are procured by Transdev on a casual day of hire basis.

Transdev endeavours to work with our four Metlink bus operators (Tranzurban,
Kinetic, Mana, and Uzabus) in the firstinstance, when arranging a bus replacement.

If the Metlink bus operators are unable to fulfil the tendered BRT services required
(i.e. are not the lowest conforming bid), then Transdev is entitled to procure non-
Metlink bus operators.

Use of non-Metlink transport operator vehicles

12.

13.

14.

15.

BRT services provided by other transport operators may not have the same
specifications and quality standards as Metlink buses (for example, electronic
ticketing, bike racks, RTI compatibility, branding, age, emissions rating, Rules for
Urban Buses (RUB) compliance, and accessibility).

Non-Metlink operator buses provide a non-Metlink branded vehicle with a non-
uniformed driver. The vehicles may not have the same level of accessibility. There
are 18 NCS vehicles fitted with Snapper equipment so they can meet Metlink’s
preferred fleet requirements to be accessible and provide electronic ticketing and
bike racks. Occasional services have not been capable of transacting electronic
ticketing when the vehicles used are not one of the 18 with Snapper installed. Note
that there is provision for passengers to tag on and tag off at Wairarapa railway
stations

Where a non-Metlink operator bus is required, and because of its age the vehicle is
not accessible, Transdev will, when aware, arrange for a taxi to transport the
customer. This requires the customer to approach the Transdev staff memberin the
firstinstance.

The increased number of blocks of line and the complexity of arrangements for
buses replacing trains have required a rethink of how we best manage future BRT
services. Metlink has undertaken a thorough review of the impacts of BRT services
on passengers, identifying pain-points and prioritising improvements to overcome
these. These form an action plan.

BRT Improvement Action Plan

16.

17.

18.

Metlink has developed a BRT improvement action plan (Action Plan) which is to be
undertaken over the period 2025 to early-2026.

The Action Plan was presented for consideration at the Committee’s 3 April 2025
meeting (refer Rail Replacement Services: Action Plan for Improving the Customer
Experience — Report 25.102).

Three key areas have been identified for improvement:

a. Customer information: Providing more information, including real-time
information about the location of BRT buses, consistent BRT bus signage, and
wider travel options for customers to consider as an alternative to BRT.

b. Infrastructure: Improving the placement and quality of BRT bus stops.

c. Operating model: Exploring options for simplifying the delivery of BRT services.

21
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19. A copy of the Action Plan is attached as Attachment 1 to this report.

Rail Customer Satisfaction Survey results

20. Customer satisfaction surveys for Metlink rail services are run twice a year
(independently by Gravitas OPG) through the Annual Passenger Survey and an
interim rail passenger survey.

21. Results from the latest interim rail passenger survey undertaken in April 2025 (and
reported in May) show levels of customer satisfaction with provision of train
replacement services declined from 57.4% in November 2024 to 54.4% in May
2025.

Te tataritanga
Analysis

Update on progress of areas identified forimprovement in action plan
Customer Information
Real Time Information

22. Customer insight informing the BRT Action Plan identifies that the absence of Real
Time Information (RTI) advising arrivals, departures and delays is the most
fundamental barrier to planned BRT being perceived as a ‘proper Metlink service’.

23. Metlink, in collaboration with Transdev and bus operators, is in the process of
integrating planned BRT timetables into the same scheduling platform used by
wider Metlink services.

24. Integrating BRT timetables is one of the steps required to enable tracking of planned
BRT services on allrail lines, with RTl provided to customers through usual channels
(website, app, RTl sighage and platform announcements).

25. A supplementary system is also being investigated for services supplied by non-
PTOM operators whose fleets are not equipped with the same tracking capability.

26. Following limited pilots planned for October and November 2025, tracking for
buses replacing trains is expected to be implemented on all services for Summer
Blocks of Line commencing 26 December 2025, and for all BOLs thereafter.

Timetables

27. Currently, online BRT timetables are published on separate PDF schedules, which
causes inconvenience and confusion for customers.

28. Having tracking on BRT services will enable BRT timetables to be published in the
same manner as other bus and rail timetables; this improvement will bring BRT
services into line with other Metlink services.

Signage

29. Renewed bus signage standards will be implemented with all operators in October
2025, ensuring consistent and easily understood bus destination and stopping
information for customers.
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Platform 10 improvements

30. The following improvements to Platform 10 are in progress and/or planned:

a. The range of the roving microphone on Platform 10 at Wellington Railway
Station is being improved to ensure audibility of announcements. This will be
implemented by the end of September 2025.

b. Further improvements to the public address system will be completed in
September 2025.

c. Customer wayfinding at Platform 10 will be further improved through
deployment of extra queuing bollards and accompanying service signage in
October 2025. This will enable supervised queues and wayfinding to originate
closer to the entrance of the platform.

Infrastructure
Platform 10 infrastructure

31. Both the BRT Action Plan and the Accessibility Action Plan identify that Wellington
Railway Station Platform 10 currently falls short of what customers expect of a
‘proper’ Metlink bus facility.

32. Customer experience insight has guided incremental improvements to Platform 10
including those detailed above, but step change improvements will require the
commitment of landowner KiwiRail.

a. Clearer contractual terms of Platform 10 usage by Metlink and other providers
are also required. Operational effectiveness, platform amenity and
accessibility for customers are all compromised by current shared
arrangements.

b. Terms for the lease of Platform 10, together with a Heads of Agreement for
infrastructure improvements, are currently under negotiation with KiwiRail.

c. Early concept design work has been undertaken with customers and Transdev
to identify necessary improvements including sufficient space for up to six bus
stops on one continuous kerb, dedicated layover bays, clear stop signage and
road markings, and improving accessibility and space for customer queueing
and boarding/alighting.

Other BRT stops

33. Areview of all BRT stops is also underway to identify and prioritise improvements in
the information channels to customers. With the planned introduction of tracking
for BRT, Metlink will extend RTI sighage and announcement infrastructure to priority
BRT stops within budgetary scope. BRT routes are also being reviewed to identify
where existing Metlink bus stops and infrastructure may double as BRT stops.

Block of Line operating model

34. Improving the reliability of rail (and train replacement) services is a strategic and
operational priority for Metlink (and is a challenge experienced by rail networks
worldwide). Although the frequency and duration of BOLs (and their knock-on
effects such as temporary speed restrictions) are set to increase over the next two
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35.

36.

years and outside Metlink’s control, a plan is in place to promote the reliability of
peak travel to customers, supported by a focus on staffing, reliability, comfort and
information.

Work on the BRT Action Plan over the past six months to improve operational
performance and the customer experience of train replacements has highlighted
that current BOL planning processes place limitations on what can be achieved for
customers.

The contractually required lead times provide limited ability for Greater Wellington
to adequately plan for BRT in a customer centric manner. More specifically, the
flow-on effects of these issues identified by customers include:

a.

Inconvenient and inconsistent transfers. Partial BOLs require customers to
transfer at stations whose footprints and layouts cope poorly with high volumes
of passengers moving between bus and train. Despite improvements made by
Transdev and Metlink in staff support, queuing and customer information,
customer experiences of boarding and alighting BRT at key stations remain
poor. Added to this inconvenience is passenger waiting time owing to
asynchronous connections caused by peak hour traffic conditions and the
inflexibility of train timetabling.

BRT route changes confuse customers. Some partial line closures require
changes to BRT routes, introducing confusion and frustration for customers and
operators alike. To illustrate, the Easter/ANZAC Day 2025 closure of the Hutt
Valley Line between Ava and Upper Hutt (with the Melling Line remaining open)
required rerouting Hutt Valley BRT services to achieve acceptable connections
and journey times. Despite exhaustive Metlink communication and in-person
support, customers on peak services found this arrangement disorienting, with
many reporting that they made other arrangements (working from home and
private car use) after the first day.

Ad hoc closures exacerbate customer fatigue. An underlying cause of
declining rail patronage and customer satisfaction with rail services is the ad
hoc nature of closures. While customers have come to expect rail line closures
duringweekends and public holidays, the changing nature of closures and flow-
on effects of maintenance (e.g. temporary speed restrictions) mean that
customer routines are constantly and variably interrupted. A current example is
the unprecedented four-month interpeak closure of Melling and Hutt Valley
Lines, where discontinuous work schedules during the interpeak block make
timetables illegible for customers. Recent research on the reasons for rail
patronage decline suggests that ad hoc maintenance scheduling is creating a
perception that all rail services are prone to inconsistency and unreliability.

Longer and more certain BOL lead times are critical for BRT timetabling and
RTI. Work to provide RTI for planned BRT services has concluded itis necessary
to timetable train replacements in the same scheduling system as all other
Metlink bus services. However, system protocols require longer lead times than
KiwiRail currently provides for BOLs, and once timetables are locked in are
extremely resource-intensive to change. Late revisions also risk customer
confusion and reputational damage for Metlink. Under current conditions of
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BOL closure notice and variability, tracking of BRT will be subject to disruption
that is outside Metlink’s sphere of control.

37. Metlink is working with KiwiRail’s newly constituted Wellington Rail business
function to secure urgent commitment to joint, medium-term planning and design
of customer-centered BOLs with longer lead times and minimal post hoc revisions.

Nga tuaoma e whai ake nei
Next steps

38. The next Blocks of Line affecting peak services on working days are currently
planned from 26 December 2025 through to 12 January 2026.

39. The next measures of customer satisfaction with buses replacing train services are
in the rail customer satisfaction survey in November 2025, and in BRT customer
interviews following the Summer 2025/2026 BOL.

Nga apitihanga
Attachments

Number | Title
1 BRT improvement action plan 2025-26

Nga kaiwaitohu
Signatories

Writer Andrew Tobin — Senior Advisor, Customer Experience, Metlink

Matthew Chote - Principal Account Manager Rail and Ferry, Metlink

Approvers | Tamsin Evans - Senior Manager Network & Customer, Metlink
Paul Tawharu - Senior Manager Operations, Metlink

Samantha Gain - Kaiwhakahaere Matua Waka-a-atea | Group Manager
Metlink
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He whakarapopoto i nga huritaonga
Summary of considerations

Fit with Council’s roles or with Committee’s terms of reference

This report provides the Committee with an update on BRT services which are an
important aspect on the delivery of public transport services. “Reviewing performance
trends related to public transport activities” is a specific responsibility set out in the
Committee’s Terms of Reference.

Contribution to Annual Plan / Long Term Plan / Other key strategies and policies

BRT services have a direct impact on service levels. Certain performance measures in
the 2024-34 Long-Term Plan relate to service levels.

Internal consultation

No other functions were consulted in preparing this report.

Risks and impacts - legal / health and safety etc.

This report sets out a way to mitigate risks associated with rail services which are not
able to run.
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BRT improvement action plan 2025 - 2026

Completed > In development > Implementation
g Payment compliance Monitor performance v
]
So Standardised BRT bus signage Design & pilot Implement
[
g Block of Line planning Metlink GW/Transdev review v Agree 2 year plan with KiwiRail Joint design of BOLs
Q.
o Bus route optimisation Review rail replacement routes Selective deployment
g Platform 10 interchange Queue & signage improvem’ts v KiwiRail MoU/ concept design Permanent improvements
>
L o
o
g Joint funding plan
(7]
(0]
I3l Other stop placement & RTI Audit BRT stops v Align with route review Upgrade priority stops
E BRT real-time tracking for Feasibility analysis v Design Pilot m
Bl operations and customers
3
© Integrated online timetables Design Pilot m

KEY Completed v By Dec 2025 By Jun 2026
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Transport Committee

18 September 2025 Q Grel?'ter
Report 25.348 N | Wellington

Te Pane Matua Taiao
For Decision

HARBOUR QUAYS: PREFERRED DESIGN FOR CONSULTATION

Te take mo te purongo
Purpose

1. To update the Transport Committee (the Committee) on the preferred option and
design for the proposed Harbour Quays public transport corridor through the
Wellington CBD.

2. To seek the Committee’s endorsement of Wellington City Council’s (WCC)
approval to begin community consultation on the preferred option and design.

He tiatohu
Recommendations

That the Transport Committee:

1 Endorses the decisions by the Wellington City Council Social, Cultural and
Economic Committee meeting on 4 September 2025 to:

a Agree the Harbour Quays investment objectives and preferred public
transport corridor option.

b Agreeto proceed to consult on the Harbour Quays public transport corridor.

2 Notes that feedback from consultation will inform the finalisation of the business
case, which will be brought back to Greater Wellington and Wellington City
Council early in 2026 for endorsement.

Te horopaki
Context

Overview

3. The Harbour Quays project has been developed jointly by Greater Wellington
Regional Council (Greater Wellington) as the Public Transport Authority and WCC
as the Roading Authority. The proposal is to create a second public transport
corridor, ‘Harbour Quays’, through the city between the railway station and the
intersection of Cambridge Terrace and Courtenay Place via Whitmore Street,
Customhouse Quay and Jervois Quay, Cable Street and Wakefield Street. Funding
has been allowed for in both Councils’ Long-Term Plans at a project cost of $10.0
million (capex) that is to be shared equally.
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4. A joint WCC Greater Wellington team has been developing the project with
oversight from a Steering Group of executive managers from both councils. The
project has reached the point at which there is a draft business case, a preferred
option for the route and bus stop locations and a recommendation for peak hour
bus lanes to prioritise bus movements along the corridor.

5.  Three investment objectives were developed for the project:

a To enhance travel time and operational efficiencies and resilience (in
response to planned and unplanned disruptions) through the development of
a second public transport corridor by December 2026

b To increase the public transport capacity through the central city to reduce
constraints on the Golden Mile corridor by creating a second public transport
corridor through the central city by December 2026

c By 2030, to enhance connectivity and safety along and across the Harbour
Quays corridor for all modes of travel, to support urban activation.

6. A draft business case has been developed, that sets out the case for change, the
investment objectives and options considered for the corridor and bus stop
locations as well as the economic case. The business case includes the proposed
bus services that will be using the corridor and recommends peak time bus lanes
be installed. The project’s Benefit Cost Ratio (BCR) is 2.9.

7. The report considered by the Wellington City Council Social, Cultural and
Economic Committee meeting on 4 September 2025 is available on the Wellington
City Council website!. Attachments to the report include details of stop locations
(with visual renders) and bus lane concepts. The draft business case is also
attached to the reportin full.

8. The minutes of the meeting can be found on the Wellington City Council website.?
Bus Stop Locations

9. The report to WCC notes Greater Wellington (Metlink) will make the decisions on
service design, bus shelter design, and any bus stops in addition to the proposed
five pairs of stops shown in the diagram below.

T https://wellington.govt.nz/-/media/your-council/meetings/Committees/Social-Cultural-and-Economic-
Committee/2025/2025-04-09-Agenda-SCEC

2 https://wellington.govt.nz/-/media/your-council/meetings/Committees/Social-Cultural-and-Economic-
Committee/2025/2025-09-04-Minutes-Public-SCEC
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10. The Cambridge Terrace and Wakefield Street bus stops present an opportunity for
efficiency between the Golden Mile and Harbour Quays projects. The WCC Golden
Mile team is expected to begin construction of these in early 2026 as they are
required ahead of the Courtenay Place construction to facilitate the temporary
north bound bus diversion. These stops will operate under Golden Mile’s traffic
management plan until the Harbour Quays Traffic Resolution is considered. If the
Harbour Quays Traffic Resolution is not approved, the Golden Mile project will
reinstate the current state when their diversion is no longer required.

11. The option to re-establish the pair of bus stops on the Golden Mile at the St James
Theatre and the old Reading Cinema complex is outside the scope of this project.
The Golden Mile design has been completed and finalised and no further changes
are possible at this stage. WCC and Metlink might find there is a case to restore the
stops in future. If this is the case it would be investigated under business as usual
activity.

12. WCC Committee members expressed significant interest in the bus services that
will be using the Harbour Quays corridor. The Committee also resolved to, ‘Direct
officers to arrange a shared workshop for WCC and Greater Wellington elected
members and pouiwi to understand and give input to the service design of bus
routes for the Harbour Quays before the final committee decisions’. The workshop
will be scheduled ahead of both Councils considering endorsement of the final
business case early in 2026 alongside Traffic Resolutions (at Wellington City
Council). Finalisation of the detailed design and construction would follow,
enabling the corridor to be operational late 2026.

Nga hua ahumoni
Financial implications

13. Originally this project was to be jointly funded by WCC and Greater Wellington at
$51.6 million (capex). At that time, it was assumed that the project would attract a
51% subsidy from the National Land Transport Fund (NLTF). The approved NLTF
2024-27 deprioritised this funding subsidy.

14. The project budget was subsequently reduced to $10.0 million (capex) with Greater
Wellington and WCC providing half of the $10.0 million each and no Government
subsidy. Funding from Greater Wellington for the Harbour Quays project was
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approved through the 2024-34 Long Term Plan. Co-funding for the project from
WCC was approved through the WCC 2025 LTP Amendment.

15. No funding under the National Land Transport Programme is expected, as the
current NZTA position is that funding is possible but would only be available to
undertake this business case in year three of the programme, with no retrospective
funding available.

Nga Take e hangai ana te iwi Maori
Implications for Maori

16. Access to reliable public transport is essential for connectivity to places such as
employment, social services, education facilities, marae, and community events.

17. Public Transport allows Maori to travel affordably to places such as employment,
social services, education, and culturally significant events.

18. Public Transport also aims to decrease the amount of greenhouse gas emissions in
the environment which appeals to the protection of the environment which is
important in te ao Maori given a special connection to the whenua (land).

19. The planned improvements to bus routes are expected to make public transport
more accessible for many communities in the region, including Maori and those
already experiencing transport challenges.

Te huritao ki te huringa o te ahuarangi
Consideration of climate change

20. Theissuesraised in this report were considered by officers in accordance with the
process set out in Greater Wellington’s Climate Change Consideration Guide.

21. Officers consider that planned improvements to bus routes help Greater
Wellington achieve its climate change and related travel choice mode shift goals.
Creating Rapid Transit Bus Corridors and providing more rapid bus movements is
also expected to increase the efficiency of the existing bus network (and thereby
help decrease CO2 emissions).

Nga tikanga whakatau
Decision-making process

22. The mattersrequiringdecisionin this reportwere considered by officers against the
decision-making requirements of Part 6 of the Local Government Act 2002.

Te hiranga
Significance

23. Officers considered the significance (as defined by Part 6 of the Local Government
Act 2002) of the matters for decision, taking into account Council's Significance
and Engagement Policy and Greater Wellington’s Decision-making Guidelines.
Officers consider that the decision to endorse a WCC decision for consultation on
Harbour Quays is of low significance. The project has already been consulted on as
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part of the LGWM and the funding for the project was committed in the Long Term
Plan 2024-2034.

Te whakatutakitaki
Engagement

24. A communications and engagement plan has been developed between the project
partners of Wellington City Council and Greater Wellington/Metlink for this project.
The plan outlines that Greater Wellington will take the lead on communications
relating to the need for the changes, and WCC will lead on the impact of the change.
Both parties will connect interested and impacted community members with the
project before, during and following the consultation period.

Nga tGaoma e whai ake nei
Next steps

25. As requested by WCC, a shared workshop will be held for WCC and Greater
Wellington elected members and pouiwi to understand and give input to the service
design of bus routes for the Harbour Quays before the final committee decisions.
The workshop will be scheduled ahead of both Councils considering endorsement
of the final business case early in 2026 alongside Traffic Resolutions (at Wellington
City Council). Finalisation of the detailed design and construction would follow,
enabling the corridor to be operational late 2026.

Nga kaiwaitohu
Signatories

Writer Tamsin Evans — Kaiwhakahaere Matua | Senior Manager Network &
Customer, Metlink

Approver | Samantha Gain - Kaiwhakahaere Matua Waka-a-atea | Group Manager
Metlink
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He whakarapopoto i nga huritaonga
Summary of considerations

Fit with Council’s roles or with Committee’s terms of reference

This paperis consistent with the Council’s role and the Committee’s terms of reference
related to public transport.

Contribution to Annual Plan / Long Term Plan / Other key strategies and policies

Funding for the Harbour Quays projectis provided for in the 2024-2034 Long Term Plan.
The forecast passenger and bus numbers used in the business case are included in the
2024-2034 LTP.

Internal consultation

A range of Greater Wellington staff have been working on and consulted on this
project including Metlink, Strategy, Communications and Engagement and other staff.

Risks and impacts - legal / health and safety etc.

There is arisk that if approval to consult is not granted or deferred to a later date that it
will affect the delivery of this priority investment for Greater Wellington. It could also
compound public transport delays through the central city and negatively impact
public perception of the two Councils working together for the betterment of the city.
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Transport Committee

18 September 2025 Q Grel?.ter
Report 25.415 V9 Wellington

Te Pane Matua Taiao

PUBLIC TRANSPORT PERFORMANCE - JULY 2025

Te take mo te purongo
Purpose

1. To update the Transport Committee (the Committee) on the current performance
of the public transport network.

Te horopaki
Context

2. Since the introduction of the Public Transport Operating Model (PTOM) bus
partnering contracts in July 2018, Metlink has had access to information that helps
us to better appreciate and understand the performance of our public transport
network.

3. Monthly operational performance reports were developed in early 2019, drawing on
available information to provide performance reporting at the level provided in
other authorities.

4.  Monthly performance reports are published on the Metlink website to enable the
public to easily access this information.

5.  Over time, Metlink has amended the content of these operational reports to
respond to requests from members of the Committee and to make
improvements/changes identified by officers.

6. At recent meetings, members of the Committee have requested that the
information provided in these performance reports be reviewed and amended to
ensure that the information is reported on in the most useful and meaningful way
possible.

7. Metlink officers met with Committee members to better understand the
performance outcome reporting Councillors would like to see and what
performance data Metlink has available. Reporting will include:

a driver numbers

b note on graphs the reasons for major spikes in performance
c add a quarterly report on Health, Safety and Wellbeing

d add ‘target’ patronage on the 12-month rolling graph

e show suspended trips along with cancelled trips

—

accessibility
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g bus capacity
h emissions/decarbonisation.
8. The performance reports incorporate the following requested changes:
a 2018/19 patronage line added to ‘all modes’ graph
b brief comments added on graphs for reliability and punctuality
(o} added suspended services to the bus cancellations graph
d section added on driver numbers

bus emissions/ decarbonisation

@

f explanation of what is included under ‘Other’ in the complaints section
g bus intermediate timing points
h cycles on rail services
i rail front line staff numbers.
9. Health, Safety and Wellbeing update is included in this report.
10. Information relating to Metlink social media is included in this report.

11. Performance information is published on the Metlink website.! Patronage graphs
are updated weekly, punctuality and reliability graphs are updated fortnightly, and
other metrics are updated and published to this page monthly.

12. Attachment 1 contains an overview (including commentary) of the key results in
Metlink’s monthly performance report for July 2025. Note that the June reportis for
the full financial year.

13. Metlink looks forward to continuing to strengthen our access to data, insight,
expertise, and capability.

Te tataritanga
Analysis

Bus performance - June
Patronage

14. Bus passenger boardings for July 2025 were 2.32 million, this compares to
boardings of 2.24 million in July 2024. Patronage for the year-to-date is at 103.6%
of 2024 levels.

Reliability

15. The reliability metric is a measure of services deemed to have run. The daily
reliability target for our bus services is 98%.

1 https://www.metlink.org.nz/about-us/performance-of-our-network
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16. Reliability for July 2025 was 99.8%, this compares to June 2025 which was 99.6%.
Reliability this month continues to reflect a stable Metlink bus network although we
continue to monitor the management of cancellations.

17. The graph below provides information on cancellation trends by operator.

DAILY CANCELLATIONS BY BUS OPERATOR
30 DAY ROLLING AVERAGE
15
\“ h&m__’—o'\-‘__
1 1Sep 10ct24 1 Nov 1 Det 1Jan25 1Feb 25 1Ma 1Apr2S 1May 1Jun2S

18. Bus operators are achieving the required performance levels for reliability,
although we are currently monitoring cancellations more closely with our partners
at Tranzurban (this is largely driven by staff absence and fleet availability).
Cancellation levels have improved throughout the month. Metlink continues to
monitor bus driver recruitment levels and recruitment plans. Currently, there are
no issues of concern with recruitment or retention.

Punctuality

19. The punctuality metric is a measure of services departing from origin, leaving
between one minute early and five minutes late.

20. The punctuality target for our bus services is 95%.

21. Bus service punctuality was 95.6% in July.

22. Information on bus departure times from intermediate timing points is contained
within Attachment 1 to this report.

23. Punctuality this month has been impacted by congestion caused by several ad hoc

road works sites across the region, particularly in the Hutt Valley. Wairarapa bus
services continue to be impacted by delays caused by waiting for buses replacing
trains. There are several ongoing work sites in Otaki which are continuing to impact
our Kapiti bus routes.

Rail performance - Wairarapa Line issues

Reinstatement of train services on the Wairarapa Line

24.

From 4 August 2025, the 3.38pm service departing Masterton, the 6.18pm service
departing Wellington, and the Friday only 8.40pm services from Masterton and
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25.

10.25pm from Wellington which were replaced by buses, have been reinstated as
rail services.

All timetabled services on the Wairarapa line now operate as trains with the
exceptions of the Upper Hutt to Wellington portion of the 10.30am service
departing Masterton, and the Wellington to Upper Hutt portion of the 12.45pm
service departing Wellington; both portions being bus replaced (due to planned
Kiwi Rail inter-peak maintenance on the Hutt Valley Line).

Rail performance - July

Patronage

26.

Rail passenger boardings for July 2025 were 0.95 million, this compares to
boardings of 0.96 million in July 2024.

Reliability

27.

The railreliability measure shows the percentage of scheduled services that depart
from origin and key stations no earlier than 30 seconds before the scheduled time,
meet the consist size for the scheduled service, and stop at all stations timetabled
for the service.

28. Therailreliability targetis 99.5%.

29. Rail service reliability was 96.2% in July 2025, compared to 96.7% in June 2025.

30. Temporary Speed Restrictions on the Kapiti Line continue to impact services
leading to some early terminations at Paraparaumu.

31. Operator staff absence through sickness impacts reliability as there are agreed
staffing levels to operate services. When a staff member is not available on a
rostered shift and a replacement cannot be found, service levels are impacted.
Staff absence through sickness accounted for 0.7% of the reliability failures in July
2025.

Punctuality

32. The rail punctuality measure records the percentage of services arriving at key
interchange stations and final destination within five minutes of the scheduled
time.

33. Therail punctuality target is 90%.

34. Punctuality for July 2025 was 78.7% compared to June 2025 which was 77.1%

35. Punctuality continues to be impacted by a high level of speed restrictions across

the network, in particular on the Kapiti and Wairarapa Lines. Speed restrictions are
putin place to help keep everyone safe while KiwiRail works on Lines are completed
or bedded in.

Rail replacement services

36.

In July 2025, 5.6% (570) of rail services were replaced by buses (planned and
unplanned):

a 3.5% (360) of the rail services that were replaced by buses were planned
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37.

38.

39.

40.

41.

b 2.1% (210) of the rail services that were replaced by buses were unplanned.

Of the 3.5% of planned rail services that were replaced by buses: 98% of the
services were awarded to Metlink bus operators (Tranzurban, Kinetic and Mana);
2% of services were awarded to Tranzit Coachlines who used a mixture of coaches
and low-floor fleet (coaches did not meet Metlink’s preferred fleet requirements,
however, Tranzurban fleet did).

Ofthe 2.1% (210) of unplanned rail services that were replaced by buses: 30.1% of
the vehicles used were provided by Metlink bus operators (Tranzurban, Kinetic and
Mana); 29.5% were provided by NCS. The remainder of vehicles used did not meet
Metlink’s preferred fleet requirements.

As requested at the 14 August 2025 meeting, the table below sets out the reasons
for unplanned rail replacement services:

Reason/s Nurr!ber of
services

Staff availability 59

Emergency services incident 45

Icy overhead 40

Car on the tracks 22

Staff sickness 12

Bridge strike 12

Locomotive mechanical issue 8

Metlink train mechanical fault 6

Signals fault 2

WRL service bus replaced between Upper 9

Hutt and Wellington due to late running

Operational error 2

TOTAL 210

Data on vehicles used for unplanned services, including electronic ticketing and
bike racks is included in the table below. Note that there is also provision for
passengers to tag on and tag off at Wairarapa railway stations

Note that the number of vehicles used for unplanned rail replacement services
does not align with the number of unplanned services. For example, one vehicle
may be used more than once for a series of trips.
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Operator No. Buses No. Shuttles
Capital - Vehicles: 36
Shuttles Electronic Ticketing: -
Bike racks: -
Kinetic Vehicles:27 -
Electronic Ticketing:16
Bike racks: 27
Mana Vehicles: 3 -
Newlands Electronic Ticketing: 3
Bike racks: 3
NCS Taita Vehicles:43 -
Electronic Ticketing: 23
Bike racks: 23
Rambler Vehicles: 28 -
Electronic Ticketing: -
Bike racks: -
Tranzit Vehicles: 31 -
Masterton Electronic Ticketing: -
Bike racks: -
Tranzurban Vehicles: 14 -
Electronic Ticketing: 10
Bike racks: 14
Total Vehicles: 146 Vehicles: 26
Electronic Ticketing: 52 Electronic Ticketing: -
Bike racks: 67 Bike racks: -

Upcoming Blocks of Line (planned bus replacements)
Hutt Valley Lines —inter peak Blocks of Line (3 August to 27 November 2025

42. Between 3 August2025and 27 November 2025, there will be Blocks of Line on most
weekdays between 9:30am and 2:30pm on the Hutt Valley and Melling Lines.

43. Morning and evening peak time services will not be affected.

44. The Blocks of Line are required by KiwiRail for it to undertake rail improvements on
the Hutt Valley Lines; this work includes improvements to Ava Bridge and work
necessary to prepare for the closure of the Melling Station (scheduled for closure
26 December 2025).

45. Busreplacement services will be in operation for the duration of the Blocks of Line.
Note, Wairarapa Rail Services which are impacted by the Blocks of Line will be bus
replaced between Upper Hutt and Wellington.

Labour Weekend (25 to 27 October 2025)
46. From 25to 27 October 2025 there will be full network closure on all Lines.
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47.

The Blocks of Line are required to enable KiwiRail to undertake essential
maintenance and upgrade works including track renewals, drainage,
embankments and platform work. KiwiRail are also continuing the current upgrade
projects including substations and Wairarapa level crossings and signalling.

Christmas/New Year (26 December 2025 to 11 January 2026)

48.

49.

Between 26 December 2025 (Boxing Day) to 11 January 2026, the following Blocks
of Line are planned across the Network as follows:

Line Details of closure Planned work

Hutt Valley | Closes: 26 Dec 2025 (2am) Bridge removal, track and

Line / Reopens: 5 Jan 2026 (4am) traction works, turnout
Melling Line replacement, Te Ara Tupua
and RiverLink
Wairarapa Closes: 26 Dec 2025 (2am) Enabling works for signalling
Line Reopens:12 Jan 2026 (4am) and track improvements
Kapiti Line Wellington - Waikanae Track, tunnel, traction, slope
Closes: 26 Dec 2025 (2am) and retaining works, platform
Reopens: 5 Jan 2026 (4am) renewal, and level crossing
upgrades.

Porirua - Waikanae
Closes: 5Jan 2025 (4am)
Reopens: 12 Jan 2026 (4am)

Johnsonville Closes: 26 Dec2025(2am) | Retaining works and tree
Line Reopens: 5 Jan 2026 (4am) works

Information on upcoming planned Blocks of Line covering the period September
2025 to October 2025 is attached as Attachment 2 to this report. Note this
information is subject to change (for example, late notice essential works). The
most up-to-date information is available on our website.?

Ferry performance - July

50. The harbour ferry service winter timetable was introduced from the start of Term 2.

Patronage

51. Ferry passenger boardings for July 2025 were 9,871, this compares to boardings of
9,315 in July 2024.

52. Officers are actively monitoring patronage trends and considering measures that
may be implemented to increase patronage.

Reliability

53. Ferryreliability is a measure of the number of scheduled services that ran.

54. Theferry reliability target is 95%.

2 https://www.metlink.org.nz/news-and-updates/buses-replacing-trains/
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55. Ferry service reliability was 95.0% in June 2025, compared to 79.3% in June 2025.

56. There were 38 cancellations this month; 22 were due to staff sickness, the
remaining 16 cancellations were due to the Civil Defence Tsunami Warning that
was issued on 31 July (services were suspended during this time as a precautionary
measure on the recommendation of the Harbourmaster).

Punctuality

57. Ferry punctuality is a measure of ferries leaving the origin wharf no earlier than 4
minutes 59 seconds before schedule and no later than 9 minutes and 59 seconds
after its timetabled departure time.

58. The Ferry punctuality target is 95%.
59. Punctuality for July 2025 was 99.7% compared to 99.8% in June 2025.
Fare revenue

60. InJuly 2025, there was a budget surplus of $279,086 for the month across bus and
rail services. The year-to-date budget surplus for bus and rail fare revenue is
$279,086.

61. There are several factors contributing to the year-to-date fare revenue budget
variance, including the growth in bus patronage and higher average fare payments
for the network overall due to the reduction to off-peak discount.

62. Theferry fare revenue in July was $94,772.
Default fares

63. From 1 July 2025, for rail, the default fare increased from $11 to $15.33 for
outbound travel (from Wellington) only.

64. Inbound default fares are based on the maximum fare from each individual station
to the end of the Line.

65. There has been a decrease in default fares across all Lines since 1 July 2025, and,
in particular, on the Wairarapa Line. For the Wairarapa Line, inbound travel default
fares have decreased by 9% in July 2025 when compared to June 2025.

Transport Officer activity - July

66. Transport Officers continued supporting onboard revenue protection primarily
onboard Rail services. The team had a strong engagement and education focus for
Wellington events, supporting public transport use and the Conditions of Carriage.

67. Metlink’s Transport Officers undertook 4,961 payment validations on board rail
services in July 2025.

68. Payment validations of Metlink bus services fares are based on observations -
passengers who are requesting free fares from drivers and/or passengers who are
using an incorrect card are engaged in a conversation and details collected. We
continue working with drivers and passengers to remind them of the tickets to be
issued for all non-Snapper trips, including fares which do not incur a charge to the
customer.
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69.

70.

The table below reports on the number of times Transport Officers sought customer
details in relation to their non-payment of the correct fare in the July 2025 period.

Mode Rail - | Rail - | Rail - | Rail - | Rail- | Bus | Ferry | Platform | TOTAL
HVL | KPL |JVL MEL | WRL

Details | 19 10 0 1 0 0 0 0 30

sought

In July 2025, no infringement notices were issued.

Health, Safety and Wellbeing

Reporting by operators
71.

Passenger Injury Events
72.

73.

74.

The information below provides qualitative information on reports received from
operators for July 2025.

Passenger Injury events are now presented as:

a A rolling 12-month average line

b Raw monthly totals.

In July, there were three passenger injuries reported by operators where an
ambulance attended the scenes. One involved a passenger injured after falling
from their seat when the driver emergency braked to avoid an accident with another
vehicle. One was for an elderly man observed by a driver falling at a bus stop and

the third incident was for a passenger who tripped while getting on the bus.

The 12-month rolling average of passenger injury events remains stable.

Metlink Passenger Injuries
(Rolling 12 month average)
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Aggressive/Abusive Behaviour

75.

76.

77.

Aggressive/Abusive Behaviour, which includes to/from and between passengers
and drivers are categorised as follows:

a Rolling 12-month averages Verbal Aggression

b Severe (physical assault) - predominantly on operator staff

(o} All Aggressive Behaviour, Abusive and Anti-social behaviours.
These are now presented as:

a Rolling 12-month average line

b Raw monthly totals.

In July 2025, the following instances of notable Aggressive/Abusive Behaviours
occurred:

a There were two physical assaults of Transdev staff, both associated with
incidents of fare evasion.

b There was a single report of an attempted cash box theft.

o} Police were called to 11 disorderly and abusive behaviour incidents involving
buses services and 16 associated with rail services. The Police removed
several offenders.

d General anti-social and disorderly behaviour continues to contribute to a
significant proportion of the reported “All Aggressive, Abusive and Anti-social
Behaviour” 12-month rolling average, as both “Assaults” and “Verbal
Aggression” rolling 12-month averages remaining relatively constant.

Metlink - Aggresive & Abusive Behaviour Events
(Rolling 12 month averages)
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Medical events on board Metlink services

78. There were another two reported bus passenger medical events thatan ambulance
was called to during July 2025.

Other Health, Safety and Wellbeing matters
Train operations

79. Transdev is continuing to put staff through their “Security awareness, conflict
resolution & de-escalation” training, with 32 staff completing the course in July
2025.

80. Transdev staff on the Wairarapa service have had personal exposure monitoring
conducted, related to dust exposure in the Remutaka tunnel. This has been
completed as a precaution to gather more information and confirm exposure levels
for staff and passengers are below recognised international workplace exposure
standards. Results from this monitoring have been received and show levels to be
well below 10% of the workplace exposure standard (WES) with respirable
crystalline silica levels below the practical quantification limit (PQL) of
0.003mg/m3.

81. All measured worker exposures fell into the "unlikely" exposure category for both
dust and respirable crystalline silica (RCS), but RCS risk remains "medium" due to
its severe health impact.

Bus operations

82. Metlink has engaged an independent investigator to complete an investigation and
report into the recent fire which destroyed one of the Metlink Mercedes Sprinter
buses that was not in service at the time with only the driver onboard.

Social media - July

83. Social mediais a key means for Metlinkto reach its customers. Metlink’s Facebook
page is used to provide customer communications.

84. The table below sets out information relating to Metlink social media for the July

2025 period:
July 2025
Followers New Total reach Total views Content
followers interactions
15,106 45 266,004 506,853 1,431
(0.2% increase from 275.9% increase 178.5% increase 1,431 96% increase
month prior) compared to the compared to the month compared to the
month prior (69,859) prior (129,334) month prior (397)

85. The graph below shows the comparative changes since over a six month period,
February 2025 to July 2025, illustrating how quickly social media changes over
short periods of time.

86. June was a quiet month overall; there was no paid advertising running and only four
posts were made on social media. However, the Facebook post we made
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advertising the integrated ticketing to the All Blacks game in July was extremely
successful, reaching over 200,000 people.

Facebook changes over time

Content Interactions

Total Reach

New Followers

Followers

| rl' ]1 "I

o

100 200 300 400 500 600 700 800

HJuly ®June May ™ April ® March ® February

Number of social posts published

Number of social posts

0 2 4 6 8 10 12 14

HJuly ®WJune MW May MBAprii ®March ®February M January
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He whakarapopoto i nga huritaonga
Summary of considerations

Fit with Council’s roles or with Committee’s terms of reference

The Committee has the specific responsibility to review performance trends related to
public transport and transport demand management activities as set out in the
Committee’s Terms of Reference.

Contribution to Annual Plan / Long Term Plan / Other key strategies and policies

Certain performance measures in the 2024-34 Long-Term Plan relate to matters
reported on in the operational performance report.

Internal consultation

No other functions were consulted in preparing this report.

Risks and impacts - legal / health and safety etc.

There are no risks arising from this report.
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Attachment 1 to Report 25.415

Partner performance
Bus operators

Reliability

The bus reliability measure shows the percentage of scheduled services that ran, as tracked by RTl and
Snapper systems. In July, 99.8% of bus services were delivered. Reliability this month continues to
reflect stable driver numbers and retention rates.

BUS RELIABILITY
100% -

95% -

Contract variation

90% -

Driver shortages

85% T T T T T T T T T T T T T T 1
Jul-20 Nov-20 Mar-21  Jul-21 Nov-21 Mar-22 Jul-22 Nov-22 Mar-23 Jul-23 Nov-23 Mar-24 Jul-24 Nov-24 Mar-25 Jul-25

[ =98%, Meets/exceeds target [] 98%-95% Needs improvement [] <95% Unsatisfactory

Reliability - current month Reliability - year to date (July - June)
Jul-25 Jul-24 Change 2025/26 2024/25 Change
Wellington City Wellington City
Newlands & 99.4% 99.4%  0.0% Newlands & 99.4% 99.4%  0.0%
Tawa Tawa
East, West & East, West &
cast, 1ies 99.9% 99.8%  0.1% -ast, ves 99.9% 99.8%  0.1%
City City
North, South, North, South,
Khandallah & 99.8% 98.9% 0.9% Khandallah & 99.8% 98.9% 0.9%
Brooklyn Brooklyn
Hutt Valley 99.9% 99.8% 0.1% Hutt Valley 99.9% 99.8% 0.1%
Porirua 99.8% 99.2% 0.5% Porirua 99.8% 99.2% 0.6%
Kapiti 99.9% 99.8% 0.1% Kapiti 99.9% 99.8% 0.1%
Wairarapa 99.8% 99.7% 0.1% Wairarapa 99.8% 99.7% 0.1%
Total 99.8% 99.5% 0.1% Total 99.8% 99.5% 0.3%

BUS SERVICES CANCELLED

10,000 Bus services cancelled (#) ) r 10.0%
Driver shortages, unplanned absences
Bus services suspended (#) 4
8,000 . - 8.0%
Bus services cancelled (%) ||
6,000 ' - 6.0%
Covidinthe
4,000 community - 4.0%
2,000 - 2.0%
L/
0 ~ 0.0%
Jul-21 Nov-21  Mar-22 Jul-22 Nov-22  Mar-23 Jul-23 Nov-23  Mar-24 Jul-24 Nov-24  Mar-25 Jul-25
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Punctuality

We measure bus punctuality by recording the bus departure from origin, leaving between one minute
early and five minutes late.

Bus service punctuality was 95.6% in July. Punctuality this month has been impacted by traffic
congestion in the usual places across the region, and various roadworks sites. Wairarapa bus
performance has been impacted by waiting for rail connections.

BUS PUNCTUALITY
100% -

95% ’\—/\/-\’/W\M/\/\/N\/\f/\/w

90% -

85% T T T T T T T T T
Jul-20 Nov-20 Mar-21 Jul-21 Nov-21 Mar-22 Jul-22 Nov-22 Mar-23 Jul-23 Nov-23 Mar-24 Jul-24 Nov-24 Mar-25 Jul-25

[] =295%, Meets/exceeds target [] 95%-90% Needs improvement [ ] <90% Unsatisfactory

Punctuality - current month Punctuality - year to date (July - June)
Wellington City Wellington City
Newlands & Tawa 97.5% 96.6% 0.9% Newlands & Tawa 97.5% 96.6% 0.9%
East, West & City 96.2% 95.6% 0.6% East, West & City 96.2% 95.6% 0.6%
North, South, North, South,
Khandallah & 93.6% 93.5% 0.1% Khandallah & Brooklyn 93.6% 93.5% 0.1%
Brooklyn
Hutt Valley 95.0% 94.9% 0.1% Hutt Valley 95.0% 94.9% 0.1%
Porirua 97.0% 97.1% 0.0% Porirua 97.0% 97.1% -0.1%
Kapiti 97.5% 95.3% 2.2% Kapiti 97.5% 95.3% 2.2%
Wairarapa 93.1% 93.7% -0.7% Wairarapa 93.1% 93.7% -0.6%
Total 95.6% 95.2% 0.5% Total 95.6% 95.2% 0.4%

Punctuality at destination

Bus punctuality at destination is not a contractual measure and is included here at the request of our
auditors. We have used the same criteria as for punctuality at origin as a proxy, recording the bus
arrival at destination between one minute early and five minutes late.

We have little influence over punctuality once a bus has departed from the origin stop, with factors
such as traffic, passenger volumes and behaviour, weather events, accidents and roadworks all
affecting the punctuality of services.

In July, 47.3% of bus services recorded at destination arrived on time, with a further 46.2% arriving
more than one minute early, while 6.6% of services arrived more than five minutes late.
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Attachment 1 to Report 25.415

BUS SERVICES PUNCTUAL AT DESTINATION
AS % OF TOTAL TRIPS AT DESTINATION

= - - I I I I I I I I I
I N N

Jul-24 Sep-24 Nov-24 Jan-25 Mar-25 May-25 Jul-25

Punctuality at destination - year to date

Punctuality at destination - current month (July - June)

Jul-25 Jul-24 Change 2025/26 2024/25 Change
On-time 47.3% 48.8% -1.6% On-time 47.3% 48.8% -1.6%
Early 46.2% 43.1% 3.1% Early 46.2% 43.1% 3.1%
Late 6.6% 8.1% -1.5% Late 6.6% 8.1% -1.5%

Bus driver recruitment

The graph below shows monthly total numbers of bus drivers against the original recruitment target of
having 685 drivers by October 2023, and the current target of 737 drivers required to run the network.
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m No. of drivers Recruitment target

Bus punctuality at intermediate timing points

The graphs below show when buses were recorded departing intermediate timing point stops, relative
to their scheduled time. The timing source is the realtime information system for stops where the
vehicle was sighted by RTI at that stop, or the on bus announcement system where the vehicle was
unsighted by RTI. The timing thresholds for early, on time, and late are the same as for the punctuality
measure.
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BUS DEPARTURE TIMES FROM INTERMEDIATE TIMING POINTS, JULY 2025

Early i Ontime Late Unsighted
7.0% K /9.3% 13.0% 0.8%
Early = Late =
Before 1Tm 15s After 5m 15s

-10 -8 -6 -4 -2 0 2 4 6 8 10 12 14 16 18 20
Difference from scheduled time (minutes)

BUS DEPARTURE TIMES FROM INTERMEDIATE TIMING POINTS

Jan'23 Apr'23 Jul'23 Oct '23 Jan'24 Apr'24 Jul'24 Oct '24 Jan'25 Apr'25 Jul'25

Early mOntime M Late Unsighted

@ Ferry operator
Reliability

Ferry reliability is a measure of the number of scheduled services that ran.

Reliability for July was 95.0%, compared to 92.0% for the same month last year. There were 38
cancellations this month.

22 of these cancellations have been due to staff sickness. The remaining 16 cancellations were due to
the Civil Defence Tsunami Warning that was issued on the 31st July. Services were suspended during
this time as a precautionary measure on the recommendation of the Harbour Master.
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FERRY RELIABILITY

100%

90%

80%

70%
Jul-21 Nov-21 Mar-22 Jul-22 Nov-22 Mar-23 Jul-23 Nov-23 Mar-24 Jul-24 Nov-24 Mar-25 Jul-25

[ =95%, Meets/exceeds target [] 95%-90% Needs improvement [ ] <90% Unsatisfactory
Reliability - current month

Jul-25 Jul-24 % Change
Total 95.0% 92.0% 3.0%
Punctuality

Ferry punctuality is a measure of ferries leaving the origin wharf no earlier than 4 minutes 59 seconds
before schedule and no later than 9 minutes and 59 seconds after, its timetabled departure time.
Punctuality for July was 99.7%, compared to 100.0% for the same month last year.

FERRY PUNCTUALITY

100%

98%

96%

94%

92%

90%

88%
Jul-21 Nov-21 Mar-22 Jul-22 Nov-22 Mar-23 Jul-23 Nov-23 Mar-24 Jul-24 Nov-24 Mar-25 Jul-25

[] 295%, Meets/exceeds target [ ] 95%-90% Needs improvement [] <90% Unsatisfactory
Punctuality - current month

Jul-25 Jul-24 % Change
Total 99.7% 100.0% -0.3%
@ Rail operator
Reliability

The rail reliability measure shows the percentage of scheduled services that depart from origin and key
stations no earlier than 30 seconds before the scheduled time, meet the consist size for the scheduled
service, and stop at all stations timetabled for the service.

Rail service reliability was 96.2% in July and 97.8% for the same month last year.
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TSRs on the Kapiti Line continue to impact services leading to some early terminations at
Paraparaumu. On 15 July, a fatality occurred on the Hutt Valley Line which significantly impacted
services throughout the afternoon peak and evening. Services were also affected by a road vehicle
hitting a bridge on SH1 which meant services had to be suspended and also on the Kapiti Line a car
crashed onto the tracks and was hit by train on 23 July, there were no injuries but services were
suspended and the rail unit was damaged

Some peak services were affected by icy overheads, mainly on the Hutt Valley Line. Staffing shortages
and issues affected 0.7% of services.

RAIL RELIABILITY
100%

95%
90%

85%

Driver shortages

80% -

75% T T T T T T )
Jul-20 Nov-20 Mar-21 Jul-21 Nov-21 Mar-22 Jul-22 Nov-22 Mar-23 Jul-23 Nov-23 Mar-24 Jul-24 Nov-24 Mar-25 Jul-25

Reliability - current month Reliability - year to date (July - June)

[ Ju25|  Jul-24  Change | 2025/26 2024/25 Change
Hutt Valley 95.7% 98.1% -2.4% Hutt Valley 95.7% 98.1% -2.4%
Johnsonville 99.0% 98.4% 0.6% Johnsonville 99.0% 98.4% 0.6%
Kapiti 96.5% 97.5% -1.0% Kapiti 96.5% 97.5% -1.0%
Wairarapa 74.8% 88.9% -14.1% Wairarapa 74.8% 88.9% -14.1%
Total 96.2% 97.8% -1.6% Total 96.2% 97.8% -1.6%

In July, 6.5% of rail services were replaced by buses, compared to 17.4% the previous month.

RAIL SERVICES REPLACED BY BUSES
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In July, there were 10154 rail trips run, carrying 947953 passengers.

Punctuality

Punctuality continues to be impacted by a high level of speed restrictions on the Kapiti and Hutt Lines
which is delaying services particularly during the peaks. Interpeak services on the Wairarapa Line
continue to experience delays due to network speed restrictions and active worksites.
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RAIL PUNCTUALITY

Temporary speed restictions,
upgrade works

100%

95% w

90% w
85% -

80% -

75%

70% T T T T T T T T T T
Jul-20 Nov-20 Mar-21  Jul-21 Nov-21 Mar-22 Jul-22 Nov-22 Mar-23 Jul-23 Nov-23 Mar-24 Jul-24 Nov-24 Mar-25 Jul-25

Punctuality - current month Punctuality - year to date (July - June)

Jul-25 Jul-24 Change 2025/26 2024/25 Change
Hutt Valley 83.2% 91.9% -8.7% Hutt Valley 83.2% 91.9% -8.7%
Johnsonville 72.9% 97.6% -24.7% Johnsonville 72.9% 97.6% -24.7%
Kapiti 80.0% 78.4% 1.6% Kapiti 80.0% 78.4% 1.6%
Wairarapa 52.1% 14.6% 37.5% Wairarapa 52.1% 14.6% 37.5%
Total 78.7% 87.0% -8.3% Total 78.7% 87.0% -8.3%

Rail Frontline Staff

The below table provides an overview of Transdev’s reported frontline staff numbers as of

July:
Frontline Staff Staff Required Current number In training
Train Drivers 114 108 10 Ra II
Train Managers 111 103 4
¢ network
Passenger Operators 94 89 0
owner
Commentary

This commentary summarises the performance of the rail network, owned and operated by
KiwiRail. The Key Performance Indicator (KPI) results below are for Wellington Network Services
only and represent the measures in the contract. The following delays are not counted in the
network owner’s KPl results:

- Network Temporary Speed Restrictions (TSR) relating to work being addressed by the Wellington
Metro Upgrade Programme (WMUP). If this were included, the impact on performance
measures would be significantly lower.

- Metro Rail Services Operator (Transdev) initiated delays.

- Events caused by third parties other than KiwiRail, which cause delays on the rail network.

- ‘Force Majeure’events such as weather induced issues that can cause delays; this includes all
delays associated with slope instability and weather warning events.

Therefore, the results do not mirror the customer experience of the punctuality and reliability of the

rail network.

July Commentary

July performance increased for both Punctuality by 2.24% and Reliability by 0.3%. While delay minutes
due to TSR’s increased during the month, other disruptions remained low throughout the month
leading to an overall increase in performance.
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The main disruptions for the month were multiple ICONIS (train disruption software) faults and a
communications fault involving a Comms Asset. The main ICONIS failure occurred on the Hutt Valley
Line on the 10th of July which led to nine cancelled services, two bus replacements and high delay
minutes.

The communications fault on the NIMT (Kapiti Line) during the morning peak on the 22nd of July
between Paekakariki and Paraparaumu was initially thought to be a Signals fault with multiple Signals
rolling and blacked out in the field. Upon investigation and elimination of the cause it was found to be
a fault in the Comms modem which required a reset.

Two new TSR’s were added on the NIMT throughout the month, one for a broken rail (known as a frog)
at 3b points Paekakariki, and one for combined renewals work involving structures and track just south
of Takapu Road station.

Two TSRs added on Johnsonville Line throughout the month required investigation by the Harvest
Technicians who investigated the low battery alerts on the slip alarms. Work in conjunction with our
Signals team replacing relays, batteries and a new solar panel was completed and these TSRs were
lifted.

On the Wairarapa Line three TSR’s were added for a mud spot Track Geometry for Bridge 49 and
Lincoln Road Level Crossing.

On July 11th KiwiRail handed over Upper Hutt Yard to Transdev Wellington after a ten-week closure for
renewal. Over those ten weeks the yard was completely relayed in a modern, compliant and safe
configuration which increases capacity and provides the operator with a brand-new facility to replace
life expired assets

Network Availability

There were no unplanned line closures for the month of July.

Maintenance Compliance

Maintenance is 100% compliant across both Track and STTE.

Maintenance Backlog

Three signals maintenance work orders remain open, all awaiting materials.

HSE

31 Harm Free Days in July

Graphs showing Network Punctuality and Reliability performance rolling 12- month trend

Reliability of the Rail Network - IE: Track, Signal etc

KiwiRail Network - Reliabilty Performance - June 2024 - June 2025
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= = =Relizbilty Target Reliabilty Overall Reliability inc Projects Reliability Peak only Reliabilty Peak inc Projects
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Punctuality of the Rail Network - IE: Track, Signal etc

KiwiRail Network - Punctuality Performance - June 2024 - June 2025
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Operational performance

Patronage

There are two ways to report on patronage - passenger boardings and passenger journeys. We
calculate passenger journeys by subtracting recorded transfers (movements from one vehicle to
another within 30 minutes) from passenger boardings. Metlink generally reports passenger boardings
given the lack of visibility on transfers between modes and on rail and ferry services.

Bus passenger boardings

July bus passenger boardings were 3.6% higher than the same month last year.

BUS PASSENGER BOARDINGS

Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun

Millions
-

0

W 2024/25 m2025/26

Boardings by area - current month Boardings by area - year to date (July - June)
Jul-25 Jul-24 % Change 2025/26 2024/25 Ch:f;lge
Wellington 1,761,207 1,685,635 4.5% Wellington 1,761,207 1,685,635 4.5%
Hutt Valley 413,758 408,836 1.2% Hutt Valley 413,758 408,836 1.2%
Porirua 84,406 83,705 0.8% Porirua 84,406 83,705 0.8%
Kapiti 53,542 53,237 0.6% Kapiti 53,542 53,237 0.6%
Wairarapa 13,500 13,089 3.1% Wairarapa 12,862 12,493 3.0%
Total 2,326,413 2,244,502 3.6% Total 2,325,775 2,243,906 3.6%

Rail passenger boardings

July rail passenger boardings were 1.2% lower than the same month last year.

RAIL PASSENGER BOARDINGS

15
1.0
1%}
c
S
- II I I I I I I I I I I I
0.0
Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun
W2024/25 W2025/26
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Boardings by line - current month Boardings by line - year to date (July - June)

Jul-25 Jul-24 % Change 2025/26 2024/25 % Change
Hutt Valley 414,240 418,662 -1.1% Hutt Valley 414,240 418,662 -1.1%
Kapiti 388,172 391,271 -0.8% Kapiti 388,172 391,271 -0.8%
Johnsonville 94,658 96,580 -2.0% Johnsonville 94,658 96,580 -2.0%
Wairarapa 50,883 53,169 -4.3% Wairarapa 50,883 53,169 -4.3%
Total 947,953 959,682 -1.2% Total 947,953 959,682 -1.2%

Ferry passenger boardings

Ferry boardings show an increase of 6.0% on the same month last year. This month we saw several
cancellations, corresponding to staff sickness and a tsunami warning.

FERRY PASSENGER BOARDINGS
30

N
(=}

8
o
3]
3
o
. I I I I I I I I I
Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun
W 2024/25 ®W2025/26
Boardings - current month Boardings - year to date (July - June)
Jul-25 Jul-24 % Change 2025/26 2024/25 % Change
Total 9,871 9,315 6.0% Total 9,871 9,315 6.0%

Te Hunga Whaikaha Total Mobility passenger boardings

In July there were 38,765 Te Hunga Whaikaha Total Mobility trips, an increase of 3.89% compared to
the same month in the previous year. This shows continuing strong levels of usage of Te Hunga
Whaikaha Total Mobility, reflective of the half price fares initiative which is now permanent.

Metlink monthly performance report — July 2025 Page 12 of 19
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TOTAL MOBILITY - PASSENGER BOARDINGS

45,000
40,000
35,000
30,000
25,000
20,000
15,000
10,000

5,000

Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May June
2023/24 mmmm 2024/25 mmm— 2025/26 Average pre 1/2 price fares Average 2024/25

Bikes carried on rail services

The following graph provides an estimate of the number of bikes carried on rail services, as recorded
by onboard staff counts. These results may change over time as we improve data collection
processes. In July 2025, 4,262 bikes were counted onboard rail services, vs 4,461 over the same month
last year.

BIKES CARRIED ON TRAINS
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Passenger boardings trend — 12 month rolling totals

The following graphs show the number of passengers boardings using a 12-month rolling total.

Each column in the graphs below represents the total boardings for the 12 months prior (e.g., for
January 2024, the column is total boardings for February 2023 to January 2024). Rolling totals smooth
out any seasonal differences (e.g., school and public holidays) and are a better indication of growth
trends overall. For month-on-month totals refer to the graphs in the section above.

There had been continuing growth up to February 2020, then decreases with the Covid-19 pandemic
(mid-March 2020 onwards, a move to level 4 in August 2021, and a move to Red of the Covid-19
Protection Framework in late January 2022).

Metlink monthly performance report — July 2025 Page 13 of 19

60



Transport Committee 18 September 2025 Order Paper - 9. Public Transport Performance - July 2025

Attachment 1 to Report 25.415

PASSENGER BOARDINGS, 12 MONTH ROLLING AVERAGE
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Bus emissions

In-service kilometres by engine type

The graph below shows the monthly in-service kilometres by engine type for vehicles that have run
Greater Wellington bus network services.

BUS NETWORK - MONTHLY IN-SERVICE KMS BY ENGINE TYPE
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CO2 equivalent tonnes

The graph below shows the monthly CO2 equivalent tonnes emitted by vehicles that have run Greater
Wellington bus network services.

BUS NETWORK - CO2EQUIVALENT (TONNES) BY MONTH
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Bus vehicles by engine type

The table below shows the number of vehicles by engine type that ran bus network services in the
Greater Wellington region in July 2025.

Engine type Count

Electric 115
EUROS3 47
EURO4 19
EURO5 70
EURO6 214
Unknown 9
Total 474
Metlink monthly performance report —July 2025 Page 15 0f 19
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Customer contact

Call centre incoming calls

Metlink answered 93.6% of the 7970 calls received in July 2025.
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Complaints volume

To compare complaint volumes, Metlink reports the number of complaints per 100,000 passenger
boardings. This shows that complaint volumes relative to passenger boardings are very similar for bus
and rail.

COMPLAINTS PER 100,000 PASSENGER BOARDINGS - YEAR TO DATE
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Bus complaints for the month were 24.1% lower than July last year. They relate mostly to operational

performance and driver behaviour.

BUS COMPLAINTS BY TYPE

1,500

1,000

Driver shortages,
cancellations,
customer service

0 - T T T T T T T T

Jul-21 Jan-22 Jul-22 Jan-23 Jul-23 Jan-24

Other Service Design m Staff

Bus complaints - current month

Jul-25 Jul-24 Change
Wellington
0,
Newlands, Tawa 40 38 5.3%
- i - 0,
East-West, City 135 206 34.5%
North-south, -5.5%
Khandallah, Brooklyn 155 164
- 0,
Hutt Valley 105 147 28.6%
i - 0,
Porirua 17 31 45.2%
iti . 0,
Kapiti 15 24 37.5%
i - 0,
Wairarapa 3 9 66.7%
L
Genera 19 )
Total 470 619 -24.1%

Rail complaints

H Operational Performance

Jul-24

Jan-25

Jul-25

Bus complaints year to date (July - June-)
2025/26

Wellington

Newlands, Tawa
East-West, City

North-south,
Khandallah, Brooklyn

Hutt Valley
Porirua
Kapiti
Wairarapa

General

Total

40

135

155

105

17

15

19

470

2024/25

38

206

164

147

31

24

619

Change

5.3%

-34.5%

-5.5%

-28.6%
-45.2%
-37.5%

-66.7%

-24.1%

Rail complaints decreased slightly this month. The received complaints can mainly be attributed to
the ongoing performance issues on the Wairarapa Line, bus replacements and continuing poor

performance of services.

Metlink monthly performance report — July 2025
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RAIL COMPLAINTS BY TYPE

600
Driver shortages, cancellations, speed restrictions
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Other Service Design m Staff m Operational Performance
Rail complaints - current month Rail complaints year to date (July - June-)
Jul-25 Jul-24 Change 2025/26 2024/25 Change
Hutt Valley 87 71 22.5% Hutt Valley 87 71 22.5%
Kapiti 62 58 6.9% Kapiti 19 58 -67.2%
Johnsonville 19 9 111.1% Johnsonville 62 9 588.9%
Wairarapa 23 17 35.3% Wairarapa 14 17 -17.6%
General 14 46 -69.6% General 23 46 -50.0%
Total 205 201 2.0% Total 205 201 2.0%
Metlink monthly performance report — July 2025 Page 18 of 19
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Financial performance

Fare revenue

Bus and rail fare revenue

In July 2025, there was a budget surplus of $279,086 for the month across bus and rail services.
The year-to-date budget surplus for bus and rail fare revenue is $279,086.

There are several factors contributing to the year-to-date fare revenue budget variance, including
the growth in bus patronage, and higher average fare payments for the network overall due to the
reduction to off-peak discount.

The ferry fare revenue in July was $94,772.

Fare revenue - current month

Jul-25 Budget Excess/Shortfall
Bus 4,342,874 3,982,533 360,341
Rail 3,648,443 3,729,698 - 81,254
Total $ 7,991,317 $ 7,712,231 $ 279,086

Fare revenue - year to date (July - June)

2025/26 Budget Excess/Shortfall
Bus 4,342,874 3,982,533 360,341
Rail 3,648,443 3,729,698 - 81,254
Total $ 7,991,317 $ 7,712,231 $ 279,086
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Buses Replacing Trains

To help customers better plan their travel, Bus replacement information is available on the Metlink
website on the buses replacing trains page. Copies of the current calendars are provided below. Please
click on the calendar to link through to the bus replacement information for that specific line, which
includes bus replacement timetables for each date.
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KiwiRail provides further information about the full programme of KiwiRail works on their website.
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Transport Committee

18 September 2025 Q Grel?'ter
Report 25.460 N | Wellington

Te Pane Matua Taiao

For Information

END OF TRIENNIUM: REFLECTIONS FROM THE CHAIR

Te take mo te purongo
Purpose

1.

To lay out a summary of public transport work undertaken, projects completed, and
milestones reached through the course of the Transport Committee’s work during
this triennium and to introduce some of the key challenges that lie ahead.

End of Triennium reflections

Summary

2.

The work of this Transport Committee has taken place in a highly challenging
environment for public transport, with the impacts of the global Covid-19
pandemic, unprecedented global inflation and government policy settings and
funding decisions presenting a perfect storm of headwinds for public transport
authorities.

Despite this, the Transport Committee has overseen the achievement of a number
of our goals and has laid a solid set of public transport foundations for the next
Council to build upon.

Bus reliability and patronage

4.

The Transport Committee’s mostimportant achievementin this term of council has
been overseeing the restoration of a reliable bus service. When the Transport
Committee first met three years ago, hundreds of buses were being cancelled every
week. Last month, in August, the bus network delivered 99.8% reliability and has
consistently hit 99% reliability for 18 months.

This turnaround was a serious team effort, involving sustained engagement
between bus companies, drivers, unions, Metlink and central government.
Importantly, Greater Wellington approached this crisis through a collective
problem solving mode, rather than seeking to blame anyone part of the system. Bus
patronage is now at record highs. In a particularly pleasing result, Metlink’s Airport
Express service continues to be highly successful, passing 1 million passenger trips
in late 2024.

Major events

6.

Hosting the Women’s Football World Cup was a challenging time for a number of
agencies around the city. Metlink managed to carry 200,000 passenger trips
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providing integrated event ticketing for the tournament and the organisation learnt
important lessons from this experience.

Metlink put many of these lessons into practice during its successful management
of the busiest day ever in the history of public transport in Wellington, which took
place when Wellington hosted the Hikoi mo Te Titiri in November 2024. With
160,000 passenger trips on bus and rail in a single day, Metlink had staff deployed
across the network and our buses, trains and ferries ran very smoothly, if a bit
crowded at times.

Change of government

8.

The change of government resulted in the cancellation of major public transport
investments including mass transit for Wellington as well as severe defunding of
public transport infrastructure plans, leaving the region $130million behind where
it should be.

Intense pressure to increase the “private share” of public transport funding came
on top of an end to half price fares and has driven increases in fares and pressure
toreduce existing services. Fortunately, Greater Wellington was able to reduce fare
increases from a potential 71% hike to a 2.2% increase in line with inflation.

Bus priority

10.

11.

Greater Wellington has worked in partnership with Wellington City Council
(WCC)to double the amount of kilometres with bus priority measures in Wellington
City during this term of council. There is more work to do on this front, including on
the proposed new Harbour Quays bus route. WCC voted in September 2025 to
consult on these Harbour Quays improvements, paving the way for construction
work to startin 2026.

Together with the Golden Mile upgrades, the new Harbour Quays bus route will
greatly enhance bus travel through the central city bottleneck and provide new bus
stops for destinations currently not directly served by buses, such as Te Papa,
Takina, Te Ngakau Civic Square and Queens Wharf.

Route 2 articulated buses

12.

Articulated buses are now on their way to Wellington thanks to road layout changes
confirmed by WCC in August 2025 and Greater Wellington finalising its
procurement arrangement with Kinetic this month. With operation due to
commence between Karori and Courtenay Place in 2027, these new electric
articulated buses will help Metlink double patronage to 6 million passenger trips a
year on our busiest route, Route 2, over the next 10 years.

Bus depots

13.

Greater Wellington’s strategy to restore public ownership and control of bus depots
is well underway with land secured by the airport, in Owhiro Bay and in Porirua.
These bus depots are a key element of the Council’s wider Strategic Public
Transport Asset Control Strategy, which is already having a positive effect on
competition ahead of our forthcoming bus contract tenders.
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Bus tenders

14.

Shaping the environment for those new tenders has been a major task this term,
with our work focused on correcting the problems with the last procurement
process. Key changes we have introduced to improve the overall contracting
environment include sequencing the tenders over three tranches from 2026-28,
introducing a range of new baseline requirements and performance indicators,
establishing a new reporting and enforcement regime and bringing in the asset
control and bus depot strategy. Greater Wellington has also been working closely
with the unions and the bus companies to build on the progress made in recent
years with workforce pay and conditions.

Transport Oriented Developments

15.

Greater Wellington has approved the next stage of work on the critical upgrade to
Waterloo Station. This upgrade will fix the ageing canopy that is far too costly to
maintain and will provide a more accessible and attractive station that encourages
transfers between bus and rail and connects better with the surrounding area. This
project also opens up scope for commercial development around the station in
partnership with businesses. The Waterloo upgrade is part of a wider transit
oriented development programme for the region, with Johnsonville and Porirua
stations next on the list.

Te Mahere Waka Whenua Tamatanui o te Rohe o te Upoko o te Ika a Maui
Wellington Regional Public Transport Plan 2025-35

16.

17.

The Transport Committee adopted Greater Wellington’s ten-year Regional Public
Transport Plan, which was delayed significantly by changes to the Government
Policy Statement on Land Transport and government funding decisions that had
profoundly adverse effects on Metlink’s plans to improve public transport
infrastructure around the region. Despite these challenges, the public submission
and hearing process confirmed support for Metlink’s bus priority plans, its
Waterloo transport oriented development plans and the phase out of cash on board
buses.

The process also reflected a range of community aspirations for public transportin
the region, resulting in amendments to the plan in support of a number of areas in
the region where communities are seeking better public transport services,
including Wainuiomata, Otaki, Porirua, Tawa and Owhiro Bay. The Plan also
grappled with the reality of land use and public transport planning, resolving to
“promote more efficient land use and urban development that maximises access
to public transport services and minimises the cost of delivering them.”

East by West Ferry

18.

Greater Wellington and East by West entered into a new gross contract partnership,
aligning with our bus and rail contracts where fare revenue goes directly to Greater
Wellington rather than the operator. This is expected to ensure the harbour ferry
service remains viable over the long term. The electric ferry Ika Rere returned to
service in August 2025, having completed significant maintenance work.
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Rail
19.

20.

21.

Greater Wellington signed a contract with Alstom for the delivery of 18 five-car
battery electric multiple unit Tihono trains that will serve Wellington to Palmerston
North and Wellington to Masterton from 2029. The new trains will allow Metlink to
quadruple services to Palmerston North and double services to Masterton.

Significant maintenance and renewal work continues on tracks and track
infrastructure via KiwiRail. This work is required to avoid disruption and delays to
passenger rail services, but it results in a number of track closures on weekends,
public holidays and off peak periods. The resulting rail replacement bus services
are much less convenient for passengers and Metlink has been working on a
dedicated improvement plan for these services. The focus has been on improving
communications, forward planning and introducing live tracking of buses on the
real time information service. This live tracking is scheduled for the summer block
of line in 2025/26.

The future funding landscape for passenger rail remains uncertain, with the
governmentreview of the Metropolitan Rail Operating Model ongoing. Maintenance
and renewal funding, passenger rail operations funding and significant upgrade
work are all being considered as part of a longer term funding model for
metropolitan passenger rail.

Public Transport Advisory Group (PTAG)

22.

PTAG has been an indispensable asset for Greater Wellington, helping to keep the
Council grounded and passenger focused. In addition to providing crucial advice
on significant projects such as the new trains for the Lower North Island, the new
bus route on the Harbour Quays and the Waterloo station upgrade, PTAG has also
kept the council focused on the rights of disabled people and the wider challenges
around accessibility and on the needs of those who are less well-off and who rely
on public transport. There is always more for Greater Wellington to do on this front.

Looking ahead

23.

The focus ahead should be to maintain a high level of service on the bus network
and to turn around declining rail patronage. A number of significant projects and
initiatives will take up considerable time and energy and resources over the coming
term. These include:

a letting the new bus contracts and managing the associated transition;

b installing new bus stop infrastructure on Harbour Quays and commencing
services on this new route;

c commencing services on the number 2 route with the new electric articulated
buses and supporting further bus priority measures on route 2 to the east

d managing the reductions in certain bus services that are required for Greater
Wellington to comply with the current government’s funding constraints

e working with MSD and community organisations to enrol more people into
Community Connect so they can access half price fares

72



Transport Committee 18 September 2025 Order Paper - 10. End of Triennium Reflections from the Chair

f managing a smooth transition to the new National Ticketing system for
Wellington public transport users

g delivering new public transportinfrastructure upgrades at Waterloo Station at
other key bus and rail hubs including Johnsonville and Porirua

h working with local councils and central government to prepare for congestion
charging in Wellington

i integrating public transport services into any State Highway changes that
central government may deliver in Wellington.

Nga Take e hangai ana te iwi Maori
Implications for Maori

24. The commercial partnership between Ngati Toa Rangatira and Greater Wellington
to develop a new bus depot in Porirua is a highlight of Metlink’s work with Maori.
The projectis an example of the kind of genuine partnership and mutually beneficial
initiative that demonstrates the benefits of organisations honouring the Tiriti in their
work.

25. The Transport Committee, the Tiriti KOmiti and Metlink have also demonstrated the
benefits of dedicated outreach work to Maori organisations in providing rich
insights that better inform the design of public transport services. There is more for
Greater Wellington to do on this front, including through dedicated visits to Marae
and to Maori organisations working with communities that rely on or could benefit
from public transport.

Nga kaiwaitohu
Signatory

Writer Councillor Thomas Nash - Chair, Transport Committee
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He whakarapopoto i nga huritaonga
Summary of considerations

Fit with Council’s roles or with Committee’s terms of reference

Standing order 3.5.4 provides that the Chairperson, by report, has the right to direct the
attention of the Council or the relevant committee as the case may be, to any matter or
subject within the role or function of the Council or committee respectively.

The Committee’s terms of reference provides a specific responsibility for the
Committee to:

Review periodically the performance and effectiveness of transport strategies,
policies, plans, programmes, initiatives and indicators including:

a Delivery of the Wellington Regional Public Transport Plan, including:
i Inter-regional transport initiatives

ii Fare strategies and methods

iii Increased mode share to public transport and active modes

iv Promoting transport equity, and increasing access to public transport, for groups
that are more likely to be transport disadvantaged

v Alignment of Greater Wellington’s accessibility work to the United Nations
Convention on the Rights of Persons with Disabilities 2006 (UNCRPD)

Contribution to Annual Plan / Long Term Plan / Other key strategies and policies

Provision of public transport is a key component in the Long Term Plan.

Internal consultation

No other functions were consulted in preparing this report.

Risks and impacts - legal / health and safety etc.

There are no risks and impacts associated with this report.
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