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Deep Dive Introduction
UPDATE ON METLINK’S MAJOR PROGRAMMES

4 AUGUST 2026 - COUNCIL WORKSHOP
Tim Shackleton – Senior Manager Strategy & Investments, Metlink
Dave Hadley – Principal Strategic Advisor, Metlink



Purpose

1. Historical Context
2. Current LTP major programmes
3. What is shaping our investment discussions going forward
4. Metlink’s main challenges over the next triennium
5. Principles to guide investment decisions
6. What this might mean for activity prioritisation

Context setting for deep dive discussions on Metlink’s major 
programmes as well as key principles that will guide our investment 

approach.

AGENDA



Historical Context

“POST PTOM 
STABILISATION”

LTP / NLTF 2018-21

Context:  Rapid growth in 
bus and rails service 
demand, overcrowding 
and need to correct PTOM 
2018 issues including 
service reliability, driver 
conditions and wages.

Goals:  Focus on addressing 
post PTOM 2018 issues  (RPTP 
was deferred)
Projects started: LGWM, 
LNIRIM / Train capacity, 
Regional Rail Strategy 
developed, Driver wage uplifts 
considered

“GO FOR GROWTH” 
LTP / NLTF 2021-24

Context:  Ambitious long-term goals 
set around service quality and 
capacity. High levels of Govt funding 
support but also new national policy  
requirements including driver terms 
and conditions and fleet 
electrification. Govt also subsidises 
half price fares.  Post COVID travel 
pattern change, rising policy costs 
and inflation start creating 
headwinds.  

Goals:  By 2030 - 40% modeshift to public 
transport, fully electric core bus fleet,  
significant CX enhancements 
Projects started: LNIRIM, Asset Control 
Strategy, Snapper on Rail, On demand 
trial, Airport Service, RTI 2.0,  Waterloo 
TOD, Core fleet electrification

“INCREASING OPTIMISATION”
LTP / NLTF 2024-27

Context:  Govt introduce private 
share targets and all non committed 
investment funding applications 
declined.  Cost escalations and 
policy changes now baked into 
service costs. Rail reliability and 
economic downturn reduce fare 
revenue, above inflation fare 
increases

Goals:  Growth / modeshift rates now only 
notional, ZEB strategy replaces fleet 
decarbonisation goals (slower fleet 
electrification). Private share targets 
introduced (originally unachievable)
Projects started: Asset Control Strategy 
Implementation, Transport Services 
Procurement, Rapid Transit Corridors 
(Post LGWM), EMV / Contactless. 

WE ARE HERE, BUT 
LOOKING FORWARD



Current LTP major programmes and status

Latest Programme Phase* 10-yr cost NZTA Funding Possible Scope 
Changes**

Tūhono Trains / Additional Metro Rolling Stock Delivery* $$$ Yes Low / High

Regional Rail Programme (including RS1 & ETCS) Delivery* $$$ Partial Moderate

Asset Control Strategy Implementation (Depots) Delivery* $$$ No High

Waterloo Transit Oriented Development Detailed Business Case $$$ No High

National Ticketing System Delivery $$ Yes Low

Rapid Transit Bus Corridors Consultation* $$ No High

Porirua / Johnsonville  Bus Hub Initial Business Case $$ No Moderate

Accessibility Action Plan Delivery $ No Moderate

Golden Mile Upgrades (Bus Shelters) On hold $ No Moderate

Real Time Information Upgrades (RTI 2.1) Delivery* $ Yes Low

Bus Fleet Growth Programme On hold $-$$$ No Low

Bus Fleet Decarbonisation Programme On hold $-$$$ No Low

Network Operations Centre Looking to Cancel $ No Moderate

Public Transport on Demand Programme Looking to Cancel $ No Low

** relative to latest LTP assumptions
10 Yr cost:  ($) =     $5-20m   
 ($$) =   $20 -100m  
 ($$$) = $100m+KE

Y *multiple phases



What is shaping our investment discussions going forward
The Greater Wellington 2027-37 Long Term Plan (LTP) is the culmination of considered decisions around 
where to best invest in the development of the region over the next 10 years. Those decisions all come 
with trade-offs, made even more challenging by the financially constrained and uncertain environment 
within which we are currently operating. There are three key drivers for our investment discussions:

Metlink aims to deliver options that help council deliver a single-figure rates rise every year of the LTP. 

We will seek to optimise the use of existing assets and infrastructure – “work with what we have” 

Metlink aims to not progress new initiatives in the coming triennium, and to review existing initiatives 
that may not have already commenced, to find areas where expenditure can be reduced. 

We will seek to complete current projects and programmes in-flight that support our objectives – 
“incremental value through delivery”

We will create a clear investment narrative for our NLTF continuous programme budget bid - “set ourselves 
up for success”

Metlink aims to continue operating and delivering an effective and efficient public transport network 
on a day-to-day basis.



Metlink’s main challenges over the next triennium
The challenges are known, the solutions are complex, but clear direction and action is required

• During peak travel times primary 
corridors through the central city 
can come to a standstill.

• Other primary corridors could 
experience similar capacity 
challenges within the next 
triennium.

• We will need to assess which high 
priority corridors to invest in over 
the next decade, and where to 
focus in the next triennium.

GROWING ROAD 
CONGESTION

• Lower than desired rail patronage 
has resulted in underutilisation of 
the rail network and lower than 
forecast revenue.

• With 18 new Tūhono trains 
coming into service in 2028/29, 
there is a need to reverse this 
trend in the next triennium.

• Taking a deliberate and planned 
approach to lifting rail patronage 
is required

POOR RAIL PATRONAGE 

• Year-on-year operating cost 
increases driving up continuous 
programme budget bid.

• Plus, significant OPEX uplift in 
2028/29 from the introduction of 
LNIRIM trains and RS1. 

• Fare capping & private share 
targets could further exacerbate 
this.

• Reduces availability of funding for 
improvement activities

INCREASING OPERATING 
COSTS 



Principles to guide investment decisions

• Delivering immediate benefits today and 
building for the future,

• This means developing a programme of work that 
delivers immediate benefits for our customers, and 

• Creating a pipeline of projects to ensure future 
investment opportunities in more fruitful times.

Principle 4: Clear pathway of investment 

• Making investment decisions by viewing the 
present as a direct link between the past and the future

• This means taking a deliberate approach to clarifying 
what is known, unknown, and presumed for every 
investment decision (essential, given a 3-year funding 
window).

Principle 3:  Thinking in time 

• Investment reflects the fiscal environment,
• This means securing the funding required to operate 

and maintain an effective and efficient public 
transport service, and 

• Prioritise only those improvement activities that are 
essential to deliver this triennium.

Principle 1:  Fiscal responsibility 

Using a set of principles to guide investment decisions provides a consistent, transparent 
framework for evaluating options, and helps create alignment with strategic objectives. 

• Investment decisions are based on where the 
greatest value will be delivered across the PT network,

• This means investing in “primary” hubs and corridors, 
and

• aligning continuous and improvement programme 
investment at a site/location level.

Principle 2:  Taking a network view



What this might mean for activity prioritisation
While we will still plan for the future, we cannot afford to materially deliver it now.

• Planned improvement projects for major hubs like Porirua and Johnsonville stations will be scaled 
back to maintenance and renewals or deferred until the fiscal environment is more favourable

• No specific Transit Oriented Development (TOD) infrastructure build within the next triennium
• No new train stations and no new technology solutions delivered within the next triennium

Maintenance and renewals over improvements and major developments

• No additional buses beyond the planned replacement of 36 diesel busses with new electric busses 
• No additional rolling stock beyond the 18 new electric Tohono trains under the LNIRIM programme
• No additional articulated buses beyond the five that will arrive into service in late 2026

No additional new fleet or rolling stock – we make the most of what we have 

• Halting further work on projects we can easily not progress (e.g. the Network Operations Centre). 
• Focus on packaging up existing projects and finalising business casing for a handful of new initiatives 

for when funding potentially comes available (e.g. bus prioritisation, Waterloo, regional rail strategy).

Stopping current and proposed projects that are not essential this triennium



Upcoming items

• Deep Dive into Waterloo Station

Monday 3 August – Councillor Away Day

• Deep dive introduction
• Rapid Transit Bus Corridors
• Asset Control Strategy – Implementation Plan

Tuesday 4 August – Council workshop    (TODAY)

Thursday 6 August – Council workshop

• Future Network growth – assumptions for LTP 
• Regional Rail Strategy - Timetable changes (RS1) and additional metro rolling stock
• Waterloo Station: Remediation and Development approach

• Field trip to Waterloo Station

Friday 7 August – Council field trip



Do Councillors have any feedback or queries 
regarding this presentation?

Questions?



Rapid Transit Bus Corridors
FASTER, MORE CONSISTENT AND MORE INTEGRATED 
JOURNEYS ACROSS THE REGION

4 AUGUST 2026 - COUNCIL WORKSHOP
Tim Shackleton – Senior Manager Strategy & Investments, Metlink
Tamsin Evans – Senior Manager Network & Customer, Metlink



Purpose

1. Why?
2. History and previous LTP goals
3. Bus Priority Action Plan
4. Current Programme Structure
5. Future Programme Options
6. Next Steps

To provide Councilors with an update on current programmes, and to 
discuss future budget scenarios and programme scope

AGENDA

NOTE: BRT is the PT universal acronym for “Bus Rapid Transit” and unfortunately included as such  in all literature and 
plans to date.  Bus Replacing Trains is a Metlink specific term.



 Why Rapid Transit Bus Corridors?

REDUCED TRAVEL TIME:    LGWM and subsequent  Tonkin and Taylor studies identified 20-
40% travel time savings (depending on time of day) on key corridors

INCREASED SERVICE FREQUENCY:   Faster travel & turnaround times mean more services 
can operate per hour, a 20-40% reduction in travel time could enable 25 - 60% more services

IMPROVED RELIABILITY:   More consistent travel time improves certainty of arriving on time

ENVIRONMENTAL BENEFITS:   Reduced emissions on road and per km travelled of existing 
services 

ECONOMIC BENEFITS:   Less traffic congestion,  reduced commuter travel times (both bus 
and car) 

URBAN DESIGN:   High frequency corridors increase the attractiveness of higher density living



 History
PRE-2023:   LET’S GET WELLINGTON MOVING
GWRC 10 year Budget $350m (GWRC programme contribution)
Well developed business cases on both large (MRT) and mid sized 
transport corridor improvements (city streets) included bus prioritisation

END 2023:   RAPID TRANSIT BUS CORRIDORS + BPAP 2.0
GWRC 10 year Budget ~$200m (LTP 24/27 budget allocation)
LGWM funding redirected towards continuation of both BRT and general 
bus prioritisation to be informed by the bus priority action plan

END 2024:   NLTF CUTS AND PROGRAMMING DESCOPE
GWRC 10 year Budget ~$87m  (rebalanced post NLTF outcome)
Considerably descoped to focus on lower cost prioritisation initiatives 
with WCC, HCC and PCC.  MRT business case placeholder 

MID-2026:   RAPID TRANSIT BUS CORRIDORS + BPAP 3.0
GWRC 10 year Budget <$10m committed spend - $77 uncommitted
Harbour Quays / Eastern Corridor projects underway. BPAP refreshed 
2025. Initial discussions with other TA’s on bus prioritisation.  



Bus Priority Action Plan - Version 2 ( BPAP 2.0)

• Tonkin and Taylor conducted significant research across our network and 
identified high volume corridors that exhibited the slowest and more 
unreliable travel times

• A number of interventions were identified that could be made to improve 
performance through these corridors:
o Traffic light signalling, prioritisation
o Bus stop size / capacity, spacing and alignment with road to allow better re-

integration into traffic
o Roading changes.  Conflicts with parking, curbs, and narrow traffic lanes 

reducing speed 
o Bus prioritisation  (where possible)

• Most improvements could be incrementally made to lift corridor 
performance. Although some bus priority options were identified, the 
primary focus was not fully traffic separated Bus Rapid Transit (BRT)

The guiding document for the development of faster journeys across the GW region 



Bus Priority Action Plan (BPAP 2.0) – Identified Corridors

Status: Joint Governance Programme
• Harbour Quays *underway*
• Johnsonville to City  
• Newtown to City  
• Miramar to City *underway* 
• Karori to City *complete*
• Mt Cook to City 
• The Terrace/Salamanca 
• Willis Street/Victoria Street

WELLINGTON CITY COUNCIL (WCC) 

Status: Initial discussions
• Titahi Bay to Porirua Station 
• Waitangirua to Porirua Station 
• Kenepuru to Porirua Station

PORIRUA CITY COUNCIL (PCC) 

Status: Initial discussions
• Ngā Ūranga to Hutt Central 
• Stokes Valley to Hutt Central 
• Wainuiomata to Hutt Central 
• Titahi Bay to Porirua Station 
• Waitangirua to Porirua Station 
• Kenepuru to Porirua Station

HUTT CITY COUNCIL (HCC) 



 Current LTP Work Packages 

* GW pay for bus 
stop infrastructure 

only

RAPID TRANSIT BUS CORRIDORS: REGIONAL PROGRAMME

GWRC / WCC JOINT PARTNERSHIP WCCGWRC 

Wider Regional 
Improvements

As identified 
through bus 

priority action plan 
possible joint 

project with PCC 
and HCC

Works Delivery: 50 / 50 Shared Cost

Golden Mile
Separate project 

run in 
collaboration. 
GWRC provide 

bus stop 
infrastructure 

only

Harbour Quays
Second spine - 

Enabling city 
wide bus 

capacity growth 
& 

Golden Mile 
transformation

Eastern Corridor
City to Miramar -  

Already identified 
improvement 

opportunities from 
LGWM, BPAP and 

articulated 
vehicles

WCC Other
Includes Taranaki 
/ Wallace / John 
St, South West 

CBD, Karori, and 
Johnsonville bus 

priority 
opportunities

Longer Term Bus Prioritisation Planning: 100% GWRC Cost

100% WCC*TBD

COST ALLOCATION



 Key Strategic Considerations

• Funding Commitments - Confirmed works will be approximately $10 million, leaving approximately 
$77 million that could be strategically reallocated, reduced or removed

• High Scalability - Full range of corridor interventions provides high scalability and significant 
discretion for Council in shaping scope, staging, and more importantly, control the budget.

• Partner Council Engagement - Small budgets exist for partnership work between Councils, but 
delivering these corridors would require substantial additional workstreams and coordination

• Network Dependencies - The RoNS* and tunnel programme will materially alter several 
interventions proposed in the previous BPAP, and may introduce new opportunities for integrated BRT 
design / staging

• Long-Term Plan Alignment - The existing LTP includes provision for a much larger RT business case – 
we require Council direction on preferred timing and vehicle, given current funding constraints and 
expected RoNS-driven network changes.

• Rail Performance and Funding Flexibility - Emerging rail performance issues may prompt further 
reconsideration of funding priorities. As a 10-year OPEX allocation, there is flexibility to redirect 
investment toward network reliability or complementary projects   (next slide)

* Roads of National Significance



 Refocus: Integrated Public Transport Network Plan
We need to develop a place-based Regional Plan for the public transport network – this will realise the 
PT ‘layer’ of the Future Network Plan, and align public transport infrastructure investment with local 
transport and other place based public or private investment. 

Wellington City Lower Hutt Upper Hutt Porirua Kāpiti Wairarapa

Regional Spatial Plan

Regional Future Network Plan

Integrated Regional Public Transport Network Plan

Rapid Transit 
Bus Corridors

Regional Rail 
Strategy

Bus Priority 
Action Plan

East by West Ferry 
Strategy



Option 1:  Bare minimum

• Continue with only WCC committed programmes 
(see backup) 

• No BPAP update for RONs or HCC changes
• Pause / Discontinue all invention opportunities
• No provision for future rapid transit feasibility studies or 

business casing

• $77m 10 year debt funded OPEX removed from 
budget

• Reduced organisation project / resourcing burden
• Ability to focus on rail (and immediate service 

needs)

BENEFITS
• Loss of opportunity through even high value, low cost BPAP 

interventions 
• Low capacity through both funding and project resourcing 

to influence to HCC and  RONS roading changes for bus 
improvements

• Loss of momentum, staging toward bus prioritisation (the 
approach most PTAs use) delayed

COST



• Lesser savings ($30-50m)
• More significant and visible roading interventions unlikely
• Lessor ability through both funding and project resourcing 

to influence to HCC and RON roading changes for bus 
improvements

• Likely delaying any longer-term rapid transit options

COST

 Option 2:   Optimise and Redirect Funding

• Continue with WCC committed programmes 
• Integrated Regional Network Plan: expand, add to BPAP opportunities, bus-rail connection
• Update BPAP to accommodate RONS or HCC changes
• Look to make only low cost/complexity, higher value intervention in PCC, HCC and WCC
• Contribute to more significant roading inventions only on an opportunistic basis 

(something else is already being changed)  where budget permits
• Rapid transit options on hold or more limited feasibility study with new RONS 

assumptions
• Redirect some funding to integrated network planning with rail

• $20-40m 10-year debt funded OPEX removed from 
budget 

• Highest value, lowest cost interventions remain
• Ability to make some integrated bus-rail improvements
• Retain some project momentum post harbour quays 

and route 2 initiative completion.

BENEFITS



• No savings, high cost
• High organisational resourcing burden / capacity
• May  reduce focus on current rail issues
• Uncertainty around RONs and conflict with BRT business 

case 
• Uncertainty around land use planning, development and 

regional governance

COST
• Ability to influence more significant and visible roading  

changes with TA and NZTA 
• Ability to make integrated bus-rail improvements
• Ability to focus and redirect expenditure to rail (more 

immediate service needs)
• Likely accelerate the long-term development of bus 

rapid transit

BENEFITS

 Option 3 :   Push ahead

• Continue with WCC committed programmes 
• Update BPAP to accommodate RONs or HCC roading changes
• Expand, add to BPAP work  to investigate better bus-rail connection
• Actively work with PCC, HCC and WCC to drive and fund proactive 

interventions  as guided by existing or future BPAP additions  
• Push ahead with Rapid transit business  case options (Harbour 

Quays, Miramar and potentially Island Bay)
• Redirect any available to integrated network planning and bus rail 

connection



No current plans for Bus Interchanges

We will not plan to invest in significant service uplifts for our interchange assets 
until we have developed our Network Plan.

Previous plans for Porirua were predicated on access to 
funding that we have not secured.  We also have land 
ownership constraints that need resolving prior to 
significant infrastructure spend.

PORIRUA STATION AND BUS HUB

Long term development for Johnsonville will be triggered 
by development decisions from Stride and WCC. We will 
provision a business case this triennium and capital 
spend within 10 years (with a high level of uncertainty)

JOHNSONVILLE BUS STOP A



Next Steps

MASTERTON

CARTERTON

SOUTH
WAIRARAPA

UPPER
HUTT

LOWER
HUTT

KAPITI
COAST

PORIRUA

WELLINGTON

March 2027Final NLTF Submission 

November 2026Major Investments Portfolio  Finalised

September 2026LTP Finalisation of Major Projects

28 August 2026First NLTF Submission



Do Councillors have any feedback or queries 
regarding this presentation?

Questions?



Appendix – Reference information



 RTBC:  Strategic Approach / Messaging

• GPS aligned:  Improve speed, reliability and efficiency of public transport 
while reducing overall road congestion and supporting urban growth

• 50/50  partnership: WCC and GWRC are equal partners in funding and 
decision making.

• Regionally beneficial (not just a WCC project): Programme includes 
initiatives outside of WCC and will shape Metlink’s overall network design

• Recycle, don’t reinvent:  Leverage existing work including  bus priority 
action plan (BPAP), LGWM City Streets etc

• Quick wins: 'No brainers’ (which are unlikely to conflict with long term 
vision) progressed now while longer term opportunities developed in parallel

• Targeted and prioritised: The regional strategic plan will review and 
prioritise all opportunities to maximise value / benefits.

• Integrated long term vision:  Long term ‘transformational changes’ will tie 
into Basin / Mt Victoria tunnel  and other regionally significant transport and 
urban design plans

• Right size, right level governance: Have the right  representation  in the 
room to make conclusive decisions on key strategic recommendations

GPS EXCERPT

This modern rapid transit system 
will support urban development 

and housing growth, which 
allows for increased public 

transport choice, building on the 
investment already made in the 

City Rail Link in Auckland and the 
addition trains to be introduced in 
Wellington later this decade, and 
the acceleration of Wellington’s 

North-South, East-West, and 
Harbour Quays’ bus corridors. 

The Government is funding 
KiwiRail to deliver network repairs 

and upgrades to ready the 
network for these major 

improvement. Completing 
Auckland’s Rail Network Rebuild 

and upgrading Wellington’s rail 
network substations are priorities 

for the Government.



 Budget

• GWRC has allocated $82m (net) in the LTP for 
projects associated with LGWM.

• We have assumed normal NZTA ‘FAR’ of 51% with a 
50/50 split between WCC and GWRC for the 
remainder of shared work packages (i.e. 24.5%)

• Full NZTA /WCC participation would enable a 
potential work programme around $300 - $400m.

• WCC and NZTA funding for transformational package 
will need to be developed over the next triennium 
(currently no available funding).

• Current indicative budgets show sufficient headroom 
for the early delivery package and transformational 
business casing  ($23.7m of $82.0m)

• Officers have had to work under urgency to get the 
projects registered with NZTA to enable access to 
funding from the National Land Transport Fund.

• We will know around August if we are successful.

PROJECT FUNDING 
AO

3YR 
COST

10YR 
COST

Regional Strategy GW $1.0m -

Harbour Quays WCC $52.2m $57.5m

Harbour Quays – 
Stage 2 GW $2.5m $122.5m

Eastern Corridor WCC $21.2m -

Eastern Corridor 
– Stage 2 GW $1.5m $117.5m

WCC Bus 
Improvements WCC - $59.4m

Regional Bus 
Prioritisation GW $6.3m $21.3m

GWRC Share $23.7m TBD

Total Project $84.7m $378.2m



Example: Intervention on a Corridor 

BPAP has identified 
possible intervention on 
various corridors - most 

interventions can be 
undertaken in isolation, 

vary considerably is cost 
and complexity


	Cover page workshop.pdf
	Council Workshop, 4 August 2026

	Item 1 - Deep Dive Intro - an update on Metlink's major programmes.pdf
	Slide Number 1
	Slide Number 2
	Slide Number 3
	Slide Number 4
	Slide Number 5
	Slide Number 6
	Slide Number 7
	Slide Number 8
	Slide Number 9
	Slide Number 10

	Item 2 - Rapid Transit Bus Corridors_040826.pdf
	Slide Number 1
	Slide Number 2
	Slide Number 3
	Slide Number 4
	Slide Number 5
	Slide Number 6
	Slide Number 7
	Slide Number 8
	Slide Number 9
	Slide Number 10
	Slide Number 11
	Slide Number 12
	Slide Number 13
	Slide Number 14
	Slide Number 15
	Appendix – Reference information
	Slide Number 17
	Slide Number 18
	Slide Number 19


