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Tēnā koe 

Request for information 2023-174 

I refer to your request for information dated 27 June 2023, which w s received by Greater Wellington 
Regional Council (Greater Wellington) on 27 June 2023. You have requested the following: 

“Please provide the full cost / benefits case and post implementation analysis, including ALL capital 
and operating costs associated with the implementation to 31 March 2023. 

It is expected this to includes details of LL stakeholder engagement and include the post 
implementation satisfaction surveys (and other engagement) with staff and train passengers” 

We acknowledge that our response to y u  request for information has not been sent within the 
statutory timeframes outlined in th  Local Government Official Information and Meetings Act 1987. 
We apologise for the de ay i  our response.  

Greater Wellington s response follows: 

Snapper electroni  ticketing has been implemented on the rail network as an Interim Solution 
towards achieving the National Ticketing Solution (NTS), which is expected to begin taking effect in 
Wellington across ra l, ferry, and bus within the next 4 years.  

S apper on Ra  was initially trialled in November 2021 on the Johnsonville line as a part of the NTS 
transition p ocess and was an opportunity to learn from operational and customer experience. This 
trial was onsidered a success and it was then decided to extend Snapper to the remainder of Greater 
Wellington’s rail network in November 2022 with support from Waka Kotahi.  

Full cost/benefits case  

Please refer to Attachment 1 which includes our previous response to you on this matter (letter 
dated 11 April 2023). 
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Post implementation analysis  

The Snapper on Rail Interim Solution project was delivered under the approved budget  to the 
agreed scope and within the approved implementation timeframe. 

Our data sources show that in the period since the implementation of the Snapper on Rail Int ri  
Solution in November 2022 to 31 March 2023, we have successfully processed 3,400,9 7 tag on/tag-
off transactions for rail.   

Note that we are planning to review the design work that informed the quantity an  location of 
Snapper validators at Wellington station, to confirm the assumptions made on customer throughput, 
update the passenger flow model, and determine if there is any optim ation work that can be done 
to minimise peak queuing. That work is due to be undertaken by the engi eering firm Stantec in the 
next few months. 

Attachment 2 includes the Customer Satisfaction report completed for Johnsonville after Snapper 
on Rail was rolled out on the Johnsonville line.  ur n  independent survey of customers’ 
experience of Metlink public transport, which includes icketing experiences, is published on our 
website, at the following link: https://www.metlink org.nz/news-and-updates/surveys-and-
reports/customer-satisfaction-survey/. The result  of the most recent survey will be made publicly 
available at the beginning of September  

Greater Wellington Regional Council has n t conducted any additional post implementation analysis 
and therefore refuse this part of your request under section 17(g) the Act on the basis that the 
information requested is not held y Greater Wellington and there are no grounds for believing that 
the information is held by another l cal authority or a department or Minister of the Crown or 
organisation. 

Capital and opera ing costs 

The actual operational and mplementation cost incurred to 31 March 2023 for the Snapper on Rail 
Interim Solution Project is: $13,614,900; this includes: 

 costs total ing $4,178,560 that form part of the National Ticketing Solution budget and would 
have ee  required for the roll out of the National Ticketing Solution (but were advanced in 
timing or the Snapper on Rail Interim Solution). These include: civil works, rail station design 
and some costs associated with changes to revenue protection as the result of the introduction 
of electronic ticketing.  

 he core project team costs 
 communication and marketing costs  
 the Snapper system implementation and additional operating costs incurred up to 31 March 

2023 
 revenue protection costs incurred up to 31 March 2023 
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 reimbursement of some default fares incurred in the transition period. 
  
The above figure does not include: 

 the Snapper on Rail Pilot (Johnsonville Line) costs of $6,374,370 
 Snapper additional operating costs after 31 March 2023 
 revenue protection costs after 31 March 2023 

If you have any concerns with the decision(s) referred to in this letter, you have the right to request 
an investigation and review by the Ombudsman under section 27(3) of the Loca  Gover ment Official 
Information and Meetings Act 1987.  

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

Nāku iti noa, nā 

Samantha Gain 
Kaiwhakahaere Matua Waka-a-at a | Group Manager Metlink 
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File Ref: OIAPR-1274023063-963 

  
  

Tēnā koe   

Request for information 2023-047 

I refer to your request for information dated 10 Mar h 2023, wh ch was received by Greater 
Wellington Regional Council (Greater Wellington) on 10 March 2023. You have requested the 
following: 

“Please send me a copy of the ORIGINAL business case for introducing snapper on the regional train 
network” 

Greater Wellington’s response follows: 

There was no original business case for intro ucing snapper on the regional train network. Therefore, 
we are refusing this part o  your request under section 17(e) of the Local Government Official 
Information and Meetings Act 1987 (the Act) on the basis that the document alleged to contain the 
information requested does not exist or, despite reasonable efforts to locate it, cannot be found.  

When refusing a req est under section 17(e) of the Act, we are required to consider consulting with 
you. In this instance, we do not believe consulting you would change the outcome of our decision.  

Following the su cessful pilot of Snapper on Rail on the Johnsonville rail line, Waka Kotahi supported 
Grea er Wellington to implement Snapper across the whole Wellington rail network from November 
2022  Electron c ticketing provides invaluable data regarding how our rail services are being used 
wh ch will help us improve future rail service planning. 

n February 2022, a report was presented to Council to advise it of an interim solution for an 
el ctronic ticketing solution prior to the implementation of the National Ticketing Solution. This 
report contains information relating to rationale for the introduction of Snapper on the rail network 
and is attached as Attachment 1 to this letter.  
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In April 2022, an approval and procurement memorandum was prepared for the Chief Executive to 
enable the implementation of the interim Snapper on rail ticketing solution. A copy of this 
memorandum is attached as Attachment 2 to this letter.  

• On page 4 you will see that some information has been redacted from the memoran um  
We have redacted information as it falls outside the scope of your request and is marked 
accordingly. 

• Appendix A sets out the Cost/Benefit Breakdown when implementing Snapper on Rail. Some 
financial information has been redacted. This has been withheld und r section 7(2)(b)(ii) of 
the Act on the basis that releasing this information would likely prejudi e the commercial 
position of the person who supplied the information or who i  the subject of the information 
and has been redacted and marked accordingly.   

• Appendix B sets out the breakdown of implem ntation costs. The detail of the financial 
breakdown has been redacted.   This has been withheld u der section 7(2)(b)(ii) of the Act 
on the basis that releasing this information would likely prejudice the commercial position of 
the person who supplied the information or who is the subject of the information and has 
been redacted and marked accordingly.    

We have considered whether the public interest in the requested information outweighs Greater 
Wellington’s need to withhold certain asp cts of the requested information. As a result, we do not 
consider that the public interest utweighs Greater Wellington’s reason for withholding parts of the 
document under the grounds dentified above. 

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

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

Nāku iti noa, nā 

 

 
Samantha Gain  
Kaiwhakahaere Matua Waka-ā-atea | General Manager Metlink 
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APPROVAL MEMO TO DELIVER INTERIM SNAPPER SOLUTION  PAGE 1 OF 9 

 
TO Nigel Corry, Chief Executive 

COPIED TO Nicki Lau Young, NTS Project Director  

FROM Scott Gallacher, General Manager, Metlink  

DATE 14 April 2022 

FOR YOUR ACTION: APPROVAL MEMO AND PROCUREMENT MEMO FOR INTERIM SNAPPER ON RAIL SOLUTION 

Implementation of the Interim Snapper on Rail Solution in support of Metlink’s 
resilience and preparedness:  Preparing for National Ticketing Solution (NTS) 

1.  The purpose of this approval memorandum is to request your pproval to: 
a) the implementation of an interim roll out of Snappe  electronic ticketing across the 

remainder of the rail network (the Interim So ution) - noting the Johnsonville line pilot 
commenced in November 2021 - with the expectation that the full network (rail, bus, 
ferry, and cable car) will transition to the NTS in approximately 2.5-4 years, with the 
most recent insights from Waka Kotahi indicating it is more likely closer to 4 years; 

b) a variation to the Interim Bus Ticketi g Solution (IBTS) contract with Snapper to 
reflect the Interim Solution  and 

c) signing the attached “side note” with Waka Kotahi, which underpins Waka Kotahi’s 
agreement to funding he Interim Solution and our commitment around NTS. 

2. We have been advised by Waka Kotahi management that the Waka Kotahi Board will be 
considering the Inte im Solution at its Board meeting on 21 April. This approval would ensure 
FAR funding applying to he Interim Solution costs.   In the event this is not approved, we will 
need to request Council approval for us to proceed unilaterally, and propose this could be 
done as an extraordinary meeting of Council following either the Council workshop on 26th 
or 28th April. 

3. We are therefore requesting that you agree to the above approvals subject to Waka Kotahi 
approval to FAR funding of the Interim Solution.   

4. The memo also notes the arrangements that will need to be put in place for revenue 
protec ion under the Interim Solution and the upcoming approvals in this regard.  

Backg ound 

5  Since mid-2018 electronic ticketing has been provided on all buses in the Wellington Region 
under the IBTS (Interim Bus Ticketing System) Agreement with Snapper Services Ltd. Rail has 
continued to use paper tickets pending the introduction of the NTS which has had a number 
of implementation dates, but at the time of the IBTS agreement was scheduled for 
implementation in 2021/2022. 

6. On 14 November 2021, GWRC initiated a pilot of Snapper on the Johnsonville Rail Line 
(Johnsonville line pilot) as part of its transition to NTS to learn from operational and customer 
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experience. This trial has already been very successful, providing many learnings and 
generating a positive customer response. 

7. GWRC received advice from Waka Kotahi in December 2021 that a state of readiness of NTS 
for implementation on the Wellington network will not be before mid-2024 at the very 
earliest. 

8. As a result of this advice, a proposal to implement the Interim Solution on the remainder of 
the rail network (Kapiti, Hutt, Melling and Wairarapa lines) has been explored to ena le u  
to meet community needs that come from electronic ticketing, and in support of ongoing 
resilience and preparedness objectives. This would be implemented by extending Snapper to 
the remainder of GWRC’s rail network in November 2022. 

Scope 

9. The functionality of the Interim Solution will be limited to that needed to introduce electronic 
ticketing on an interim basis onto the rail network. This means that  for the large part, the 
functionality (including validator form) would be the same as the Johnsonville line pilot, with 
minor additions to reflect the fare requirements for multiple ail lines moving to Snapper. 

Benefits of Interim Snapper Solution  

10. There are a number of benefits in implementing the Inter m Solution ahead of a transition to 
the NTS. These are: 

• Contactless payment option for rail in a Covid environment. While the option to pay by 
cash on board the train is proposed to be retained during this Interim Solution, the ability 
to pay by Snapper will significantly reduce Council’s financial exposure in the event that 
we need to move to only contac less ayment to reduce health and safety risks for 
customers and workers  

• Increased fare reven e through reduction in revenue leakage on rail (see cost/benefit 
analysis below). 

• Availability of dat  (which is non-existent or poor for aspects of the paper ticketing 
system) regarding rai  usage in support of increased network planning and efficiency; and 

• Meeting community expectations of having electronic ticketing across our bus and rail 
network  

 
11. An ext nsion of the Snapper on Rail trial will also provide invaluable lessons for the 

impleme tation of the NTS and its integration into Metlink operations and business activities.  
It will als  continue the important step of culturally transitioning all rail customers to 
electronic ticketing to support a smoother NTS transition. Other key learnings will include 
revenue protection, passenger behaviour and flow management and optimal location of 
physical electronic ticketing devices and its retail network. 

Cost and Financial Benefits of the Interim Solution 

12. There is currently an LTP provision of $68m ($49m Capex, $18m Opex) for the introduction 
of integrated fares and electronic ticketing this triennium.  
 

13. The total incremental cost (above the expected GWRC’s NTS implementation costs) of the 
Interim Solution and assuming a transition to NTS in February 2025 is $18m of project opex. 
SoR is intended to be a short-term interim arrangement only in place for 2-3 years and 
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providing key learnings for the wider roll-out of NTS.  It is therefore proposed that any 
spending on Snapper on Rail this triennium be treated as non-capital project cost (project 
opex). As such, this can be funded via a combination of loan and rate funding. 

 
14. The expected financial benefit from the Interim Solution over the same timeframe from 

increased revenue protection is $14.6m (opex).  
 
15. This results in a net cost of the Interim Solution of $3.4m given it is expected that up front 

capital expenditure will be mostly offset by operational savings. The cost and benefit 
breakdown is set out in Appendix A. Note that there a number of other potentia  benefits 
that have not been quantified e.g., paper ticket cost savings, improved data insights, and 
customer experience etc. 

Procurement of Snapper Ticketing Services 

16. We are proposing to direct source the Interim Solution ticketing services to the existing 
supplier, Snapper Services Ltd, under a rule 14 exemption from op n advertising. GWRC 
considers that exemption 14.9(c) applies for the following rea ons: 

• This is expected to be a short-term technical solu ion until the NTS is available, and there 
is no reasonable alternative to achieve the required timeli e of November 2022. 

• The existing contractor for the IBTS Agreemen  has significant technical knowledge of 
the existing system and will be able to mo e cost effectively deliver a service for rail. 

• There would be a substantial lead time and duplication of costs to get another supplier 
up to speed to deliver a rail outcome, which would still not be compatible with the bus 
network.  

• Snapper are in a unique posit on to deliver the pilot to the timescales required and with 
minimum operational risk. 

• To run a full procurement pr cess would duplicate work being done as part of the NTS 
and could create a litigat on risk. 

17. The key terms for the Int rim Snapper Solution are: 
• A 2-phase implementation programme with the Kapiti line going live in early November 

2022 fol owed by the Hutt/Melling/Wairarapa Lines in late November. 

• The IBTS Agreement is an evergreen contract however the Interim Solution variation 
states a contract end date of December 2026 with GWRC rights to early termination on 
18 months’ notice. The December 2026 date has been chosen to give maximum 
fle ibility in the event NTS is delayed. 

 Equipment and establishment costs will be paid off within 12 months. This is within the 
minimum possible contract duration which means that there is no need for complex 
mechanisms for calculating residual capital sums or balloon payments in the event of 
early termination for NTS. 

18. The total value of the contract for the Interim Solution is $17.7m if it runs for the maximum 
duration – the cost breakdown is set out in Appendix B. 
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the basis of a February 2025 NTS implementation however approval is sought for the 
full contract amount;  

f) Note that if the Waka Kotahi Board does not approve FAR funding of the Interim 
Solution, we will need to consider proceeding unilaterally and seek Council approval for 
such a course of action.  We have financial cover under the LTP to do this, but Council 
would need to approve that FAR funding would not be available for this project.  
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Approval and sign off 

Contract and Procurement approach as set out above approved by (Authorised DFA): 

 

__________________________________ 
Signature 
 
Nigel Corry 
Chief Executive 

Date: 19/4/2022 
  

VE 
E



VE 
E



VE 
E



VE 
E



VE 
E



VE 
E



VE 
E



VE 
E
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Results by Station
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