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$0.012m (25% recovered)

$0.111m (50% recovered)

$0.008m (23% recovered)

$0.606m (94% recovered)

$0.160m (69% recovered)

$0.505m (52% recovered)

$0.073m (33% recovered)

Shared logistics

Management

Private vessels

Cruise ships

Coastal waters

Assets

Biosecurity

Recoverable costs Other costs
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$0.049m (1% of total costs)

$0.222m (3% of total costs)

$3.961m (62% of total costs)

$0.225m (4% of total costs)

$0.057m (1% of total costs)

$0.233m (4% of total costs)

$0.034m (1% of total costs)

$0.642m (10% of total costs)

$0.977m (15% of total costs)Assets

Other regulations

Coastal waters

Private vessels

Cruise ships

Biosecurity

Biodiversity

Shared logistics

Management

Supporting functions Biodiversity Biosecurity Visitor management Asset maintenance
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𝑆𝑡𝑎𝑛𝑑𝑎𝑟𝑑 𝑔𝑢𝑖𝑑𝑖𝑛𝑔 𝑓𝑒𝑒 + 𝐸𝑥𝑐𝑙𝑢𝑠𝑖𝑣𝑖𝑡𝑦 𝑜𝑓 𝑐𝑜𝑛𝑐𝑒𝑠𝑠𝑖𝑜𝑛 𝑜𝑝𝑝𝑜𝑟𝑡𝑢𝑛𝑖𝑡𝑦 − 𝐼𝑛𝑣𝑒𝑠𝑡𝑚𝑒𝑛𝑡 𝑏𝑦 𝑡𝑜𝑢𝑟𝑖𝑠𝑡 𝑜𝑝𝑒𝑟𝑎𝑡𝑜𝑟𝑠 −

𝐷𝑖𝑠𝑐𝑜𝑢𝑛𝑡
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$0.012m (25% recovered)

$0.111m (50% recovered)

$0.008m (23% recovered)

$0.606m (94% recovered)

$0.160m (69% recovered)

$0.505m (52% recovered)

$0.073m (33% recovered)

Shared logistics

Management

Private vessels

Cruise ships

Coastal waters

Assets

Biosecurity

Recoverable costs Other costs
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𝐶𝑜𝑛𝑐𝑒𝑠𝑠𝑖𝑜𝑛 𝐴𝑐𝑡𝑖𝑣𝑖𝑡𝑦 𝐹𝑒𝑒

=  𝐿𝑜𝑤𝑒𝑠𝑡 𝑡𝑖𝑐𝑘𝑒𝑡 𝑝𝑟𝑖𝑐𝑒 (𝑒𝑥𝑐𝑙𝑢𝑑𝑖𝑛𝑔 𝑑𝑖𝑠𝑐𝑜𝑢𝑛𝑡𝑠) ×  
𝐷𝑎𝑦𝑠 𝑣𝑖𝑠𝑖𝑡𝑖𝑛𝑔 𝑆𝑢𝑏𝑎𝑛𝑡𝑎𝑟𝑐𝑡𝑖𝑐 𝐼𝑠𝑙𝑎𝑛𝑑𝑠

𝑇𝑜𝑡𝑎𝑙 𝑑𝑎𝑦𝑠 𝑖𝑛 𝑖𝑡𝑖𝑛𝑒𝑟𝑎𝑟𝑦
× 4%
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𝑉𝐼𝑀 𝑓𝑒𝑒 =  
∑  ( 𝐴𝑣𝑒𝑟𝑎𝑔𝑒 𝑐𝑜𝑠𝑡 ×  𝑅𝑒𝑐𝑜𝑣𝑒𝑟𝑦 𝑟𝑎𝑡𝑒 )

𝐴𝑣𝑒𝑟𝑎𝑔𝑒 𝑎𝑛𝑛𝑢𝑎𝑙 𝑛𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑢𝑛𝑖𝑞𝑢𝑒 𝑣𝑖𝑠𝑖𝑡𝑜𝑟𝑠

𝑆𝑡𝑎𝑓𝑓 𝑡𝑖𝑚𝑒 𝑐𝑜𝑠𝑡𝑠 =  
𝑊𝑒𝑒𝑘𝑠 𝑤𝑜𝑟𝑘𝑒𝑑

40 𝑤𝑒𝑒𝑘𝑠 𝑝𝑒𝑟 𝑦𝑒𝑎𝑟
× (𝐴𝑣𝑒𝑟𝑎𝑔𝑒 𝑠𝑎𝑙𝑎𝑟𝑦 + 𝑂𝑡ℎ𝑒𝑟 𝑑𝑖𝑟𝑒𝑐𝑡 𝑐𝑜𝑠𝑡𝑠 + 𝐼𝑛𝑑𝑖𝑟𝑒𝑐𝑡 𝑜𝑣𝑒𝑟ℎ𝑒𝑎𝑑 𝑐𝑜𝑠𝑡𝑠)
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DOC-10353079 

MEMO 

DATE: 24/06/2025 

TO: Ruth Isaac - Deputy Director-General Policy and Regulatory Services 

CC: Henry Weston – Deputy Director-General Regional Operations 

Siobhan Quayle – Director Regulatory Systems Performance 

Aaron Fleming – Director Regional Operations 

FROM: Carolyn Parker – Principal Commercial and Revenue Advisor 

Kirsty Cameron – Commercial Manager 

SUBJECT: Increase to Subantarctic Islands guiding concession activity fee – decision required 

Context 

1. The consultation document that went out last year on changes to the proposed entry permit allocation
process indicated that the Department would undertake a review of fees for the Subantarctic Islands as
and when resources allowed.

2. Martin Jenkins have now completed a review of the two key fees we charge concessionaires taking
visitors to New Zealand’s Subantarctic Islands. They recommend that we markedly increase both fees.
The review found that:

a. the current concession activity fee is not at market value, and
b. the entry permit Visitor Impact Management (VIM) fee is not appropriately recovering DOC’s

costs for managing cruise ships visiting the islands.

Table 1: Summary of fee situation 

Fee Type of fee Current fee Recommended 
fee 

Basis for 
recommended fee 

% Increase 

Activity fee Crown $30 + GST 
per unique 
passenger 
landed 

$171 + GST per 
unique visitor 
landed 

Market value 
(equivalent to 4% of 
gross revenue) 

470% 

VIM fee Departmental $405 + GST 
per unique 
visitor landed 

$1,017 + GST 
per unique 
visitor landed 

Cost recovery 151% 

3. This memo focusses on the concession activity fee. It outlines why the fee should increase and seeks
your approval of the higher fee and a decision on how we’ll implement it.

4. Due to the significant increase of the concession activity fee 
, we believe the decision should be escalated to Deputy Director-General Policy and Regulatory

Services, with agreement from Deputy Director-General Regional Operations.
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DOC-10353079 

5. The mechanism for changing the activity fee is the 3-yearly rent review process. We advised the six 
concessionaires on 30 September 2024 that we were beginning a rent review. After you make your 
decision, we’ll notify each concessionaire of the outcome of the rent review. Both parties must agree to 
the new fee within 30 days. If no agreement is reached each party appoints a valuer to agree the new 
fee. 

6. Additionally, we are requesting a decision on the Visitor Impact Management fee in a separate memo. 
The VIM fee is Departmental revenue, and we believe you and Henry Weston should be joint decision 
makers. 

7. A new process, to competitively allocate entry permits to concessionaires for the coming three years, is 
also occurring over the next few months. 

Background 

8. Over the last three seasons there have been around 1,500 unique visitors to the Subantarctic Islands 
per year. Most visitors access the Islands through the six concessionaires who hold active concessions 
for guiding: Heritage Expeditions Limited, Lindblad Expeditions LLC, OP Marine Limited (Coral 
Expeditions), Compagnie du Ponant Pty Ltd, TUI Cruises, and Aurora Expeditions. Their concessions 
expire on 30 September 2031. 

9. There are five fees paid by concessionaires that go to the Subantarctic Islands. 
a. Concession activity fee, 
b. Visitor impact management fee (VIM) fee, 
c. Concession application fee, 
d. Concession management fee, and  
e. Entry permit processing fee. 

10. The concession activity fee and VIM fee are the two main fees. 
11. The concession activity fee was set at $30 + GST per person in 2015 and has remained at that level 

since. The fee was based on multiplying the standard (as of 2015) per person, daily guiding fee by 2.5 
(average days spent on shore) to cover all landings on a voyage. The per person, daily guiding fee 
which was used had been in place since at least 2011. 

12. We contracted an independent, external review to MartinJenkins in late 2024. MartinJenkins are familiar 
with the Subantarctic Island context because of previous contracts with DOC. For example, they 
undertook consultation with concessionaires, Ngāi Tahu, and stakeholders about the 2023/24 entry 
permit process in mid-2024. 

MartinJenkins Findings 

13. MartinJenkins recommends we increase the concession activity fee to $171 + GST per person landed 
to reflect the current market value of the economic right conferred. 

14. The recommended fee was determined by using published ticket prices for advertised itineraries to 
conservatively estimate gross revenue being received by tourist operators for each unique visitor to the 
Subantarctic Islands, then taking a percentage of that (4%) to determine the fee. 

15. A financial model has been built that lays out the concession activity fee calculation in detail. There are 
many factors accounted for in the detail of the calculation such as number of scheduled landing days, 
currency/exchange rate, range of ticket prices, and number of voyages. 

16. The percentage used (4%) considers the Department’s standard percentage for large guiding operators, 
the exclusivity of the concession opportunity, the level of investment required by tourist operators to 
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DOC-10353079 

offer trips to the Subantarctic Islands, and the contribution made by tourist operators to the preservation 
of the Islands. 

17. Based on the modelling, the current concession activity fee of $30 + GST represents less than 1% of 
the average gross revenue earned by tourist operators per person. 

18. As the recommended fee represents a significant increase for tourist operators, MartinJenkins suggests 
we consider gradually increasing the fee. Concessionaires have already priced and are advertising trips 
through to the 2026/27 season. Although we have signalled the review and that we expect fees to 
increase, they may be surprised by the extent of change recommended. 

Recommendation 

19. We agree with MartinJenkins’ recommendation for the concession activity fee. 
20. Since the 2025/26 cruise season starts soon (November 2025), and the 2026/27 cruises are already 

being sold, we recommend introducing the fee gradually. 
21. We recommend that the full fee applies from the 2027/28 season, which hasn’t been advertised yet. 

This gives operators time to include the fee in their pricing. 
22. Our recommended approach to implementing the new fee is: 

a. 2025/26 season: $43 + GST (25% of new fee; 43% increase on current fee), 
b. 2026/27 season: $56 + GST (33% of new fee; 87% increase on current fee), and 
c. 2027/28 season: $171 + GST (100% of fee). 

23. The next rent review is due to commence by 30 September 2027. Assuming we use the same 
methodology at that point, it’s likely that any change will be relatively minor. The new fee could be 
applied from the 2028/29 season and is unlikely to need phasing in. 

24. Our recommended approach gives certainly to concessionaires about what the fee is over the coming 
three years (the period they’re applying for allocation of entry permits for) and gives reasonable notice 
to concessionaires of fee changes relative to the extent of change. 

26. We think the approach we’ve proposed for introducing the new fee acknowledges that it’s not currently 
at market rate and takes an immediate step towards rectifying that, while also minimising the impact on 
the concessionaire in the short term (given financial commitments they’ve already made). We did signal 
and advise concessionaires of a review, so they could have made provision for some change, but they 
can’t reasonably have predicted the extent of change. 

27.  
 

 

Sec 9(2)(h)

Sec 9(2)(g)(i)
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Recommended fee 

Activity Fee 

$171 + GST per person landed 

Phased in over three years as follows: 

2025/26 season: $43 + GST per person landed 

2026/27 season: $56 + GST per person landed 

2027/28 season: $171 + GST per person landed 

Conditions (delete if no conditions are required) 

Decision 

Pursuant to the Conservation Act 1987, the proposed fees in the fee assessment section above 
are: 

Approved 

Signed by Siobhan Quayle, Director Regulatory Systems Performance 

Pursuant to the delegation dated 9 September 2015 

Date: 26 June 2025 

Approved 

Signed by Ruth Isaac, Deputy Director-General Policy and Regulatory Services 

Pursuant to the delegation dated 9 September 2015 

Date: 30 June 2025 
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DOC-10353084 

MEMO 

DATE: 24/06/2025 

TO: Ruth Isaac - Deputy Director-General Policy and Regulatory Services 

Henry Weston – Deputy Director-General Regional Operations 

CC: Aaron Fleming – Director Regional Operations 

Siobhan Quayle – Director Regulatory Systems Performance 

FROM: Carolyn Parker – Principal Commercial and Revenue Advisor 

Kirsty Cameron – Commercial Manager 

SUBJECT: Increase to Subantarctic Islands entry permit VIM fee – decision required 

Context 

1. The consultation document that went out last year on changes to the proposed entry permit allocation
process indicated that the Department would undertake a review of fees for the Subantarctic Islands as
and when resources allowed.

2. Martin Jenkins have now completed a review of the two key fees we charge concessionaires taking
visitors to New Zealand’s Subantarctic Islands. They recommend that we markedly increase both fees.
The review found that:

a. the current concession activity fee is not at market value, and
b. the entry permit Visitor Impact Management (VIM) fee is not appropriately recovering DOC’s

costs for managing cruise ships visiting the islands.

Table 1: Summary of fee situation 

Fee Type of fee Current fee Recommended 
fee 

Basis for 
recommended fee 

% Increase 

Activity fee Crown $30 + GST 
per unique 
passenger 
landed 

$171 + GST per 
unique visitor 
landed 

Market value 
(equivalent to 4% of 
gross revenue) 

470% 

VIM fee Departmental $405 + GST 
per unique 
visitor landed 

$1,017 + GST 
per unique 
visitor landed 

Cost recovery 151% 

3. This memo focusses on the entry permit visitor impact management (“VIM”) fee. It outlines why the
fee should increase and seeks your approval of the higher fee and a decision on how we’ll implement it.

4. The VIM fee is Departmental revenue, and we believe you (Ruth Issac and Henry Weston) should be
joint decision makers. It is appropriate for the decision to be escalated to Deputy Director-General level
because of the significant increase recommended 

Item 3
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5. The VIM fee can be reviewed on an annual basis. We advised the six concessionaires on 30
September 2024 that we were beginning a review, and on 9 June 2025, through the entry permit
allocation application process, we signalled that the independent fee review is likely to recommend a
substantial increase. After you make your decision, we’ll notify each concessionaire of the outcome.

6. Additionally, we are requesting a decision on the concession activity fee in a separate memo. The
activity fee is Crown revenue, and we believe the decision should be made by Deputy Director-General
Policy and Regulatory Services, with agreement from Deputy Director-General Regional Operations.

7. A new process, to competitively allocate entry permits to concessionaires for the coming three years, is
also occurring over the next few months.

Background 

8. Over the last three seasons there have been around 1,500 unique visitors to the Subantarctic Islands
per year. Most visitors access the Islands through the six concessionaires who hold active concessions
for guiding: Heritage Expeditions Limited, Lindblad Expeditions LLC, OP Marine Limited (Coral
Expeditions), Compagnie du Ponant Pty Ltd, TUI Cruises, and Aurora Expeditions. Their concessions
expire 30 September 2031.

9. There are five fees paid by concessionaires that go to the Subantarctic Islands.
a. Concession activity fee,
b. Visitor impact management fee (VIM) fee,
c. Concession application fee,
d. Concession management fee, and
e. Entry permit processing fee.

10. The concession activity fee and VIM fee are the two main fees.
11. The VIM fee increased from $370 + GST to $405 + GST per person in 2014 and it has remained at that

level since.
12. Since at least 1998 the VIM fee has been charged ‘per person landed, per voyage/season’ except for

during 2011-2012, when charging of a base fee + per site fees was trialled. In the last two seasons
we’ve also charged for all allocated permits, even if not used (but in-season surrenders are possible, at
discounted fee rates, to incentivise returning permits for others to use).

13. There is limited past analysis of the Department’s costs relating to Subantarctic Island tourist operators
and how that compares to the revenue received through the VIM fee, although in 2005 the fee was
$250 + GST and costs were estimated by the Department at $350 + GST.

14. In terms of the legal framework for setting the VIM fee, the Conservation Act provides for cost recovery.
Under sections 60A, 60B and 60C of the Conservation Act 1987, the Department is able to recover
direct and indirect costs that it incurs in considering, granting or issuing any consent, concession, permit
approval or action. There is also scope to recover ‘post grant’ costs that the Department incurs relating
from the management of visitors on a unique Nature Reserve, pursuant to s60D and under the
Reserves Act 1977.

15. We contracted an independent, external review to MartinJenkins in late 2024. MartinJenkins are familiar
with the Subantarctic Island context because of previous contracts with DOC. For example, they
undertook consultation with concessionaires, Ngāi Tahu, and stakeholders about the 2023/24 entry
permit process in mid-2024.Rele
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MartinJenkins Findings 

16. MartinJenkins recommends we increase the VIM fee to $1,017 + GST per unique visitor. At this level
(and based on ~1,500 visitors per annum), it covers all cruise ship related costs at the time of their
analysis that were assessed as recoverable.

17. The recommended fee was determined using a first-principles approach to consider which of DOC’s
costs for the Subantarctic islands should be recovered through the VIM fee.

18. MartinJenkins advises that their approach follows both the Treasury’s cost recovery guidelines and the
Office of the Auditor-General’s guidance on setting public sector fees and charges. For each of the
Department’s functions related to the Subantarctic Islands, they worked with DOC staff to understand
and consider the function’s economic characteristics, fairness, efficiency, and legal requirements. They
then assessed whether the funding should come from the Crown or be recovered from third parties. If
recovery from third parties was appropriate, they also considered whether the full cost or only part of it
should be recovered through the VIM fee.

19. Of the $6.4m total average annual costs (based on an analysis of expenditure over 2023/24, 2024/25,
and a forecast for 2025/26), MartinJenkins assessed $1.5m as recoverable through the VIM fee. Many
of these are fixed costs that do not vary with the level of cruise ship activity. This means that if the
number of passengers declines for some reason, our costs for managing cruise ships visiting the
islands will be under-recovered.

20. A financial model has been built that lays out the VIM fee calculation in detail.
21. The Department is currently in the process of developing a long-term visitor management plan for the

Subantarctic Islands. MartinJenkins recommends that the future fees should provide for the cost of new
capital investment once the visitor management plan, including scope and priorities for investment, has
been finalised. The recommended fee does not currently include provision for new capital investment
but does include depreciation and a capital charge based on the replacement value of the current suite
of assets that support the visitor experience.

22. As the recommended fee represents a significant increase for tourist operators, MartinJenkins suggests
we consider a transition to the new fee. They also recommend we provide information about the cost
drivers and main components that determine the fee, so that concessionaires understand the basis for
the fee.

23. Concessionaires have already priced and are advertising trips through to the 2026/27 season. Although
we have signalled the review and that we expect fees to increase, they may be surprised by the extent
of change recommended.

24. For subsequent years, MartinJenkins recommends we regularly review and adjust the VIM fee to
ensure it aligns with our costs at the time, as future expenditure for each function included in the
assessment may differ. Two approaches we can consider are:

a. adjusting the fee in line with CPI to keep up with inflation in between review periods; and
b. using the financial model to update the expenditure being incurred.

25. The latter option would be more resource intensive but would also be more accurate than a CPI
adjustment.

The Regional Operations view 

26. There is support at District / Regional level for a substantial increase of the fee.
27. District staff (Murihiku office, SSI region) hold concerns about the methodology though because, as is,

the base fee doesn’t accommodate for new activities or significant cost escalations in the future. For
example, in recent forward planning, cost escalations have already occurred for vessel charters,
navigation safety advice, and visitor monitoring studies for the 2025/26 year. The recommended fee is
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based on looking back on costs for the past two years, and forecasting ‘business as usual’ costs for the 
coming year, and so the year the fee is collected in won’t reflect the actual costs of that year. 

28. There is concern that, if the fee revenue is used to solely inform/fund the work programme of the
coming year/s, it may be inadequate, as the methodology produces a ‘lag’, and that this could create a
‘circular’ argument where the level of current activity, as funded by the current revenue, is used as the
benchmark for future activity, and future revenue. The methodology also doesn’t account for activities
currently on hold for lack of current funds.

29. MartinJenkins have advised that in their view, using past costs to inform the future fees is a reliable and
pragmatic methodology, given the cost information that DOC holds. They have also advised that if the
assumptions don’t correspond with the actual cost results going forward, there are some options to
address this. The easiest is to adjust the fee if we find that actual costs going forward do not correlate
with past costs, given we have the financial model that we can use to do this. This means that over
time, there will not be under recovery.

Recommendation 

30. We agree with MartinJenkins’ recommendation for the VIM fee.
31. Since the 2025/26 cruise season starts soon (November 2025), and the 2026/27 cruises are already

being sold, we recommend introducing the fee gradually.
32. We recommend that the full fee applies from the 2027/28 season, which hasn’t been advertised yet.

This gives operators time to include the fee in their pricing.
33. Phasing in the fee is fairer than applying the full amount immediately. However, because this is a cost

recovery fee, any discount means the Government has to cover the shortfall (as it has done for many
years). So, we still need to begin recovering more of the cost now.

34. Our recommended approach to implementing the new fee (factoring in 2% inflation) is:
a. 2025/26: $712 + GST (70% of new fee; 76% increase on current fee),
b. 2026/27: $933 + GST (90% of inflation adjusted new fee; 130% increase on current fee), and
c. 2027/28: $1,058 + GST (full fee – 100% of inflation adjusted new fee).

35. We recommend a full recalculation of the fee every two years. The next one should occur in early to
mid-2027, to come into effect for the 2028/29 season (i.e. updating actual costs for 2025/26 and
2026/27 and including the forecast of 2027/28 costs). This approach will keep the fee accurate over
time while managing the workload involved in updating the model. The time involved in updating the
model can be recovered through the recalculation though.

36. This approach gives concessionaires:
a. Certainty about the VIM fee for the next three seasons (two of which they’ve already priced and

are selling, and all of which are included in the current entry permit allocation application
process), and

b. Clear information to support their applications for entry permits.

38. We think the approach we’ve proposed for introducing the new fee acknowledges that we’re not
currently recovering our reasonable costs and takes immediate steps towards rectifying that, while also
reducing the impact on concessionaires in the short term (given financial commitments they’ve already

Sec 9(2)(g)(i)
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made). We did signal and advise concessionaires of a review, so they could have made provision for 
some change, but they can’t reasonably have predicted the extent of change. 

39. 

Recommended fee 

Entry Permit VIM fee 

Base fee of $1,017 + GST per unique visitor 

Phased in over three years as follows: 

2025/26 season: $712 + GST 

2026/27 season: $933 + GST 

2027/28 season: $1,058 + GST (100% of the inflation adjusted fee) 

Conditions (delete if no conditions are required) 

Decision 

Pursuant to the Conservation Act 1987, the proposed fees in the fee assessment section above 
are: 

Approved 

____________________________________ 

Signed by Siobhan Quayle, Director Regulatory Systems Performance 

Pursuant to the delegation dated 9 September 2015 

Date: 26 June 2025 

Sec 9(2)(h)
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Approved 

__________________________________ 

Signed by Henry Weston, Deputy Director-General Regional Operations 

Pursuant to the delegation dated 9 September 2015 

Date: 27 June 2025 

Approved 

____________________________________ 

Signed by Ruth Isaac, Deputy Director-General Policy and Regulatory Services 

Pursuant to the delegation dated 9 September 2015 

Date: 30 June 2025 
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