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EXECUTIVE SUMMARY  

1 In April 2020, Council instructed Dunedin City Holdings Ltd (DCHL) to hibernate Dunedin 
Railways Ltd (DRL) as a result of the impacts that COVID-19.  In November 2021, Council directed 
DCHL to fund maintaining and operating DRL using the KiwiRail line and Taieri Gorge line to 
Hindon until 30 June 2024.   

2 A decision on the future of DRL was to be made in time for the 10 year plan 2024-34, however, 
with the deferral of the 10 year plan, Council resolved, at its meeting on 12 March 2024 to defer 
the proposed decision on the future of DRL to the 9 year plan 2025-34.   

3 In the non public part of the 10 December 2024 Council meeting, DCHL presented to Council an 
update report on DRL and progress that has been made on developing a forward plan.  At that 
meeting, Council resolved that the retention of DRL, its operations and the track through to 
Middlemarch is its preferred option.    

4 This report requests under Standing Order 23.6, that three resolutions that were passed at the 
12 March 2024 Council meeting are revoked.  These resolutions related to the preparation of an 
options assessment of rail, cycling and walking, governance options, and liaison with various 
groups interested in the future use of the rail corridor as part of the 9 year plan.   

5 This report requests that DCHL fund $2 million per annum, towards the renewals of the Taieri 
Gorge Line rail corridor.   

 

RECOMMENDATIONS 

That the Council: 

a) Revokes resolution CNL/2024/034, c), d) and e) as follows:  

 Revokes the direction to staff to prepare an options assessment of rail, cycling and 
walking in advance of the 9 year plan 2025-34, including the requirement to provide 
governance options that would align with any proposals in the Council’s Draft Investment 
Plan, and the direction to liaise with various groups interested in the future use of the rail 
corridor.   

b) Directs Dunedin City Holdings Limited to fund up to $2 million per annum to Dunedin 
Railways Limited, to fund the renewals of the Taieri Gorge Line rail corridor.   

c) Notes that the dividend from Dunedin City Holdings to Council will be reduced by $2 
million for two years.   
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BACKGROUND 

6 In April 2020, Council resolved to instruct DCHL to hibernate DRL because of the impact that the 
Covid-19 pandemic had on the business.  Since that time there has been a history of decisions 
made on DRL, and these decisions, up to January 2023, are provided at Attachment A.   

7 At its meeting on 12 March 2024, Council considered a report to defer the decision on the future 
of DRL to the 9 year plan, and direct DCHL to continue funding up to $2 million per annum to 
maintain and operate DRL using the KiwiRail line and Taieri Gorge line to Hindon until 30 June 
2025.  Council resolved as follows: 

Moved (Cr Andrew Whiley/Cr Sophie Barker): 

That the Council:  
 

a) Defers the proposed decision on the future of Dunedin Railways to the 9 year plan 
2025-34.  

b) Directs Dunedin City Holdings Limited to continue to fund up to $2.0M per annum 
for maintaining and operating Dunedin Railways Limited using the KiwiRail line and 
Taieri Gorge line to Hindon until 30 June 2025. 

c) Directs staff to prepare an options assessment of rail, cycling and walking in 
advance of the 9 year plan 2025-34.  

d) Notes the report would also include governance options and will align with  any 
proposals in the Council’s Draft Investment Plan. 

e) Notes this work would include liaison with various groups interested in the future 
use of the rail corridor. 

 
Division 

The Council voted by division 
 
For:  Crs Bill Acklin, Sophie Barker, David Benson-Pope, Christine Garey, Kevin 

Gilbert, Marie Laufiso, Cherry Lucas, Mandy Mayhem, Steve Walker, 
Andrew Whiley and Mayor Jules Radich (11). 

Against:  Crs Lee Vandervis and Brent Weatherall (2). 
Abstained:  Nil 
 
The division was declared CARRIED by 11 votes to 2 
 
Motion carried (CNL/2024/034) 

8 At its meeting on 10 December 2024, DCHL provided an update to Council on DRL, the change 
in management and governance, and the progress that has been made on developing a forward 
plan.  At that meeting, Council resolved the following: 

Moved (Mayor Jules Radich/Cr Cherry Lucas): 
 
That the Council: 

 

a) Notes the Dunedin City Holdings Ltd update report on Dunedin Railways Ltd.  
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b) Approves the retention of DRL, its operations and the track through to Middlemarch 
as its preferred option. 

c) Requests that the report on the future of Dunedin Railways Ltd for the January 2025 
meeting is prepared on that basis. 

Division 

The Council voted by division 
 
For:  Crs Sophie Barker, David Benson-Pope, Christine Garey, Kevin Gilbert, 

Carmen Houlahan, Marie Laufiso, Cherry Lucas, Mandy Mayhem, Lee 
Vandervis, Steve Walker, Brent Weatherall, Andrew Whiley and Mayor Jules 
Radich (13). 

Against:  Nil 
Abstained:  Nil 
 
The division was declared CARRIED by 13 votes to 0 
 
Motion carried (CNL/2024/035) 

DISCUSSION 

9 DRL has been following the direction of Council, working on a plan on how to get back to being 
a viable business following its hibernation.  

10 In March 2024, DRL appointed Ms Rebekah Jenkins as General Manager, and in November 2024, 
DRL appointed Mr Adrian Januszkiewicz as Executive Chairman.  Mr Januszkiewicz has a 
background in leading tourism businesses.  Since their appointments, progress has been made 
in transitioning the business from hibernation. 

11 DRL is a critical component of Dunedin’s tourism industry.  It has developed a long term vision 
that includes the following: 

• DRL will be the market leader for tourism, representing the heritage and brand values 
of the city.  This vision includes the Dunedin Railway Station, being an iconic NZ heritage 
building, and a huge tourism draw for the city. 

• DRL will transition to a position where the business breaks even, excluding track 
maintenance costs, as soon as feasible.   

• DRL will strive to make a meaningful contribution and be a key part of the Dunedin 
community.  It is committed to working with groups like the Otago Excursion Train Trust 
and others, to create strategic partnerships such as with the cycling community, to 
explore the opportunity to link DRL to the Otago Rail Trail.   

12 Over the next 12 months, DRL will prepare a Strategic Plan to deliver a sustainable model to 
retain rail services on the Taieri Gorge line, with supporting financial information, delivering on 
its vision.  It will be market led, customer driven, and supported by research.   

13 Recognising the change in management and governance, and the progress made to move DRL 
out of hibernation, Council has resolved to retain DRL, its operations and the track through to 
Middlemarch.   
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14 A commitment of up to $2 million of funding per annum to DRL is needed for the renewals of 
the Taieri Gorge Line rail corridor.  It is proposed that Dunedin City Holdings Limited provide this 
ongoing funding.  This request will result in a corresponding reduction of dividend from DCHL to 
Council for two years.   

Current situation 

15 The Taieri Gorge Rail corridor, bridges, and tunnels are owned by the New Zealand Railways 
Corporation (NZRC) who lease them to KiwiRail.  Kiwi Rail in turn subleases the corridor to DRL 
for $1 per annum.  

16 Although NZRC owns the corridor, bridges, and tunnels, DRL has responsibility for maintenance 
of the corridor, bridges, and tunnels.  DRL owns the railway track, sleepers, and other railway 
infrastructure (fastening, ballast, poles, pylons, and signalling equipment). 

17 The current lease between DCC and KiwiRail is for 40 years (less one day) with one right of 
renewal for another 40 years (less one day).  Subject to renewal on 31 December 2030 the lease 
has an end date of 30 December 2070. 

18 Under the current lease DRL is not required to operate a railway.  However, NZRC and KiwiRail 
approval is required for any use of the corridor other than a railway.   

19 In the year prior to the Covid-19 pandemic, DRL carried 96,000 passengers, generating revenue 
of $8.7 million, and EBITDA (earnings before interest, tax, depreciation and amortisation) of 
$600,000. 

20 Preliminary analysis has suggested that DRL can successfully re-engage with its pre Covid 
customers, and become a financially sustainable business, delivering a return to its 
shareholders.  

21 Over the past two years, significant progress has been made on track maintenance, including 
the re-establishment of the track between Hindon and Pukerangi.  A track maintenance plan for 
the next nine years has been prepared, focusing on proactive asset management and the 
preservation of critical infrastructure.  It addresses safety related maintenance, infrastructure 
preservation, and passenger experience improvements.   

22 DRL currently has 11 carriages and four locomotives in service, enabling two trains to operate 
simultaneously.  There are a further three carriages and two locomotives to bring back from 
hibernation.   

23 DRL is rebuilding its team over time.  In hibernation, there was a team of four staff, and this 
grown to 18 permanent and 7 casual employees.  The team will need to grow further as 
operations and revenue grow. 

Liaison with other groups 

24 Walking and cycling were considered possible options for the future use of the track, however 
the changes made to DRL, and communications with interested groups such as the Otago Central 
Rail Trail Charitable Trust indicate that a well-functioning train service will provide a good 
outcome for all.  This feedback is endorsement for the decision made to retain DRL, its 
operations and the track through to Middlemarch. 

25 A summary of feedback from interested parties is provided below. 
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Rail and Cycling 

26 The Otago Central Rail Trail Charitable Trust (OCRT) advised that it has been working with Great 
Rides New Zealand, to identify three things that would take the Otago Central Rail Trail to the 
next level.  The overwhelming number one response was the reinstatement of the Taieri Gorge 
train with a timetable that could be integrated with the cycle operators, and that would suit 
cyclists.   

27 OCRT has also provided its and the cycle operators views about the Taieri Gorge Train service.  
A key theme in the responses that OCRT received from the cycle operators was: 

“The train service was a key feature of the overall Otago Central Rail Trail experience and was 
promoted as such.  The jewel is now missing in the crown, and it would again be a world class 
experience if connected again with the OCRT”.  

28 The preference of the cycle operators is to have the train run through to Middlemarch, as it links 
the trail with Dunedin, provides for better services, and no extra shuttles would be required.  
Reinstatement of the service to and from Middlemarch would also help to stimulate the local 
economy, and the development of more tourism options and attractions.   

29 Comments from the survey of cycle operators recently undertaken by OCRT is at Attachment B.  
A copy of a submission made by OCRT on plans for the Taieri Gorge is at Attachment C.   

Otago Excursion Train Trust 

30 The Otago Excursion Train Trust (OETT), DRL staff and Council staff have engaged positively on 
the options for retention of the train and the track through to Middlemarch.  OETT had indicated 
a willingness to operate the train if Council was looking to an alternative operator than DRL.  DRL 
will now continue to work closely with OETT to utilise their skills, experience, and passion for 
rail, which will add positively to the rail experience. 

Other engagement 

32 In recent days, the Chief Executive and staff have briefed the OETT, OCRT, the Mosgiel Taieri 
Community Board Chair and the Strath Taieri Community Board Chair on the Council’s decision 
to retain the train and track, and to resume services to Middlemarch.   

Other potential operators 

Pounamu 

31 DRL has enjoyed a commercial relationship with Pounamu, who has delivered cruise ship 
services for DRL.   

32 Pounamu has had communications with DRL, DCHL and Councillors over recent months, 
expressing its interest in operating and possibly assuming ownership of DRL.  Councillors were 
aware of Pounamu’s interest when they resolved that DRL was to operate the train.   

33 Mr Jackson, from Pounamu, will be presenting on this topic at the public forum section of this 
meeting.  A copy of his proposal is at Attachment D.   

34 DRL has reviewed and assessed the proposal provided by Mr Jackson, and will be at the meeting, 
to answer questions. DRL notes the following: 
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• Both DCHL and Pounamu recognise the potential they see in the future of DRL. 

• DRL believes, subject to their longer term planning, that the net cost to the city over the 
9 year period is likely to be less than what would be incurred if the Pounamu proposal is 
accepted. 

• DRL are committed to ensuring operating losses (excluding track maintenance) are 
curbed as soon as possible and to see the entity move into a position longer term where 
it can provide a good contribution towards the track maintenance. 

• Council maintains control of the asset with DRL.  
 

Revocation of earlier resolutions 

35 At its meeting on 10 December 2024, Council resolved that the retention of DRL, its operations 
and the track through to Middlemarch is its preferred option for the future. 

36 The resolution passed by Council on 10 December 2024 has negated the need for the work 
outlined in parts c), d) and e) of resolution CNL/2024/034 passed at the 12 March 2024 meeting, 
to complete an assessment of the options of cycling and walking and to liaison with various 
interest groups, as these activities cannot exist on the rail corridor as the train service has been 
retained.   

37 To give effect to the resolution passed on 10 December 2024, the Chief Executive is 
recommending, under Standing Order 23.6, that parts c) to e) of resolution CNL/2024/034 
passed at the 12 March 2024 meeting are revoked.  Those resolutions are as follows: 

 

c) Directs staff to prepare an options assessment of rail, cycling and walking in advance 
of the 9 year plan 2025-34.  

d) Notes the report would also include governance options and will align with any 
proposals in the Council’s Draft Investment Plan. 

e) Notes this work would include liaison with various groups interested in the future use 
of the rail corridor. 

38 As noted above, Council has liaised with the OCRT and OETT, seeking their views on the future 
use of the rail corridor.  In providing feedback to Council, OCRT has liaised with cycle operators, 
OCRT Tour Planning Operators, and Great Rides New Zealand in forming is feedback to Council.   

OPTIONS  

39 As Council has decided on its preferred option, there are no options.   

NEXT STEPS 

40 If approved, Council will direct DCHL to provide funding of $2 million per annum to DRL.   

41 Council’s decision will be included in the 9 year plan consultation document. 
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Signatories 

Author:  Sharon Bodeker - Special Projects Manager 
Authoriser: Sandy Graham - Chief Executive Officer  

Attachments 

 Title Page 
A Decisions made on DRL from April 2020 to January 2023  
B Survey of cycleway operators  
C OCRT submission on plans for the Taieri Gorge  
D Pounamu proposal  
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SUMMARY OF CONSIDERATIONS 
 

Fit with purpose of Local Government 

This decision promotes the social, economic, environmental and cultural  well-being of communities in 
the present and for the future. 
 

Fit with strategic framework  

 Contributes Detracts Not applicable 
Social Wellbeing Strategy ✔ ☐ ☐ 
Economic Development Strategy ✔ ☐ ☐ 
Environment Strategy ☐ ☐ ✔ 
Arts and Culture Strategy ☐ ☐ ✔ 
3 Waters Strategy ☐ ☐ ✔ 
Future Development Strategy ☐ ☐ ✔ 
Integrated Transport Strategy ✔ ☐ ☐ 
Parks and Recreation Strategy ✔ ☐ ☐ 
Other strategic projects/policies/plans ☐ ☐ ✔ 

 
The operation of Dunedin Railways Limited and its assets contributes to the Dunedin 2013-23 Economic 
Development Strategy theme of a ‘Compelling Destination’ through the tourism service which it 
provides. Dunedin Railways Limited operations also contribute to the social wellbeing strategy by 
supporting stronger communities. 
 

Māori Impact Statement 

There has been no engagement with Māori.  

Sustainability 

DRL will develop a Strategic Plan to deliver a sustainable model to retain rail services on the Taieri 
Gorge line.   

Zero carbon 

The retention of DRL, its operations and the track through to Middlemarch is in alignment with the 
Zero Carbon Plan, as it provides a lower carbon form of transport for tourism. Restoring services to 
Middlemarch supports the Zero Carbon Plan transport action area 6 to Encourage low carbon 
recreation as services to and from Middlemarch could promote cycle tourism through further use of 
the Central Otago Rail Trail, as well as inspiring more tourists cycling the Central Otago Rail Trail to 
visit and stay in Dunedin. 

LTP/Annual Plan / Financial Strategy /Infrastructure Strategy 

This decision is being included in the 9 year plan. 

Financial considerations 

These are discussed in the report. 

Significance 

This matter will be consulted on as part of the 9 year plan consultation process. 
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SUMMARY OF CONSIDERATIONS 
 

Engagement – external 

There has been engagement with the Otago Central Rail Trail Trust, Otago Excursion Train Trust, 
Pounamu, DRL and DCHL. 

Engagement - internal 

There has been no internal engagement. 

Risks: Legal / Health and Safety etc. 

There are no identified risks. 

Conflict of Interest 

There are no known conflicts of interest. 

Community Boards 

Matters in this report will be of particular interest to the Mosgiel-Taieri and Strath Taieri boards who 
have a direct interest in future plans for the Taieri Gorge part of the DRL service. Both the West Harbour 
and Waikouaiti Coast Community Boards also have an interest in the future operation of the train. 
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