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Section Description of ground 
6(a) as release would be likely to prejudice the security or defence of New 

Zealand or the international relations of the New Zealand Government 
6(b) as release would be likely to prejudice the entrusting of information to the 

Government of New Zealand on a basis of confidence by  
(i) the Government of any other country or any agency of such a

Government; or
(ii) any international organisation

6(c) prejudice the maintenance of the law, including the prevention, investigation,
and detection of offences, and the right to a fair trial

9(2)(a) to protect the privacy of natural persons
9(2)(b)(ii) to protect information where the making available of the information would be 

likely unreasonably to prejudice the commercial position of the person who 
supplied or who is the subject of the information 

9(2)(ba)(i) to protect information which is subject to an obligation of confidence or which 
any person has been or could be compelled to provide under the authority of 
any enactment, where the making available of the information would be likely 
to prejudice the supply of similar information, or information from the same 
source, and it is in the public  

9(2)(ba)(ii) to protect information which is subject to an obligation of confidence or which 
any person has been or could be compelled to provide under the authority of 
any enactment, where the making available of the information would be likely 
otherwise to damage the public interest 

9(2)(f)(ii) to maintain the constitutional conventions for the time being which protect 
collective and individual ministerial responsibility  

9(2)(f)(iv) to maintain the constitutional conventions for the time being which protect 
the confidentiality of advice tendered by Ministers of the Crown and officials 

9(2)(g)(i) to maintain the effective conduct of public affairs through the free and frank 
expression of opinions by or between or to Ministers of the Crown or 
members of an organisation or officers and employees of any public service 
agency or organisation in the course of their duty 

9(2)(h) to maintain legal professional privilege 
9(2)(i) to enable a Minister of the Crown or any public service agency or 

organisation holding the information to carry out, without prejudice or 
disadvantage, commercial activities 

9(2)(j) to enable a Minister of the Crown or any public service agency or 
organisation holding the information to carry on, without prejudice or 
disadvantage, negotiations (including commercial and industrial negotiations) 

This document is proactively released by Te Manatū Waka the Ministry of Transport. 

Some information has been withheld on the basis that it would not, if requested under the 
Official Information Act 1982 (OIA), be released. Where that is the case, the relevant section 
of the OIA has been noted and no public interest has been identified that would outweigh 
the reasons for withholding it.   

Listed below are the most commonly used grounds from the OIA. 
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16 January 2024 OC231068 

Hon Simeon Brown  

Minister of Transport  Friday, 20 January 2023 

METROPOLITAN RAIL OPERATING MODEL SETTINGS REVIEW 

Purpose 

To provide you with an overview of the Metropolitan Rail Operating Model (MROM) and to 
seek your endorsement of a draft terms of reference for the MROM settings review.  

Key points 

• Metro rail is a key part of the public transport network in Auckland and Wellington. It 
contributes significant benefits in travel time savings and congestion relief (estimated 
at $939 million to $1.054 billion per annum). 

• The MROM is the way we fund, govern, and plan for metro rail between the different 
central and local bodies involved. The MROM was agreed by Cabinet in 2009 [EGI 
Min (09) 21/8]. 

• Under the MROM, upkeep of metro rail networks is intended to operate on a ‘user 
pays’ principle, with costs shared between metro rail providers and freight service 
providers according to usage. 

• A review of the MROM settings is required to address system level issues. This is in 
response to significant service disruptions in recent years, affordability of network 
upkeep, and to align the MROM with recent changes to rail planning and funding.  

• A draft terms of reference is provided in Annex 1 for your consideration. We 
recommend you endorse it so we can proceed with the review. 

• We will progress the MROM settings review over the course of 2024 and  
 

  

s 9(2)(f)(iv)
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METROPOLITAN RAIL OPERATING MODEL SETTINGS REVIEW 

Metropolitan rail is a key part of the public transport system 

1 Metro rail is a key part of the public transport system in Auckland and Wellington. In 
2018/19, prior to the COVID-19 pandemic, metro rail boardings peaked at 21 million 
in Auckland and 14 million in Wellington.1 While patronage has recovered in 
Wellington, the staged closure to rebuild lines before City Rail Link is completed in 
Auckland has kept patronage lower. In 2022/23 patronage remained below pre-
COVID levels at 11 million in Auckland and 10 million in Wellington.2  

2 Auckland Transport (AT) and Greater Wellington Regional Council (GWRC) have 
ambitious plans to increase patronage to 60 million in Auckland and 20 million in 
Wellington by 2050. KiwiRail supports these investments as the network provider. 
These plans recognise the major benefits that metro rail provide in Wellington and 
Auckland; for example, in travel time savings and reduced road congestion, currently 
estimated at $939 million to $1.054 billion per annum.3 

The Metropolitan Rail Operating Model (MROM) was agreed in 2009 

3 The MROM is the way we fund, govern, and plan for metro rail between the different 
central and local bodies involved. The MROM was agreed by Cabinet in 2009 [EGI 
Min (09) 21/8]. Since that time, metro rail has grown in scale and complexity.  

4 In 2009, Cabinet agreed that improvements to the operation of metro rail services be 
achieved by: 

4.1 clearly defining the roles of the various parties involved in the provision of metro 
rail services  

4.2 introducing contestability to the delivery of metro rail services by financially and 
physically separating key metro rail service functions 

4.3 using performance-based contracts with appropriate transfer of risks to clearly 
identify service level expectations, monitor performance, and allocate 
responsibilities 

4.4 improving transparency so that costs, accountability, and who pays can be 
identified clearly. 

5 Funding arrangements for metro rail were developed after the 2009 Cabinet policy 
decisions. The funding arrangements for network upkeep (maintenance and 
renewals) were intended to follow a ‘user pays’ principle. Costs are shared between 
metro users - AT and GWRC with co-funding from the National Land Transport Fund, 
and KiwiRail for freight use of metro networks. We provided a more detailed outline of 
metro rail funding arrangements in our advice for your recent meeting with Wellington 

 
1 https://www.transport.govt.nz/statistics-and-insights/public-transport/sheet/boardings-all-modes  
2 https://www.metlink.org.nz/news-and-updates/surveys-and-reports/performance-of-our-
network/#DataAndReports; https://at.govt.nz/about-us/reports-publications/at-metro-patronage-report   
3 https://www.transport.govt.nz//assets/Uploads/Report/EY-Report-Externality-value-of-rail-2020.pdf  
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City Council Mayor, Tory Whānau and GWRC Chair, Daran Ponter (OC231044 
refers). 

A review of the MROM settings is required to reduce the risk of future service 
disruptions 

The metro rail system has grown, but system management has not kept pace 

6 The metro rail system has changed significantly since 2009 – with increased service 
levels4 and patronage – particularly following rail electrification in Auckland. However, 
system management, governance, and maintenance have not kept pace with 
increasing service levels. This has contributed to significant unplanned service 
disruptions. 

Independent reviews in response to service disruptions recommended a review of the 
MROM  

7 Metro rail networks have experienced significant service disruptions, and the risk of 
further disruptions remains.  

8 There have been two reports in response to recent service disruptions. The reports 
identify the need for changes in how the metro rail system works in Auckland and 
Wellington and recommend a review of the MROM: 

8.1 Deloitte’s independent review into Auckland Metro Rail system issues (2022)5 
following the identification of advanced rolling contact fatigue on the Auckland 
network, which required unplanned remediation which disrupted commuters. 

8.2 The Rapid Review into KiwiRail (2023)6 following the disruption to the 
Wellington network caused by the unavailability of KiwiRail’s maintenance 
equipment.  

9 In particular, the Rapid Review highlighted that improvement is needed in the 
approach key rail participants (the Ministry of Transport, the New Zealand Transport 
Agency (NZTA), KiwiRail, AT, and GWRC) take to metro rail and how they work 
together to deliver metro rail services.  

The MROM settings review aims to reduce the risk of future service disruptions  

10 The MROM settings review is vital to ensure that the system is fit for higher metro and 
freight rail demands (and provides the appropriate access windows for network 
maintenance). This is particularly important with the imminent introduction of the City 
Rail Link in Auckland.  

 
4 In this briefing, ‘service levels’ or ‘level of service’ refers to the customer focused aspects of public 
transport services. This includes journey time, peak and off-peak frequency (e.g. a service every 15 
minutes), train capacity, and the punctuality and reliability of services. 
5 https://www.transport.govt.nz/assets/Uploads/Independent-review-of-AMR-system-issues Final-
Report.pdf  
6 https://www.transport.govt.nz//assets/Uploads/Report-into-Rapid-Review-of-KiwiRail-Passenger-
Services.pdf  
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The MROM settings review will develop a sustainable funding model for metro rail 

15 The MROM settings review will resolve cost and funding pressures by developing a 
sustainable funding model for metro rail operations. This will include:  

15.1 developing principles that enable partners to agree levels of service, 
maintenance activities and access rights  

15.2 clarifying how costs of the metro rail network are shared between sector 
partners, with a primary focus on the cost of existing services  

15.3 developing indicative options which show how different services levels affect 
affordability for all parties  

15.4 defining different network management and operational activities and how they 
should be funded. 

16 The review will also seek to ensure all parties have a shared understanding of roles, 
responsibilities, and accountabilities (including for funding) – and are appropriately 
incentivised to deliver an improved metro rail system. 

17 The funding model will need to prioritise funding for ongoing renewal and 
maintenance ahead of capacity growth (as is the current direction under the Rail 
Plan). If not, maintenance needs for the network will accumulate with compounding 
costs. This will also reduce rail service reliability and increase the risk of service 
disruption. 

The MROM settings review is required to align it with recent changes to rail 
planning and funding 

18 The Future of Rail review was completed in 2019, and as a result a new planning and 
funding framework for the rail network was established in 2020. The New Zealand 
Rail Plan was published in 2021, providing a ten-year vision to set strategic 
investment priorities. However, no system level updates to the MROM have been 
completed since 2009 with the planning and funding of metro networks deferred to 
after the Future of Rail Review. 

19 The Land Transport Management (Regulation Public Transport) Amendment Act 
came into force in August 2023. This established a new set of guiding principles for 
planning, procurement, and operation of public transport services – including metro 
rail.  

20 A review of the MROM settings is required to align it with these changes to rail 
network planning and funding and with the revised legislative framework for public 
transport services. 
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ANNEX 1: DRAFT TERMS OF REFERENCE – METROPOLITAN RAIL 
OPERATING MODEL SETTINGS REVIEW 
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