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Executive Summary

Waka Kotahi NZ Transport Agency produces an Annual Report on the Rail Network
Investment Programme (RNIP) as part of its monitoring function under section
102A of the Land Transport Management Act 2003.

Progress towards outcomes in 2022/23

The NZ Rail Plan outlines a monitoring framework to assist in measuring the
achievement of outcomes across the wider programme of government investments
to restore a resilient, reliable, and safe freight and passenger rail network for New
Zealand. The framework covers a wide range of topics across KiwiRail's above an
below rail businesses. Results for 2022/23 are shown below.

Table 1: Overall outcome results for 2022/23

Outcome Target Trend
Improve the Value of Rail D o 2
More Freight carried by rail J,
More people travel by rail V

Reduced emissions A

Fewer fatalities and incidents

Rail network is more efficie

Achieved Within 10% 4 >10% D t'\:]c,)st “Z?ﬁ,ﬁed
target of target below target (Tri—gnnual)
Trend (to prior year) T doing better €> nochange “l' doing worse
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Of particular importance to measuring the success of investment through the
RNIP is the set of Key Performance Indicators (KPIs) under the network condition
indicator. Performance against these KPIs has remained variable with temporary
speed restrictions remaining the biggest issue on the network. Many of these
restrictions are in place due to ongoing improvement and renewal works on the
network and will continue until KiwiRail has completed these programmes. We
note that this is year two of a 10-year programme so there is still significant work
to be completed to improve overall network condition, but progress is being made
towards this result.

This report also highlights performance in the Auckland and Wellington metros
using resilience and reliability results to demonstrate how customer performance is
being delivered.

Punctuality (on time performance) has declined compared to last year in both
Auckland and Wellington, with a significant decline in peak period punctuali

Wellington. This has been driven by the significant capital and maintenan
that are in progress in the two metros.

Reliability (percentage of services cancelled) has also worsened,
decline in Auckland as a result of the Rail Network Rebuild li

Additional investment is still required to bring the net
agreed standard and achieve the desired level of service
improvement works are occurring through current improvément projects, the works
themselves result in significant disruption which atively imdpacts customer
performance. Cost increases and pressures remain'@n these projects, and we
highlight the criticality of fully funding the orks as a priority.
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Summary of key findings

Impact of extreme weather events

This year's delivery was impacted by the two major weather events in the North
Island. These were the Auckland Anniversary weekend floods (late January)
impacting Auckland, Northland, and the Bay of Plenty, and Cyclone Gabrielle (early
February) impacting a significant amount of the network in the North Island. These
weather events disrupted six months of the financial year and will continue to utilise
valuable resources during the ongoing recovery phase. While the overall impact of
these events was significant, the delivery of the renewals programme in 2022/23 was
not significantly impacted and KiwiRail was able to work around any issues to achieve
overall delivery targets. However, an impact was felt across the civils and structures
teams with design resources diverted onto the delivery and approval of recovery ta
These events have impacted KiwiRail's performance against RNIP KPlIs.

Disruptions to supply chain

Disruptions to the supply chain were not as evident this year and over

issues have been well mitigated through the early procurement of jaley The
disruptions that were evident were often in related to events hap i Australia
rather than further afield.

KiwiRail effectively mitigated these issues as much as h a number
of initiatives including reprioritising to reflect constraints,"@btaining engineering
approvals for alternate products, bulk ordering andsordering ‘@mponents and
utilizing domestic manufacturing where possible.

Plant procurements remain critica

Progress on the procurement of plant i geferally as planned and
remains critical to enabling produciivi d programme outcomes.

Progress on the procuremént dditional tamping machines remains on track
and is perhaps the mosgur
capacity is critical to re j
KiwiRail has also pro
New Zealand in August 2

d-hand tamper from Japan which arrived into
is will go into service shortly.

A replaceme evaluation car (TEC) has also featured in the RNIP since
its inception well into the procurement phase with tenders having closed

remains on track for delivery as planned and we note KiwiRail
alternatives to supplement the current TEC that can carry out more
k inspections on the metro networks.

hir agons (known as EWR wagons) which are used to transport and handle
engths of rail are being procured through this RNIP and the request for tender
process closed in April 2023. The contract award was delayed allowing time to

ully evaluate and complete negotiations, with anticipated build completion in
December 2024 and commissioning February 2025. There will be a delay of one
year compared to the original schedule for delivery within the RNIP. The advanced
ordering of rail components can help in mitigating the impact of the delay, but it will
constrain KiwiRail's ability to ramp up activity as quickly as planned.
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Recruitment of resources has continued strongly

Significant levels of recruitment are required to deliver the RNIP. In our first Annual
Report we noted that just over 80% of the planned intake of front-line staff had
been achieved. This year completes the initial step up in resourcing required and
KiwiRail is currently sitting at 93% of roles filled across the full programme.

Cost pressures and escalation remains a real issue

Cost escalation remains a significant risk to the delivery of the 10-year programme
and the effect of inflation over the 10 years of the programme could be more

than $500 million. Current cost pressures include rail costs increasing 39%,

with sleepers increasing 22% and turnouts around 25%. Shipping costs have

also increased significantly. We also note the cost of KiwiRail's annual insurance
premium has increased significantly following the extreme weather events this ye
We are concerned that if sufficient funding is not provided than current and futu
cost pressures will need to be managed by deferring renewals to remain wi

overall budgets.

Renewals programme delivery

Overall, renewals delivery has been strong in most asset classes tional
freight network. Of particular note has been the deliver e wals with

ing and full
increase of 16% from
2021/22. Overall, this is an excellent result. Howedgr, the civils and structures
programmes were impacted by design and conpsenting delays and did not achieve
targets. These delays were often driven by divert resources to KiwiRail's
weather event response. Programme m e tre
well to changes to the programme.

While the renewals programme for'the Treight network has progressed well, issues
remain in the two metro rétw I e metro networks, routine renewal (and
maintenance) costs ar reghbet central and local government. Since the
publication of the RNIP, iRaifthas increased its estimates of the quantity and

cost of renewal (an te activity in both metros to reflect updated

asset condition infofmatiofj,)additional testing for Rolling Contact Fatigue (RCF),
inflation and o 0 sures (e.g. insurance). This added increased pressure on
councils’ abil et and pay and has led to a significant shortfall in the actual
contributien.co d to what was finally requested and a total of $80.1 million of
and maintenance work being deferred.

alntenance costs is a critical issue to enable the metro networks to be maintained
o the level of service desired by the customer. This work will be taken forward, led
by Te Manatt Waka - Ministry of Transport, through a review of the Metro Rail
Operating Model.

KiwiRail has begun to develop benchmarking across its activities to support

future programme costing and to demonstrate value for money. We consider the
development of a robust set of benchmarks is a matter of priority and recommend
that KiwiRail progress this at pace to support the assessment of RNIP 2024-27, and
this should be complemented with further work to increase project and programme
delivery maturity and cost analysis.
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Asset Management Continuous Improvement Programme (CIP)

The CIP is progressing well, and we remain satisfied that the initiatives identified

in the CIP will go a long way to resolving many of the issues identified in our initial
RNIP assessment and advice. We continue to connect the Lead Asset Management
Advisor from Waka Kotahi with KiwiRail's General Manager Asset Management,
so they are able to share knowledge and support each other to increase both
organisations’ asset management maturity.

Good progress is being made on the deliverables within the programme with
many now complete and the remaining items in progress. We are already seeing
the benefits of the improved CIP deliverables as we receive KiwiRail's asset
management documents to support RNIP 2024-27.

Metro improvement projects

forecast expenditure - the Auckland Integrated Rail Management Ce
Auckland Additional Power Feed. The final out-turn for the year was $21.

(45% under original estimates).

for early materials
in controllers, and no

The Integrated Rail Management Centre is now well int
progressing well. Expenditure this financial year was b
forecast due to lower contractor fixed costs, lesser pay
procurement than expected, re-scheduling of training for t
requirements for forecast contingency.

The Additional Power Feed project has expexie me delays due to extended
negotiation times on key contracts. These aréfaow complete with contracts
awarded. These delays have driven the ce'te budget this year pushing cost
into 2023/24 and will now impact yroject delivery timing meaning a
carry-over into the 2024-27 period\khe ict is still expected to be completed
before CRL goes live.

L 2
Programme level ri &sues

KiwiRail continues t na IP delivery risks and report them to Waka Kotahi
as part of monthly quarterly reporting. We consider that these capture the
relevant topic table mitigation plans in place. The risks consider

the wider Ki s portfolio in its assessment and management. We are
continuj ith KiwiRail on mitigations, and ways to maximise the

at the multiyear funding provides.
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Looking forward to 2023/24

The final year of the first RNIP sees a further planned increase in the quantity of
track renewals and civils works. Based on achievements to date we consider these
are challenging but achievable targets. We note that the Cyclone Gabrielle recovery
works will add a significant amount of work to the annual work bank and may pose
a risk to deliverability.

There are a number of areas where KiwiRail will need to focus on in the final year of
this RNIP if it is to achieve the stated outcomes for this period (to deliver improved
asset condition on priority network routes, and improved asset management
maturity and data quality to support decision making). They relate to all temporary
speed restrictions (priority and secondary routes), rail condition faults and defects,
track quality and structures risk reduction.

Based on this year's delivery, KiwiRail has updated its 3-year estimated cashfl

pressures noted above.
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In Summary

Renewals delivery has been strong in most asset classes for the national freight
network with track renewal target being exceeded. This is an excellent result.

Supply chain disruptions were not as pronounced this year, but disruption was
experienced due to a number of extreme weather events. These events led to a
diversion of resources away from planned works (particularly impacting civil and
structures staff).

While network condition KPIs have remained variable, we note this is year two of
a 10-year programme so there is still significant work to be completed to improve
overall network condition.

Issues remain in the two metro networks where affordability issues for local
councils have led to a reduction in planned critical work. This is leading to
significant disruption and highlights the criticality of finding a solution to th n
affordability issues. As a critical first step to resolution the Ministry ra
now commencing a review of the Metro Rail Operating Model.

Q

Cost escalation remains a significant risk to the delivery of the 10
We are concerned that without sufficient funding curren

that the development of a robust set of benchmar
recommend that KiwiRail progress this atdpac
RNIP24-27, and that this should be comple te
project and programme delivery maturi t an

ort the assessment of
further work to increase
Sis.

Based on this year's delivery, KiwiRail pdated their 3-year estimated
cashflow. This now shows an expected spend and carryover into 2024-27
of between $65 and $115 m i0 date and tightening from last year's
forecast which was bet and $170 million).
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Section 1: Purpose and scope

1. Thisreport is the Waka Kotahi NZ Transport Agency Annual Report on the Rail
Network Investment Programme (RNIP), as required under section 102A of the
Land Transport Management Act 2003 (LTMA).

2. Under section 102A Waka Kotahi must:

a. monitor the provision of rail activities or combinations of rail activities
approved by the Minister under section 22F; and

b. monitor the extent to which the rail network investment programme -
» contributes to the purposes of this Act; and

» is consistent with the Government Policy Statement (GPS) on land
transport; and
c. report annually on its findings to the Minister.

Section 2: Background and
context

RNIP Approvals to date

3. A summary of RNIP approvals to cloding atable summarising the costs
associated with those approvals, ded in Appendix A.

Summary of first An eport

4. InNovember 202 S itted our 2021/22 Annual Report. A summary of

ply chain disruptions that were experienced,
in what was the first year of a ten-year programme.

The flow on effect of delays and the natural growth of the programme
meant some work will now be deferred to the 2024-27 period. This was
expected to be between $85 and $170 million.

= \We recommended KiwiRail develop an overarching productivity
programme. This would review lessons learnt from delivery to date and
identify continuous improvement initiatives for future RNIP delivery.

Rail Network Investment Programme - 2022/23 Annual Report
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Section 3: Annual Report on the

delivery of the RNIP 2022/23

5. This section summarises the delivery of rail activities approved under section
22F and reconfirms that the activities continue to contribute to the purposes of
the LTMA and are consistent with the GPS 2021. In this section we will:

® Provide a summary of the suite of reporting metrics in the NZ Rail Plan
and RNIP to show how the delivery of activities are contributing to the
outcomes sought from the investment.

® Provide a summary of overall delivery, and (in an appendix) a commentar,
on the delivery of the individual activities.

® Reconfirm the activities contribution to the LTMA and consistency, e
GPS 2021.

® Provide an update on the findings and recommendations from otiiin
advice and last annual report.

Part 1: Summary of reporting

contribution to outcomes

6. Section 3 of the NZ Rail Plan (Measuring the
a monitoring framework to assist in measurin
across the wider programme of gove
reliable, and safe freight and passe
framework identifies seven ‘succ
measure progress (achievement)

nefits offhvestment) outlines
e achievement of outcomes
tments to restore a resilient,
for New Zealand. The
veral draft indicators to
Inst the seven success factors.

7. A more detailed repogfingdkamework has been developed within the RNIP that
is consistent with e the Rail Plan. This framework consists of
three levels of repo 'Nrovide increasingly detailed and more granular
information, bu demonstrate progress towards outcomes. It
contains:

—

s Nineo seven Rail Plan success factors, plus two additional

outc

indicators (cascading up to the nine outcomes)

hirty-six individual KPls with targets (cascading up to the
fourteen indicators) (plus other additional KPIs which are only
measured every three years).

outcomes and indicators cover a wide range of topics across KiwiRail's

above and below rail businesses (such as on-time performance for freight and

asset condition indexes). We are satisfied that they are consistent with good

practice having reviewed them against international equivalents.
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9. This annual report summarises the results at the ‘Outcome’ and ‘Indicator’
level for the current year (2022/23) and trend which signals how the indicators
have moved since last year. It is important to note that outcomes are more
appropriately measured and monitored over the longer term and improvements
in reliability and resilience across the network will take some time to deliver.
As such, there is a likelihood of fluctuation in indicators in the short term.
Commentary is provided with a focus on the KPIs that pertain to RNIP delivery
that flow up to indicators and outcomes.

Table 2: Overall outcome results for 2022/23 and trend demonstrating movement
from previous year's results

Not reported

Achieved Within 10% >10% . .
A target of target V below target D this perigg

Trend (to prior year) T doing better H no change J,

Outcomes Indicators Summary comimenta

(As pertaining to RNIP delivery)

Improve the D Value of Rail Report I:I
Value of Rail
More freight Mode share for freight
carried by financial year and the impact
rail ¢ eather events (resulting in line
ures) léd to a lower than planned freight
volumes. Phe subdued market was felt
cross all freight modes and at ports.
Mode share across road and rail remained
& consistent to the previous year.
More people Mo p vel V Commuter journeys remained below target
travel by rail by rai but we note a 66% increase on the previous
(passenger Y & vear
mode shift) Of note, Scenic Tourism passenger numbers
outperformed target and this was the
first full non-covid year for Te Huia, with
record patronage being achieved as people
returned to the office and made use of the
Government's 50 per cent fare reduction.
Re@tc Tonnes of greenhouse
sion gases emitted per
& vear VAN
Tonnes of avoided
emissions A

Rail Network Investment Programme - 2022/23 Annual Report 12



Outcomes Indicators Summary commentary

(As pertaining to RNIP delivery)

Fewer v Number of rail safety V The target was not achieved. KiwiRail is
fatalities and incidents undertaking a reset of their Care and Protect
incidents ¢ l' culture and to address critical safety risks.

Deaths and serious

injuries (include V
KiwiRail Personnel/ l'
KiwiRail Contractors,
excludes non-KiwiRail
incidents/suicides etc)

Decreasing number
of level crossings in
service

is more productivity /
efficient T utilisation

Rail network v Travel time reliability
is more

A

L g
Rail network Rail freight A

v
reliable ¢ l'

Number of
derailments

Network condition Individual KPI results remain variable
particularly on priority routes. The KPI for
s a temporary speed restrictions on priority
routes has significantly worsened this year
due to disruption from KiwiRail's renewals
and upgrade works and the impact from the
major weather events.

Tamper availability has continued to impact
the completion of works due to the scale

of full programme. KiwiRail has 4 tampers
ordered and have purchased a second-hand
tamper in response.

ne A Number of outages A

i re

resi H

to the applications approved

A rd
Fair access Track access A
network (_) H

Note: A number of these results also feature in KiwiRail's Statement of Corporate Intent
and are subject to audit and confirmation.
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10. Of particular importance to measuring the success of investment through the
RNIP is the set of KPIs under the network condition indicator. As noted, these
have remained variable with temporary speed restrictions (TSRs) remaining
the biggest issue on the network.

11. The ongoing TSRs on the network are as a result of weather events, tamper
availability and reliability, non-RNIP capital programmes, asset condition and
planned renewal activities. We note that:

® The two metro networks continue to be severely impacted by TSRs due
to the amount of upgrade projects underway and their related TSRs. This
means short term disruption to achieve longer term benefits.

® There is fluctuation in TSRs numbers due to planned renewals and
upgrades which impact on the KPI result.

e  Unknowns like extreme weather events and any accelerated asset
deteriorations have increased the number of TSRs in place.

12. KiwiRail continues to monitor and plan for the removal of TSRs.

ongoing and increased rail grinding, improvements to slope stabi

replacements and strengthening, and the introduction of new t

improve reliability of priority lines. As noted further in this re

has also procured a second-hand tamper from Japa ich into New

Zealand in August 2023. This will go into service @
and

13. Below, we also highlight the performance in the Aue
metro networks using resilience and reliability results tf@demonstrate how
customer performance is being delivered.

N\

Rail Network Investment Programme - 2022/23 Annual Report
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Auckland Metro Network Performance

14. Punctuality (on time performance) target was not achieved in 2022/23, with
a result of 92.8% compared to a target of 95%. The result has also worsened
compared to last year (2021/22 result was 97.2%).

15. Reliability (percentage of services cancelled) target was not achieved in
2022/23, with a result of 85% compared to a target of 98%. We note that
KiwiRail and AT agreed to cancel services under the designed access model to
achieve Rail Network Rebuild outcomes which caused the decrease. The result
has also worsened compared to last year (2021/22 result was 97.1%).

16. Inthe Auckland metro network, there were a significant number of speed
restrictions for the first half of the financial year, and while they reduced for
the second half there was still a significant impact on punctuality performan
Extreme weather and major events between January and June 2023 also ha
a significant impact on performance. Other contributing causes impacti

performance have been one off events, such as the effect of th H

passed at danger (June), overhead line equipment bird strike (Ma

in the network control building (May). Trespass and axle cou i (a
device on a railway that detects the passing of a train betwe intsona

inutes.

17. Significant work is still required to bring the net the desired
the Rail Network Rebuild project and the signj icant line®losures to undertake

pressures remain in this project, an
(as it was initially funded in 2018) we h
how fully funding the cost increa
benefits of the City Rail Link.

criticality of the project and
s a priority to realise the
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Wellington Metro Network Performance

18.

19.

20.

21.

The punctuality (on time performance) target was achieved in 2022/23,
with a result of 96% compared to a target of 95.5%. However, the result

has worsened compared to last year (2021/22 result was 98.8%). We also
note that within the 2022/23 result, punctuality within the peak period has
worsened significantly and dropped to 87.6%. This is a disappointing result as
it relates to the periods of the highest patronage and is due to the increased
frequency of train services during these periods (both morning and early
evening). This means that any network disruption has a much greater impact
on service levels and can often extrapolate out to services over a long period.
Off peak services are much less impacted by network disruption as less
services are travelling, and the network is not under as much stress.

The reliability (percentage of services cancelled) target was not achieved in
2022/23, with a result of 99.3% compared to a target of 99.8% The res S
also worsened compared to last year (2021/22 result was 99.7%).

In Wellington, speed restrictions caused significant delays on all lin
were a number of causes to these delays including slips and si

with the greatest number relating to the ongoing upgrade pro

on the Wairarapa Line). Extreme weather also had agigr on
performance with slope failures causing significa @ he North Island
Main Trunk leading to extended journey times and atedtction of service.

As is the case in Auckland, significant work is still requi
bring the network condition to the agreed stan
level of service. This work is ongoing ‘thro
Programme and the ongoing works hav o i
reliability results. Cost pressures

g in Wellington to
rd and achieve the stated
ellington Metro Upgrade
ted the punctuality and
is'project, and while it is

outside of the scope of the RNI |n|t|aIIy funded in 2018) we highlight
the criticality of the project andho unding the cost increases must be
seen as a priority to e’ab ivery of the RST (15 minute) timetable.

AN
®0

Rail Network Investment Programme - 2022/23 Annual Report
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Part 2: Summary and commentary on delivery of
activities
22. Waka Kotahi have developed a Monitoring Plan for RNIP 2021-24 which contains
four key areas of focus:
® Renewals programme delivery
® Asset Management Continuous Improvement Programme (CIP)
®*  Metro improvement projects

® Programme level risks and issues.

23. These four areas are discussed below, but we first provide commentary on five
common challenges that have affected all areas of delivery.

Extreme weather events impacted the network and
affected some elements of delivery.

24. This year's delivery was impacted by the two major weather even
Island. These were the Auckland Anniversary weekend floods (la

structures. Assessments of the extent of the damage ‘and rebuild options are
ongoing and KiwiRail is now a participating organisation #the wider Transport
Rebuild East Coast (TREC) alliance that was established for the Cyclone
Gabrielle recovery.

25. These events have impacted on this
impact on Track Quality Index, Te @. Speed restrictions and Heat 40's
on the damage primary lines iple' KPls on some secondary line as
resources are divert%to er Work.

ed r disruptions over six months of the
financial year and réquice reallocation of valuable resources from other
important RNIP, iti ring the recovery phase. Despite this, the delivery
of the renewalsiprograhme in 2022/23 was not significantly impacted due

26. These weather ev

to KiwiRai k und any issues to achieve overall targets. Reallocation
of resoufce ted the civils and structures teams with design resources
div delivery and approval of recovery tasks.

27..The of these extreme weather events is being assessed for the final year

P and there is a risk that both design resources (whether involved
actual design processes or the approval of third-party designs) and supply

chdin (contractor) availability will be limited as they are diverted onto the wider

transport system rebuild.

Rail Network Investment Programme - 2022/23 Annual Report
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Disruptions to supply chain continued but had a lesser affect.

28. Disruptions to supply chain were not as evident this year and overseas supply
issues have been well mitigated through the early procurement of materials.
The disruptions that were evident were often in related to events happening in
Australia such as the nationwide port workers strike and wider Australian labour
shortages impacting material delivery and adding to delivery times. Australian
forest fires also drastically decreased timber supply below levels of demand.

29. Mitigations by KiwiRail included:

® reprioritising the forward works programme to reflect material capacity
constraints

® obtaining engineering approvals for alternate timber products (such as timber
sleepers from Africa)

® considering alternate port and transport arrangements to ensure deliver

® bulk ordering of equipment and rail components to reduce costs a
improve the attractiveness of supply

"

® moving from a “just in time"” delivery of rail components to an “just i
delivery, which means KiwiRail is ordering components i efor the
following financial year and holding some inventa

® bringing manufacturing back to New Zealand duc

creates jobs for New Zealanders.

The procurement of plant remains critical to enable delivery
performance and productivity improvements.

30. Plant is a critical enabler of producti a amme outcomes. It enables
KiwiRail to complete core tasks efficientiya(bot e and cost) and to grow
productivity and capacity into th . resg.on plant procurements is

proceeding as planned with t
procurement of critical plant i

= Tamping maching
Tamping mach Na significant constraint to the successful
I

ut elow:

completion o ané upgrade works, and their lack of availability
is leading tgfexten riods of continued TSRs - as evidenced through
outcomes reporting! We note that all four sets of Tamper, Regulator &

being procured have now had contracts awarded and
and are now in the design phase. Delivery of the four sets is
2d until between September 2025 (for sets 1and 2) and March

s consistent with the original schedule for delivery within the RNIP.

EMB80 Track evaluation car (TEC)

We acknowledge the disruption that was caused to the Wellington metro
network this year as a result of the lack of availability of the TEC and

this incident highlighted the criticality of key plant. We look forward to
supporting the outcomes of the Te Manatt Waka-led Rapid Review.

A replacement TEC has featured in the RNIP since its inception and is now

well into the procurement phase with tenders having closed in March 2023.

Shortlisted suppliers have been identified and supplier workshops are

issions and

e ion/of the EWR Wagons. Progress on the

for sets 3 and 4). This is driven by production and delivery times and

Rail Network Investment Programme - 2022/23 Annual Report
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ongoing to work towards selection of a preferred supplier. The anticipated
build time is expected to be between 24 to 36 months, with delivery and
commissioning into service by 2026/27. This timeframe is in-line with the
original schedule for delivery within the RNIP.

Through the Rail Network Growth Impact Management (RNGIM) project
in Auckland, KiwiRail is also investigating alternatives to supplement the
current TEC, that can carry out more continuous track inspections on the
metro networks. The RNGIM project is not part of the RNIP, but as funder
through the National Land Transport Programme (NLTP), Waka Kotahi
continues to work with KiwiRail to ensure this critical piece of equipment is
prioritised for delivery.

* EWR Wagons
EWR wagons are used to transport and handle lengths of rail. They are
critical for the distribution of material to and from the required locations
around the rail network. Thirty EWR wagons are being procured thr,
this RNIP and the request for tender process closed in April

compared to the original schedule for delivery
warranted as the supplier workshop process
d and value for
omponents can help

in KiwiRail's ability

ickly as planned. The national
rin this report) will also help

in mitigating the impact of the delay, but i
to ramp up the rail renewal progr, as
work train optimisation project ( S
to mitigate this delay to a certain.ext

31. Changes to planned lump sum pl yaments ($7.6 million) have affected
this years out-turn cost with t sit§'for the EM80 replacement and EWR
wagons now moved igto

32. In addition to the e curements, KiwiRail has also procured
a second-hand tam ro pan which arrived into New Zealand in
August 2023. T, ill g@yifito service shortly. KiwiRail is investigating other
opportunities t@\procure and mobilise plant quickly, but in general terms the
narrow n loads used in New Zealand means there is limited plant
availabl be quickly and easily deployed here.

Recr ront-line and skilled staff has continued to

pr l.

ignificant levels of recruitment are required to deliver the RNIP. In our first
ual Report we noted that just over 80% of the planned intake of front-

line staff had been achieved. This year a further 41 front line staff have been
recruited. This completes the initial step up in resourcing and KiwiRail is
currently sitting at 93% of roles filled across the full programme. KiwiRail
is also assessing the additional staff required for the next RNIP and will
commence recruitment early in the current triennium. The focus will be on
Signal and Traction field technicians.
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34. A more challenging issue is recruiting people with engineering and design skills
for track work and signalling design. In our first Annual Report we noted that
only 50% of the planned recruitment in this area has been completed and high
calibre people were in significant demand. Recruitment is ongoing and the level
of recruitment is up to 83%. Now that the borders have re-opened KiwiRail is
able to supplement these specific skills (particularly signalling and traction) by
bringing in expertise from overseas. It will take time for the additional capacity
to be realised due to the significant amount of training required. KiwiRail did
increase expenditure across the signals programme, largely due to a major
replacement of KiwiRail's train control system that is underway.

Cost pressures and escalation remain a real issue and pose a threat
to achieving programme outcomes.

35. Cost escalation remains a significant risk to the delivery of the 10-year
programme, and we note it remains a ‘very high’ risk on the programme ri
register. KiwiRail has estimated that the effect of inflation over the 10
the programme could be more than $500 million. If so, this wouldyeq
the loss of at least one year's delivery.

36. Some current RNIP related cost pressures include:

ers

® Rail costs increasing 39% since RNIP commen
increasing 22% and turnouts around 25%.

hain issues and the
/MT, but noting it is

® Shipping costs have tripled through wider supply
Ukraine war, increasing from around $70/MT to $
starting to return to normal.

® The significant rail projects in BrisBane, and Melbourne are
I

impacting costs and scarcity of mat S.

® The cost of KiwiRail's annual i mi@m increasing significantly
following the extreme we ntsthis year. The cost for insurance for
2023/24 (paid in June 202 % higher than budgeted.
37. We are concerned tha N nding is not available, then current and
e

future cost pressu i ed to be managed by deferring renewals to remain
within overall budge work with KiwiRail on this issue to manage as

enewals. This year's result was strong with a total of 90.3km of track and sleeper
ewal being completed. This is 4.5km more than planned and targets for
rerailing, resleepering and full track relays were all exceeded. This year's outturn
is also an increase of 16% from 2021/22. Overall, this is an excellent result.
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Figure 1: Track renewal kilometres against plan and expenditure against plan

2022/23
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39. We have observed that the cost of renewals hds increased'this financial year.
This increase is due to the high levelsof cost esgalation discussed above, but
also the fact that KiwiRail is often un k itional work at each site
meaning the quantity, and therefore cast, t@,renewieach kilometre has increased.

40. The additional work includes u d formation repairs or associated minor
works while completing plann e benefit of completing unplanned
work is that KiwiRail #& of essing a root cause rather than just repairing

have some additio ntributes to improved outcomes and increased

damage. While under t planned work may take slightly longer and
0s 0
track longevity.

41. Over the first tWe years of the RNIP KiwiRail has started to deliver a steadily

growing ity of track renewals. While this growth appears to
have slowe second half of 2023/23 it should be noted it is in line with
th i ile and planned quantities were exceeded in both the first and

f of the year. This is demonstrated below. Monthly and seasonal

in quantities are expected, but the overall trend can be seen as
ositive. It can also be observed how the early procurement of materials (made

p@ssible through the multi-year funding approach) enabled a much stronger

start to Q12023/24, but conversely the impact of weather events in January

and February 2023 caused some delays.
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Figure 2: Track renewals delivered per month (km)

Kilometres delivered

Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun
2021 2022 2023

2021/22 Financial Year mmm 2021/22 Financial Year —— Moving average trendline

42, Overall renewals delivery has been strong in most asset classes as shown
below. The civil elements of the programme were the most affected this year
with design delays impacting progress on coastal and river protection, but
noting the final result aligned with revised forecast presented at Q4. Str

this report. Delays due to issues with material availability impac
active level crossings.

A percentage complete in excess of 100% indicates d mere than the

planned volumes.

A Achieved or exceeded target

Annual Status Percentage
Baseline complete

Total Track (km)

Turnouts (No.) 36 94%
35 31 A 13%
5.0 5.2 96%
17 4.3 vV 40%
19 26 \ 4 73%

Signals Cable Replacement (km) 231 215 A 107%

Telecom Fibre Cable (km) 339 37.0 92%

Active Level Crossings (No.) 4 10 V 40%
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43.

44,

45.

46.

47.

Challenges remain in the affordability, fu
metro network renewals
48.

49,

50

51.

Design and consenting delays have impacted both the civils and structure
elements of the renewals programme this financial year, again exacerbated by
weather events. This will mean some planned structures works are deferred to
the next RNIP period. KiwiRail is working on mitigations to these types of delays
through their productivity programme which is discussed further in this report.

Again, programme management remained agile through a robust change
control process, and delivery was optimised to respond to changes.

KiwiRail has begun to develop benchmarking across their renewal activities to
support future programme costing and to demonstrate value for money. This
will enable KiwiRail and Waka Kotahi to better understand the main drivers
of expenditure across an agreed set of programme outputs (such as track
renewals), to understand the reasons of changes from year to year, and to
measure efficiency.

As is often the case, inconsistencies in data and the current limited sam
available are making comparisons difficult but work is ongoing. e ha @
the initial benchmarking data and while further refinement is requited, €
satisfied that progress is being made and the work to date is t step
towards the desired result.

matter
o support the
lemented with further
and cost analysis.

We consider that the development of a robust set g
of priority and recommend that KiwiRail progres§
assessment of RNIP24-27, and that this should be
work to increase project and programme delivery mat

ing and delivery of

While the renewals programme f eight network has progressed well,
issues remain in the two metro n n the metro networks routine
renewal (and maintenance) costs red between central and local
government, based ofpne k Wsage, and under the overarching principle that

the cost of maintaimi ne is recovered from the users of network.

edYevel of renewal (and maintenance) activity in
the two metro ted the proposed amount to be contributed by
councils. We nate thatithese were still to be finalised through the Network
Access cess, and the development of more comprehensive
mainten odologies and costs did not align with local government

@ ublication of the RNIP, KiwiRail has increased their estimates of the
quantiand cost of renewal (and maintenance) activity in both metros to reflect
ated asset condition information, additional testing for Rail Contact Fatigue
(RCF), inflation and other cost pressures (e.g. insurance). This added increased
pressure on councils’ ability to budget and pay and has led to a significant
shortfall in the actual contribution compared to what was finally requested.

While the late changes and subsequent cost increases have contributed to

this shortfall, it is compounded by the councils advising they are unable to pay
their share through rates funding, even at the initial (lower) level to achieve the
desired service level.
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Table 4: Metro network funding shortfalls

2021/22 2022/23 2023/24

Auckland RNIP (original) $34.2 $34.9 $41.8
Transport
proposed share  RNIP (revised request) $30.8 $46.1 $62.7
Auckland Transport (confirmed) $27.3 $32.4 $34.5
Shortfall (to revised) (cumulative)  $3.5 $13.7 $28.2
Greater RNIP (original) $431 $45.8 $46.6
Wellington
Regional Council  RNIP (revised request) $32.9 $46.0 $73.4
proposed share
Greater Wellington (confirmed) $32.9 $32.7 $34.1
Shortfall (to revised) (cumulative) ~ $0.0 $13.3 $3

52. When coupled with KiwiRail's corresponding reduction to th
programme, the shortfalls noted above will lead to a tetal of iflion
d duei is

RNIP period. This highlights the criticality of revié : hare,
incentive, and affordability aspects within the MetroiRail Operating Model.
Waka Kotahi continues to work with the Te natd a, KiwiRail and

other rail participants to prioritise this work t
to be maintained to modern metro
the Wellington increased peak frequenai(R

ards. We note that when
Auckland CRL Day One

timetables are in place the passe areyof th costs will increase further,
adding further pressure on local nt funding.
The Asset Managemgnt Con mprovement Programme
(CIP) is being delivere ed and evidence of increasing asset

management maturity isNisible.

53. The CIP is prog g, e remain satisfied that the initiatives identified
in the CIP will g a longway to resolving many of the issues identified in our

e and advice. The Lead Asset Management Advisor

i and KiwiRail's General Manager Asset Management are in

sitions vacant. The market remains highly contested for skilled asset
agement roles. KiwiRail is working on a refreshed and more targeted
recruitment approach.
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Table 5: Asset Management Continuous Improvement Programme - progress
against specific deliverables for 2022/23 (and for deliverables not fully complete

in 2021/22)
Focus Area Initiative N E Commentary
Asset Asset Management Policy Complete Approved by Executive Capital
Management Committee (ECC)
Strategy
Asset Management In progress  To be approved in Q12023/24
Framework (final draft)
Strategic Asset Management ~ Complete Approved by ECC
Plan (Rail Network)
Asset class strategies Complete All asset class strategies
approved by KiwiRail's intern
RNIP Governance Board
Asset Planning Guide (2nd version)  In progress  To be approved in Q
Management
Plan and 3-year Forward Works In progress  Expected to be
Investment Programme (2nd draft) October 23
Planning -
Rail Network Asset In progress

Management Plan (2nd draft)

Works Delivery

Work Delivery Management
Manual

Implementation of New
Works Delivery Management
Processes.

Asset
Information

Deliver Tranche 1 of Data
Quality Improvement Proj

across the regions throughout
2023/24

Data quality dashboards are
being used by the business to
improve data completeness
and timeliness

Develop Adset atien In progress ~ RACI chart and governance
Framework model defined in the Asset
Management Strategy.
Governance body will be
established by the end of Q2
2023/24
e ation Strategy Complete Approved by KiwiRail's internal
RNIP Governance Board
ated condition records Ongoing Track condition records
currency and completeness) continue to be updated with
for critical asset classes the average age stabilised at
(carried over from 2021/22) around 2 years.
5. are already seeing the benefits of the improved CIP deliverables. We have

now received KiwiRail's Strategic Asset Management Plan and Asset Class
Strategies to support their RNIP 2024-27 submission.

56. We also note that KiwiRail will be commissioning AMCL (an asset management
specialist consultancy) in 2023/24 to conduct a second Asset Management
Maturity Assessment. We look forward to the updated assessment results to
understand KiwiRail's asset management maturity progression.
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The delivery of metro improvement projects has been mixed with
some delays experienced.

57. At commencement of the year KiwiRail were forecasting $38.9 million of
expenditure on the metro projects in the RNIP. Within that forecast, two
projects represented almost 80% of the total expenditure - the Auckland
Integrated Rail Management Centre and the Auckland Additional Power Feed.

58. Delays and changes were experienced on several metro improvement projects
which has led to a final out-turn for the year of $21.4 million (45% under
original estimates). Projects with more significant variances or changes are
discussed below, with commentary on all activities in Appendix B.

Figure 3: Metro improvement projects expenditure against plan 2022/23
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Auckland Projects

59. The Integrated Rail Management Ce ell into construction and
is progressing well. Progress on site hasBeen strohg with the concrete
frame and roof complete, facade > te, and services installation
and partitioning commenced. Expe this financial year was below the
amount originally forecast du ontractor fixed costs, lesser payments

for early materials préeur t®¥han expected, re-scheduling of training

for train controller requirements for forecast contingency. Waka
Kotahi continues t member of the project steering group and we remain
confident that t oje@hisywell managed and on-track for successful delivery.

er Beed project has experienced some delays due to extended
ey contracts. These are now complete with contracts

static Frequency Converter (SFC) (which supplies the power

the railway), switchgear (to control the power system), and

budget this year pushing cost into 2023/24 and will now impact the overall
project delivery timing meaning a carry-over into the 2024-27 period. The project
is still expected to be completed to support the CRL Day One services.
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Wellington Projects

61. In Wellington the most significant project, the Rail Network Resignalling, is behind
original plan. This is largely due to staff and contractor availability - with the
capacity improvements project and work on the Wellington New Zealand Upgrade
Programme projects taking priority. Focus will now shift to this project and the
overall timeline has been amended meaning a significant carry-over into 2024-27.

Programme level risks and issues have been well identified and
mitigations are effective.

62. KiwiRail continues to manage RNIP delivery risks and report them to Waka
Kotahi as part of monthly and quarterly reporting. We consider that these
documents cover the relevant delivery risks and issues and have suitable
mitigation plans in place. The risks consider the wider KiwiRail works portfolj
in their assessment and management. The most significant risks include:

® Renewals activity delayed due to a disrupted supply chain (partic
in the signals and structures area) impacting the delivery of ks
material shortage in China and Australia impacting material availab d

Australian port workers nationwide strike).
® Design delays due to diversion of resources onto ge eather

events leading to a backlog of design work.

® |ncreased level of incidents due to effects of c
increased network risk, reduced network availabi
availability (e.g., people and wagons) due o divertin
with incidents.

eading to
and reduced resource
esources to dealing

® Cost escalation (labour, materials, ) meaning KiwiRail is unable

to deliver renewals at estimated
® Lack of availability of specialise to'meet the demands of the targets
-scheduled work.
63. We are continuing to@worlguwith¥iwiRail on mitigations, and ways to maximise
r funding provides.

the opportunities that mu
64. Commentary on't resgpof individual activities is shown in Appendix B.
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Part 3: Confirming contribution to LTMA and

consistency with GPS

65. Under section 22C of the LTMA, Waka Kotahi is required to consider whether
the RNIP:

® contributes to the purpose of the LTMA (to contribute to a safe, efficient
and effective land transport system)

® s consistent with the Government Policy Statement on land transport.
66. We have completed an updated assessment which reconfirms that the
activities contained in the RNIP contribute to an effective, efficient, and safe
land transport system in the public interest through restoring the rail network
to a resilient and reliable state. We consider that the proposed investments

will:

® support mode shift that reduces pressure on the wider land transpo
network

® improve the movement of people in our largest metro centres pan‘efficignt
and effective way.

67. The GPS 2021 sets out delivery of the Rail Plan as a Govern mitment
to be met through NLTPs. We consider that the actj sincluded in'the RNIP
are consistent with the investment priorities set @l ion Two (Strategic
priorities for Rail) of the Rail Plan.

68. Our updated assessment can be found in Appendix C.

N\

9
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Part 4: Update on findings and
recommendations from 2021/22 Annual Report

Uncertainty around the costs of delivering RNIP activities and robustness of 10-year
forecast

69. We noted that the cost estimates contained in the RNIP were based on
KiwiRail's experience of historic cost data for similar work, supplemented
by local knowledge of site-specific issues. Work is progressing on improving
base levels of cost data and we expect to see the results of ongoing cost
benchmarking to support RNIP 2024-27.

70. Based on this year's delivery, KiwiRail has updated their 3-year estimated
cashflow. This now shows an expected underspend and carryover into 2024-
27 of between $65 and $115 million (an update and tightening from last yea
forecast which was between $85 and $170 million). This reflects the praj
delays identified earlier in this report. This will reduce if KiwiRailgtran
funding from renewals to maintenance, management and operati t I
mitigate the cost pressures noted above.

71. While not included in the RNIP, we are still experienciag stfincreases
on the projects funded during 2018-21 through the iffactivity
class. The catch-up renewal and capacity improve i in both

original estimate, and the Wellington projects@60% higher than their original
combined estimates. As noted in pr iGe to you, there is pressure on
the National Land Transport Fund (NL 0 the Government's transport
priorities as set out in GPS 2021, a h the Public Transport
Infrastructure Activity Class whi e these projects are now funded.

Ability to deliver theprogramme

72. This has been a st for iRail, particularly in freight network
renewals delivery. ver the availability of specialist resources and plant is

still hampering ery city and impacting KPIs. KiwiRail has made every
effort to mitigate thes@lissues as much as possible and continues to build
capacity pability with this being year 2 or a 10-year programme.
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Overarching Productivity Programme

73. As part of our annual review of 2021/22, we asked KiwiRail to develop an
overarching productivity and efficiency programme. The purpose of this
programme is to identify and implement a suite of initiatives that could
improve the cost effectiveness and predictability of delivery across the wider
programme.

74. KiwiRail has developed several initiatives as part of this programme. Many
of the ongoing initiatives capitalise on the improved certainty of funding that
comes with the RNIP and include:

® Supply chain initiatives
» optimising procurement and delivery of materials through bulk
purchasing of plant and materials

» increased order volumes have incentivised manufactures to increase
production of rail components, helped improve the relationship e
KiwiRail and the supply chain, and enabled a smoother déliver
components throughout the year

» over the next two years, KiwiRail will investigate oppo ies ring
procurement into New Zealand enabling a moresesili ly chain,
reducing cost, decreasing lead times, and px g land
employment - e.g., glued Insulated Joint & mapufactured in
New Zealand rather than Australia reducing¥€ad time from 4-5 months
to less than one month

® National work train optimisation

» increased visibility and plann iRail and the supply chain
leading to reduced cancellation e to table conflicts of around
20%, and due to wagon neeyrequifements of a further 10%

® |ntegrated planning approach
» aligning multi-disciplin
for future plarﬁe

0 ms so that current works cater
e.g., laying ducting for planned future

improveme un aking routine works
® Standard desi
» developifig a lib f standard designs to enable quicker delivery and
reduce sts. Anticipated to reduce design and consenting lead times
b

® |ncreasj petition
j as introduced a signalling system called HIMA which reduced
ir reliance on a single signalling system supplier. The use of HIMA
xpected to deliver savings and reduce signalling design times by
six months
e PUse of technology
» Use of VR to train/re-train staff in use of Infrastructure wagons. This
reduces the reliance on availability of wagons and reduces time to
revalidate staff.

75. Waka Kotahi support these initiatives and we continue to strongly encourage
KiwiRail to develop further initiatives driven by data, technology and innovation
to better understand the condition of their assets, reduce waste, improve
customer satisfaction, and increase value.
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Section 4: Other issues

Rail Safety Regulator perspective

76. In addition to working with KiwiRail, Auckland Transport (AT) and Greater
Wellington Regional Council to fund the rail network, we have primary
regulatory responsibility for rail safety in New Zealand under the Railways Act
2005. Our role is to provide independent assurance to stakeholders and the
public of the effective management of rail safety risks by rail participants.

77. Section 104A of the LTMA creates a Director of Land Transport role within
Waka Kotahi, reinforcing the independence of the regulatory functions that
are responsible for.

78. As the independent safety regulator, we are impartial to funding sour
welcome seeing additional funding that will help rail participant
a safer rail system through maintenance, replacement or new infra
works and equipment. This RNIP reaffirms commitments to g
Zealand's rail network that has historically suffered fremmyea under-

' ep s within

79. We have an expectation that safety criteria and legislative requirements are
considered in the design stage of projects, in @kder to maximise safety benefits
and investment outcomes. Once an assetis built, the safety risks arising from
the asset must be managed for the as ie. The more safety risks that
can be engineered out of an asset duki desighand construction, the safer
the asset will be.

80. Working with the relevant sta
implement processestfor i if¥ing and managing system risk. Alongside
this, we will be enspri ments of the Railways Act 2005 are being
met, including that artigipants, and in particular rail licence holders such
as KiwiRail, are gl ety risks effectively and meeting the ‘so far as is
reasonably pragticablditest, including during the design and build phase.

e will continue to develop and

81. Our regul@torypst y Tt ake, Th maia, sets out the strategic intent of our
regulato nd the capability shifts required to be a real-world regulator.
Thi ell underway, and we will continue to work with KiwiRail in the

r Te Ao Maori principles in the next phase as they seek to establish a
d resilient network.

iwiRail procurement procedures

82. No updates to the KiwiRail procurement manual were notified.
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Section 5: Looking Forward to

2023/24

Programme Delivery and Funding

83. The final year of the first RNIP sees a further planned increase in the quantity
of track renewals of 3% when compared to the actual result from 2022/23.
There is also a larger planned increase in civils works which will be challenging
noting the resource constraints mentioned above. A corresponding increase in
renewals expenditure supports these increases and based on achievements t
date we consider these are achievable targets.

Figure 4: Actual and planned renewal quantity growth
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84. There is also a significant increas ctivity and expenditure for the public
transport infrastructure projects fr 4 million to a forecast $68.7 million.
While this is a signifiéantiplift, We acknowledge that all projects are all now in
the implementatio SO onsider this challenging but achievable. We
will continue to wo selyawith KiwiRail on any ways we can assist them in
delivering thes ets. in, 70% of the total is within the Western Power
Feed and Integrated R&il Management Centre projects.

85. While wgfha oted above that all RNIP activities are now funded, the
Extreme ecovery Cabinet Committee have now released the tagged
the Cyclone Gabrielle recovery works required in 2023/24.

ow be formally added to the RNIP, and we note this will add a

amount of work to the annual work bank and may pose a risk to
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Specific measures and targets to be delivered by
June 2024

86. The proposed three-year programme should see a total of between 250km
and 270km of track renewal completed. For the first RNIP period, the planned
target for track renewal was 315km. While the initial target will not be achieved,
we note sustained increases have been delivered and are planned year on year,
and that a minimum of 80% of the target should be achieved. This should not
take away from huge effort that has been put into delivery, and the fact that
KiwiRail continues to deliver at levels never before achieved.

Figure 5: Track renewals progress towards target for RNIP21-24
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87. The focus of the first RNIP is on foundational i
specific targets to deliver improved a
routes, and improved asset manageme
decision making. These are the fi
safe network.

astructure with several
n on priority network
nd data quality to support
to a resilient, reliable and

\ 4

N\
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Table 6: Assessment against RNIP21-24 targets with one year remaining, based on
actual results to 2022/23.

Needs focus

v Improvement required

Measure

All temporary speed restrictions 100% within target(s) by 2024
(average TSRs) within target(s)

for priority routes

Assessment
(Based on results to end 2022/23)

TSRs on priority routes
consistently failed to
have worsened
from renewals dnd es across
the network and'w, ent

All temporary speed restrictions 100% within target(s) by 2024
(average TSRs) stabilised for

secondary routes

All Heat 40s (average Heat 40s)
within target(s) for priority routes

Increasing to 100% withi
target(s) by 2024

2021/22: 80% - actual 90%
2022/23:90% - actual 80%
2023/24:100%

Disruption remains from
d upgrades across the
k and weather event impacts.

at 40s on priority routes have either
et or been within 10% of target to
date although have worsened.

All Heat 40s (average Heat 40s)
stabilised for secondary routes

Heat 40s on secondary routes have
consistently met target to date.

>

Mainline derailments have consistently
remained below target to date.

>

Mainline derailments due to 5 avera
infrastructure defects 20
202
Track Quality Index (average T Inc g to 100% within

rget(s) by 2024
1/22:90% - actual 80%
022/23:95% - actual 85%
2023/24:100%

within target(s) for priority
secondary routes

Track Quality Index has consistently
improved but remains behind target.

100% of condition 5 sleepers
addressed by 2024

2021/22: 20% - actual 31%
2022/23: 55% - actual 65%
2023/24:100%

Sleeper condi
routes

é Progress to date ahead of baseline and
well on-track to achieve target.

ition non-destructive
testing (NDT) fault/defects on
priority routes

<6 per km by 2024
2021/22 actual 10
2022/23 actual 10

V NDT faults have not improved. (We
note a single Tkm section in the North
Island Main Trunk in Hamilton South
significantly impacted the result this
year).
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Assessment
(Based on results to end 2022/23)

Measure

Rail condition on priority routes 100% of condition 5 rail A Condition 5 rail now ahead of plan.
addressed by 2024

2021/22: 60% - actual 26%
2022/23:80% - actual 84%
2023/24:100%

Structures risk reduction Priority structures delivered to Structures work has consistent
plan by 2024 failed to meet targets due to dé

2021/22:10% - actual 6% and consenting delays, and
2022/23: 67% - actual 24%
2023/24:100%

Network congestion assessment Completed by June 2023 A

(Rail network congestion is
defined as reaching capacity on
a section of the rail network to
the point that following services
are impacted more than would
be expected during a normal
operating day. The level of
congestion refers to the degree of
impact to following services and
the time it takes to recover to the
normal timetable).

s, commuter train
have been busy during

3, but no persistent congestion
served.

Number of level crossings in

é Level Crossings have consistently met
service

target to date.

less

Yard asset improvement business Preferred programme identified

case although full business case not yet
complete.

Resilience improvement busines ed by June 2023 Preferred programme identified

case although full business case not yet
complete.

Deliver long term 30-y, ompleted by June 2024 A The 30-year network plan is on track

for completion to support RNIP24-27.

r of areas where KiwiRail will need to focus on in the final

. They relate to all temporary speed restrictions (priority and
es), rail condition faults and defects, track quality and structures
ction. Some KPIs such as temporary speed restrictions are likely to

e to impact the network over the next year until major renewals and
rade works are complete and the tamper replacements arrive. Despite this,
KiwiRail is expecting improvement over the next year, but below the original
RNIP targets.
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Appendix A: Summary of RNIP

approvals to date

®  On 29 June 2021 the Minister of Transport approved KiwiRail's first RNIP
after considering advice from Waka Kotahi and consulting with KiwiRail's
shareholding Ministers. At that time, the Minister:

® approved, in accordance with section 22B of the LTMA, the RNIP at a
maximum contribution from the NLTF of $1,351.7 million

® approved, in accordance with section 22F of the LTMA, funding from
the NLTF for eight of the eleven activities in the RNIP that were ready for
approval at a total of $1,270.7 million

® noted, further planned approvals would be requested during the 2

period, in accordance with section 22F of the LTMA, for actiibies e
not ready for approval at that time.
e Subsequently, on 27 January 2022, the Minister approved, u ti 2F
of the LTMA, two further activities increasing the tota cti approved to

$1,328.7 million.

®  Finally, on 21 May 2023, the Minister approved, un F of the LTMA,
all remaining activities within the RNIP, and approve der section 22D of

the LTMA, the first variation to the RNIP to include a newractivity to reinstate
critical rail infrastructure that was dampaged dufing Cyclone Gabrielle and the
Auckland Anniversary Floods, and to e North Island Main Trunk

electrification business case.

e Al RNIP activities are now fully funded, afid the maximum contribution from
the NLTF is $1,385.2 million. T ifcrease of $33.5 million against the
original RNIP allocatiap r

s the reductioni
(from $15 milli

s the additio
s the addijtio

r the Infill Signalling activity of $10.5 million
$4 Gymillion)
ency Works activity of $40 million

theNorth Island electrification business case of $4 million.
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Table 7: Summary of RNIP approvals to date

# Region Activity

RNIP Current
approved fundin

RNIP as at
July 2021
($m)

Activity Class

Commentary on variance

1 National Freight Network Renewals Implementation Rail Network 789.9 9.9
2 National Freight Network Maintenance and Implementation Rail Network
Operations
3 National Freight network improvements Business Case Rail Network 53.5 Includes 2023/24 costs for North
Island electrification DBC
4 Auckland Additional Traction Feed (West) Implementation PT Infrastruc 57.0
5 Auckland European Train Control System Upgrade  Business Case PT Infra 4.0
6  Auckland Integrated Rail Management Centre Implementation PT Infrastru 35.7
7  Auckland Metro Infill Signalling Business Case and 45 Reduced cost estimate based on
Implementation preferred option
8 Auckland Progressive fencing and security Business Case an ucture 6.0 6.0
Implementation
9  Auckland KiwiRail Strategic Future Planning Implementa cture 12.0 12.0
10 Wellington  Wellington Rail Network Re-signalling T Infrastructure 20.6 20.6
1 Wellington  Wellington Network Capacity PT Infrastructure 1.0 1.0
Improvements
12 National Cyclone Gabrielle Emergency Works tation Rail Network 0.0 40.0 RNIP varied to include new activity
TOTAL NLTF 1,351.7 1,385.2
12 National Cyclone Gabrielle Emergen plementation - Rail Network 0.0 160.0 Tagged contingency funding
tagged contingency 2023/24
funding 2023/24
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Appendix B: Commentary on the progress of individual
activities

@
Delivery of Continuous Programme - Freight and To@twork

Table 8: Freight and Tourism Network - Summary of progress and commentary on all acti ?*

Proceeding as planned RNIP outcome secure, but risks or delays experienced \7 Overall outcome at risk, or major variance to plan deferring into RNIP 2024-27

Region  Activity Delivery metrics Cost Commentary and Indicator

2022/23 2022/23 2022/23 | 2022/23 2022/23 2022/23
Targets Actual ‘ariance | Funding  Actual Variance
(significant ($m) ($m) ($m)
metrics only)

National  Freight N/A Track Renewal: +4.5km | $231.0 $255.1 +$25.1 Delivery has been strong with track V
Network 85.8km (+5%) (+10%) | renewals delivery exceeding target, and
Renewals Rerail: 37.8km a step-up compared to the previous year.
] This year's financial out-turn was slightly
Resleeper: 38.7k overbudget, but largely due to cost

Relay: 9.2km escalation issues and the completion

of additional works as noted within

- -(0
1¢:6%) this report. Rescheduling of works has
138 projects in +8 been successful to optimise around
togeach implementation projects disruptions caused by weather events.
or complete (+6%)

ple
bhase ofcomplete
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Region  Activity

Phase | Delivery metrics Cost

2022/23 2022/23 2022/23 | 2022/23 2022/23 2022/23
Targets Actual Variance | Funding  Actual Variance
(significant ($m) ($m) ($m)
metrics only)

Commentary and Indicator

he @ st overspend was notified
arly'and can be accommodated using
thelsurplus funds from the previous
ar's underspend. (i.e. it is effectively a
catch up).

Design delays have impacted Civils and
Structures work and will continue to
impact for the remain-der of this RNIP
period with some planned structures
works now deferred to the next RNIP
period. Delays in plant deposit payments
impacted the quarter with the deposits
for EM80 and EWR wagons now moved
into 2023/24 due to delays in tender
evaluations.

RNIP21-27 indicator remains red as
activity and funding remains deferred
into 2024-27, but we note the expected
deferral has reduced.
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Activity

Delivery metrics

Cost

Commentary and Indicator

2022/23 2022/23 2022/23 | 2022/23 2022/23 2022/23

Targets Actual Variance | Funding  Actual Variance

(significant ($m) ($m)

metrics only)

National  Freight N/A Outstanding 26.4% reduction +21.4% $120.0 $130.6 +$10.6 arget e been achieved in relation
network Service Requests: (+99 ' 0 this‘activity. However, the financial
Maintenance 5% reduction outturn has exceeded budget. This
and ) been largely driven by increasing
Operations Inspection o 75,530 hrs +818 hrs insurance premiums (70% higher)

Hours: (maintain (+1%) which required payment in June for the

increased target of 2023/24 financial year.

74,712 hrs) There is a risk that in order to internalise
these ongoing funding pressures (such
as any further increases in insurance
costs and cost escalation), this will be
managed in the longer term by deferring
or reducing the scope of renewals which
may jeopardise the overall outcomes of
the programme.

Cyclone Gabrielle  N/A $4 $26.9 -$13.1 While actual expenditure was below the A

emergency works (-33%) | amount of funding approved progress
has been strong on the response and
moving into recovery. A proposal for

2 3 reinstatement of the effected lines has
been presented to Government for
consideration.

National  Freight N/A Programme usiess.cases in $19.6 $21.8 +$1.8 While the full business case documents
network Business Case deyelopment but behind plan (+9%) are not yet complete, preferred
improvements complete programmes have been identified. This

will be presented to Waka Kotahi in
2023/24 and to support future planning
and input into the development of the
RNIP 2024-27.
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Delivery of Metro Network Improvement Projects

Table 9: Metro Improvements - Summary of progress and commentary on all activities

A Proceeding as planned

RNIP outcome secure, but risks or delays experienced

r variance to plan deferring into RNIP 2024-27

|
Region  Activity Phase Delivery metrics Cost | _ommentary and Indicator
2022/23 2022/23 2022/23 2022/23 2022/23 |
Targets Actual Funding Actual Variance
(significant ($m) ($m) bm)
metrics only)

Auckland  Additional Implementation | Constructionin  Construction | $13.6 $7.5 $6.1 With all commercial negotiations and pricing
Traction Feed progress in progress complete we have increased confidence that no
(West) but behind additional funding will be required. The design

schedule process is now complete. However, due to a delay
in the supply of the Static Frequency Converter
' from overseas construction start was delayed
. until June. The impact of the delay has meant the
4 programme will extend into the next RNIP period,
with completion now scheduled for January 2025.

Auckland  Integrated Rail Implementation | Constructiop in ons $16.1 $74 -$8.7 Despite a variance in cashflow to plan, work is
Management progress inprogress progressing well with the construction of the new
Centre Integrated Rail Management Centre. The project

remains on track to complete and open within the
RNIP period, and a $2 million surplus is expected.

Auckland  Metro Infill Implementation Funding $0.7 $0.7 $0.0 Work is progressing as planned with funding release
Signalling Approved for the implementation phase.

Auckland  Progressive Implemen Inimplement- | $2.0 $0.5 -$1.5 An overarching business case has been developed
fencing and ation, but and early win sites have been identified and works
security slightly have commenced. Request for proposals for further

behind packages slightly delayed due to internal resource
schedule constraints. There have also been delays in getting
site access.
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Activity

Delivery metrics

2022/23
Targets
(significant
metrics only)

2022/23
Actual

Cost

Commentary and Indicator

2022/23 2022/23 2022/23

Funding  Actual
($m) ($m)

Variance

Auckland  KiwiRail Implementation | Implementation  Proceeding to | $3.2 $3.7 +$0.5 This a na ’ wiRail to perform its role as A A
Strategic plan the | ning and delivery of rail projects
Future 0s ckland. This includes undertaking initial
Planning ork o e of upcoming projects strategic
ainking on long-term requirements (e.g., potential
"4 e Ports of Auckland move and the impact on
7| the ail network) as well as KiwiRail's input into
atives led by others - for example, Auckland
Light Rail, and second Harbour Crossing. Actual
costs this year exceeded estimate, making use of an
underspend from last financial year.
Auckland  European Business Case | N/A Ahead of 0.0 While there is no expenditure against this activity, A A
Train Control schedule the release of funding has been completed
System slightly earlier than planned. This will enable good
Upgrade integration with other related activities (Metro Infill
Signalling, and Wellington Network Re-signalling).
Wellington Wellington Business Case | Detailed Behind -$1.4 The project remains significantly behind the V
Rail Network Business Case sched overall schedule due to constraints in obtaining
Re-signalling commenced TS key resources and competing priorities of other
Renewal activities.
Key roles have now been recruited including a
project manager and operations specialist. The
system integration consultant has also been
engaged.
We anticipate a significant uplift in activity in the
2023/24 year.
Wellington Wellington Business Case s Case Business $1.0 $1.0 $0.0 The capacity improvement study is now complete. A A
Network d Case This work has informed a number of wider activities
Capacity submitted including Greater Wellington Regional Council's
Improvements programme business case and Lower North Island
Rail Integrated Mobility.
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Appendix C: Contribution to the LTMA purpose and
consistency with the GPS

Table 10: RNIP activities contribution to the LTMA purpose and consistency with the GPS

Title of activity or combination = Overview Contributes to the LTMA purpose and is consistent with the GPS

Freight network renewals Continuous programme of renewal work on the
national freight network

Freight network maintenance and Continuous programme of maintenance work, along
operations with funds to purchase new plant and equipment

Activity aligns to the Improving Freight Connections strategic priority in the GPS.

Freight network improvements Funding requested mainly to develop b Activity contributes to the LTMA purpose because investing in rehabilitation of the
cases for minor improvements to the natio national rail network will enable it to operate more effectively, efficiently and safely.

freight network, with some constru i Activity aligns to the Improving Freight Connections strategic priority in the GPS.

electrification business case.

Activity contributes to the LTMA purpose by enabling the Auckland rail network to
operate more efficiently/effectively.

Aligns to the Better Travel Options strategic priority in GPS 21/31.

Additional Traction Feed (West) Installation of an additio
traction power feed to

Auckland Metro Network - ETCS Upgrade of t kl tro train control system Activity contributes to the LTMA purpose by displaying signalling and movement
Upgrade to Level 2. authorities in the train cab, improving safety and optimising train movements on the
network.

Activity aligns to the Better Travel Options strategic priority in GPS 21/31.

Integrated rail management centre Activity contributes to the LTMA purpose by providing for greater resilience in
and emergency management national train control functions. Should an event affect Wellington, the IRMC in
systems Auckland will be able to carry out these functions.

Activity aligns to the Better Travel Options strategic priority in GPS 21/31.
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Title of activity or combination

Auckland Metro Infill Signalling

Overview

Investment in improvements to the existing
European Train Control System (ETCS) Level 1 rail
signalling system to make the Auckland rail network
better capable of supporting the level of service and
performance required when the Auckland City Rail
Link (CRL) opens.

Contributes to the LTMA purpose beq
more efficient operation of the ne |
benefits of the CRL project ca

Aligns to the Better Travel Op

Progressive fencing and security

Fencing across the network does not currently meet
requirements and progressive investment to address
this is required.

through increasing the safety and security of rail
can operate in an efficient, safe and secure manner
k incursions.

KiwiRail Strategic Future Planning

Funds to support KiwiRail to undertake strategic
planning for future investments in the Auckland
network.

ore effective and efficient network by providing funding to ensure

are considered within the broader transport and land use planning

c Growth Alliance, the Regional Land Transport Committee and other
planning forums in and around Auckland.

Aligns to the Better Travel Options strategic priority in GPS 21/31.

Wellington Rail Network Resignalling
Renewal

Network Resignalling and Train Coy
a modern, safer and more oper
system

Activity contributes to the LTMA purpose by enabling the Wellington metro network
to operate in a safer and more operationally flexible way.

Aligns to the Better Travel Options strategic priority in GPS 21/31.

Wellington network - further
capacity improvements

The overall programﬁe c0

cera ling stock on
na lines, with supporting
nancefacilities, stations

Activity contributes to the LTMA purpose by enabling the Wellington metro network
to operate in a safer and more operationally flexible way.

Aligns to the Better Travel Options strategic priority in GPS 21/31.

Cyclone Gabrielle emergency works
and recovery

Activity contributes to the LTMA of an effective, efficient, and safe land transport
system in the public interest and that the requirements of section 20 have been met.

Activity aligns to the Improving Freight Connections strategic priority in the GPS.
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