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We recommend that you ... (Nga tohutohu)

Decision
a) Note that on 9 May 2024 you directed us to prepare a business Noted
case and an International Visitor Conservation and Tourism Levy
(IVL) investment proposal for a carpark charging pilot
b) | Agree to fund a three year carpark charging pilot SO
over the summer of 2024/25 and 2025/26 from the IVL for capital Yes / No
and operating costs.
C) Agree to forward this briefing to the Minister for Tourism and
Hospitality for their information. Yes //No
Date: [/ [/ Date: [/ [/
Stephanie Rowe Hon Tama Rotaka

Deputy-Director General, Biodiversity,

Heritage and Visitor

Purpose — Te aronga

Ministernof Conservation

To seek your agreement to fund a carpark charging pilot using the International Visitor
Conservation and Tourism Levy (IVL).

Background and context — Te:horopaki

1.

On 31 July 2024 you are‘taking a joint paper with the Minister for Tourism and
Hospitality to the CabinetEconomic Priorities Committee (ECO) to seek approval to
raise the IVL rate from,$35 to $100. This followed public consultation on the possibility
of raising the IVl rateand how that revenue should be spent. Decisions on the
allocation of additional revenue were not sought from ECO. It is intended that any
change to theN\V/L rate would take effect from 1 October 2024 to align with other
immigration,changes.

Revenuesfrom the IVL is currently split between tourism and conservation. It generated
$62.5ymillion in 2023/24. At end of June 2024 there was $11 million of collected but
Unallocated IVL funding available for conservation.

In May 2024, we advised you that we do not currently charge for any DOC-managed
carparks, and that there was a strong case to investigate implementing carpark
charges as a revenue generation and visitor management tool (24-B-0186 refers).

We have prepared a preliminary business case for a carpark charging pilot

4.

You instructed us to prepare a business case for a carpark charging pilot. You agreed
this should include an investment proposal for the IVL to cover the upfront capital
investment required and additional FTE to drive implementation of revenue

opportunities.



10.

We propose to run a carpark charging pilot over the summer of 2024/25 and 2025/26
at up to seven sites, funded through the IVL. The purpose of the pilot would be to:

e establish a new mechanism to generate revenue from visitors

e support the efficient management of carparking at sites under high visitor pressure
over summer of 2024/25 and 2025/26

e provide insights into the costs and returns associated with different approaches to
carpark charges and carparks with different characteristics.

We are undertaking detailed analysis of three sites to pilot carpark charges —
Punakaiki (Dolomite Point), Tongariro Alpine Crossing (Mangatepopo) and
Aoraki/Mount Cook National Park (White Horse Hill). A map of these potential sites
can be found in Attachment A.

We have undertaken an initial assessment of the feasibility, including the potential net
revenue from carpark charges at these sites.” This assessment shows a potentially
strong revenue stream that is likely to exceed costs. Financial analysis can‘béfound in
Attachment B.

A further four busy carparks have been identified for potential trialling'over summer
2025/26 - Franz Josef, Goat Island, Roys Peak and Marahau. This VL investment
proposal includes estimated capital and operating costs related for setting up a trial at
these sites, but further work is required to understand site and, financial feasibility.

Cathedral Cove has not been selected as a potential paid earparking pilot site to be
funded by IVL because this is being explored throughithe visitor management work
already underway.

Our proposed plan for the pilot is included in Table»One below.

Table One: Proposed plan for carpark charging pilot

Stage Timeframe Description

Planning and August'2024 to
tendering Octaber 2024

¢ Recruit funded project roles to set up and
implement the pilot and to support other revenue
improvement initiatives.

* Assess the feasibility of four additional pilot sites to
pilot in summer 2025/26.

* Prepare and undertake open tender for solutions
for each selected site.

e Develop communications & engagement,
monitoring and compliance plan for each pilot site.

e Assess submitted tenders and determine what to
implement in summer 2024/25 — for example
payment manual solution for 2024/25, technology
solution designed and installed for 2025/26.

* Implement paid carparking at three pilot sites for

Implementation November 2024 to summer 2024/25 (e.g. installing payment
and system
refinements

technology).

* Extend the pilot to four additional sites ahead of
summer 2025/26.

September 2025

Monitor and December 2024 to : Monitor and evaluate pilot sites.
evaluate pilot August 2026

Recommend improvements for pilot sites.
Develop a Draft National toolbox for paid carparks.

Other criteria used to select sites included operational capacity, practicality and representation of a range of
management interventions.




11.  We estimate that the pilot will cost S to implement over three years, with
EEE in year one, GEY in year two and gl in year three. This is broken down in
Table Two below.

Table Two: IVL funding sought for carpark charging pilot

Three-year
total*

Financial year ending June 2024/25 2025/26 2026/27

Pilot carparks - Operating funding ($m)

Pilot carparks - Capital funding ($m)

Programme & overheads - Operating Funding ($m)

Total ($m)

* Values shown are rounded, see Attachment B for more detail on OPEX/CAPEX funding requitements

12. Costs to establish paid carparking at each carpark vary due to the differing ecomplexity
at each site. For example, the White Horse Hill carpark at Aoraki, will initially require
work to create additional capacity and a manned booth will be required to
accommodate day visitors parking to walk the Hooker Valley track and overnight
visitors staying at the adjacent campsite or in one of the manyutssaccessed via the
carpark. Meanwhile, the Tongariro Alpine Crossing carpark would utilise the existing
footprint and have payment technology and eventually only require staff to be onsite
periodically to enforce fee payment compliance.

13.  This IVL-funded, paid carparking pilot is forecast to'return over gl per annum in
revenue once charging is implemented at the seven, pilot sites. The paid carparking
model could then be rolled out at additionalsites funded by DOC'’s capital programme.

The pilot aligns with IVL investment criteria

14. The pilot aligns with Pillar 2 of the 2023 IVL investment plan - Responding to visitor
pressures on conservation and theenvironment.? The pilot would improve our
understanding of visitor impacts.and’how to manage them, and it would enable us to
deliver a system-level response, to visitor pressures.

15. Additionally, the pilot is suitable for IVL investment as the potential pilot sites are
popular with international visitors. For example, 80 per cent of walkers on the
Tongariro Alpine Crossing are international visitors.

Risk assessment«—"Aronga turaru

16. As the pilet progresses, we will build our understanding of the implementation and
operational eosts. Because of this, we anticipate some movement in our estimates
(e.g. cost to install parking technologies in remote locations without cell coverage or
power). To address cost risk, the estimates include a 20 per cent contingency. The
mitigation for the circumstances where costs would exceed budget, is to rescope the
trial to focus on the highest potential revenue sites.

175 We expect there will be some public resistance to paying for carparking on PCL, as we
have not implemented this before. To mitigate this, we will prepare an engagement
and communications plan for the pilot. We will also seek to engage stakeholders and
Treaty partners early in the process and give them a chance to provide feedback
during and after the pilot.

18. During the pilot our compliance and enforcement approach will centre on education. In
the medium to long-term we will be assessing whether our compliance tools, such as

2 hitps://www_ mbie govt.nz/assets/Uploads/ivl-investment-plan-2023 pdf




infringement offences, are suitable for carpark charges. This may require amendment
to the Conservation (Infringement Offences) Regulations 2019.

19. If funding is not made available from the IVL, it is unlikely that we will have sufficient
resources to implement any carpark charges for the summer of 2024/25.

Treaty principles (section 4) — Nga matapono Tiriti (section 4)

20. Implementation of carpark charges will require engagement with local iwi and hapu to
ensure they are informed of what we are doing and to gather feedback on the pilot. At
Dolomite Point we are proactively engaging with Ngati Waewae to explore how to
partner with them during the pilot.

Next steps — Nga tawhaitanga

21. If you agree to fund the pilot from the IVL we will immediately begin to carry out the
plan in Table One, providing you with periodic updates via the status report.

ENDS




Attachment A: Map of 2024/25 pilot sites
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Attachment B: Financial analysis for pilot sites

IVL-Funded Pilot

Approx. Car Estm. Revenue Modelled 24/25 25/26 26/27 Totalfunding
parks Vehicles p.a. p.a. 10-yr BCR |CAPEX OPEX |CAPEX OPEX |CAPEX OPEX |sequirements|Pilotplanand assumptions

Dolomite Point carpark
Tongariro Alpine Crossing -
Marahau carpark

White Horse Hill carpark - Aoraki

FranzJosef carpark
Goat Island marine reserve
carpark

Roys Peak carpark
Marahau carpark - Abel Tasman
coast track entrance

Pilot carpark subtotal

Programme OPEX subtotal
Total IVL funding requirements




Paid car parking pilot site profile - Mangatepopo Car Park Tongariro National Park

ITEM 4)

1. Location

Mangatepopo car park is at the beginning of the Tongariro Alpine Crossing.
Parking is free but restricted to under 4 hours between Labour Weekend
(October) to the start of May (this is the summer walking season). People doing
the TAC are encouraged to use park and ride services.

The current carpark is well estimated and laid out ; and implementation of paid
car parking at this site would be limited to the costs to install and operate that
technology at the site.

2. Current challenges/problems to be solved:

¢ The carpark reaches capacity only on busy NZ summer public holidays.

¢ Incentivising visitors to use shuttles to reduce congestion on access road and
in the car park.

e Visitors arriving and not knowing how long their walk will take and therefore
how long they purchase a ticket for.

¢ Need to avoid some users park along the DOC managed roads and adjacent
state highways.

3. What investment is needed to pilot paid car parking at this site

e 1-2 parking fee payment terminals: Solar fee payment technology, concrete
pads for each payment terminal, internet connectivity, signage, and
compliance reporting so onsite staff can see who has paid.

¢ The existing carpark does not require a redesign and/or resurfacing.

6. Project phasing plan

Summer/Autumn 2024/25

e Use year-one pilot data and monitoring to develo
carparking design and business case for further
improvements (e.g. yellow lined on highway,
signage, car park pedestrian managemen
different vehicle sizes, etc.).

i

e Self-service parking machines for visitors to pay for parking

e DOC rangers onsite for car park management (troubleshoot
problem, manual-payment fallback, trial monitoring and
reporting, education/payment reminders.)

e Monitor pilot and recommend early CAPEX improvements
after summer 24/25.

Winter-Summer FY25/26

A

r

Masterplanning - TAC site
Site Survey - Ketetahi

Site Surveys - Manga

Reference documents

7546545
0-2013 DOC-
7546542

25/05/23

19/01/23

19/01/23

7. Fees, assumptions estimated annual revenue

*We need to consider a daily rate to avoid users feeling rushed

and ruining @it experience. The day rate could be also used as a
“Lost ticket™when someone forgets to pay and is reminded to by
aDQC .

SN ted costs and revenue

**OPEX includes 2x FTE for 6-months of year and Starlink internet
connectivity for payment gateway

4. Car park capacity, usage, and seasonality:

e The gravel car park has 65 vehicle bays and 4-hour limit (CMS), despite this,
it’s estimated that cars typically stay 6hrs on average.

e Based on track counter data, up to 105,000 visitors used some or all of the
Tongariro Alpine Crossing between 1 November 2023 and 8 April 2024.

e Onsite observations in 23/24 said that roughly 75% of visitors used the Q
(o)

services of transport or guiding businesses (park and ride). 10-20% of vi
park in the Mangatepopo carpark and do a return walk. The remainingWisitors
were are propped off by private vehicle.

walking the TAC from Ketetahi to Managtepopo are very soisn’t

e Based on historic activity data patterns and ranger feedba@ rs
practical to charge at Ketatahi carpark.

The Num ehicles Per Day

5. Modelled annual carpark usagg

e The total number of vehicles 30
is 9,700 per annum. 20 @ 15

e The demand for off-peak -
season is 40% of the peak 0-6 hours 0-6 hours

season.
Peak Season Off-Peak Season

Shuttle bus

PROPOSED PILOT PAYMENT SOLUTIONS

nk to car park location on google maps

Parking fee reminder
We have noticed that

you have forgotten to
pay for parking.

Please pay via the
machine by selecting
“lost my ticket”
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Paid car parking pilot site profile - White Horse Hill car park Aoraki

ITEM 5)

1. Location

White Horse Hill car park is located within the Aoraki National Park, up the
Hooker Valley Road. It is the main access point for several popular day and
overnight walks (e.g. Mueller and Hooker huts), and White Horse Hill
Campground which has 102 campsites and is DOC’s most visited campground.

2. Current challenges/problems to be solved:

e High visitor volumes which are forecast to increase.

e Facilities do not meet current growing demand. Currently, visitor demand
often exceeds the car park’s capacity and visitors park along roadsides in peak
months. This also happens on winter public holidays (e.g. Matariki).

¢ Demand exceeding capacity has also led to visitor experience complaints
about toilets, car parking and general experience.

e There currently is no clear vehicle flow in the car park or delineation of
individual car parking spaces. Introducing these would improve vehicle flow
and increase the capacity of the car park.

3. Whatinvestment is needed to pilot paid car parking at this site

e Dual approach to test different approached to fee collection and
enforcement: Traditional booth barrier arm & Ticketing with Licence Plate
Recognition (LPR) cameras.

* Increase car park capacity by 85 space (300 > 385); Introduce
directional clockwise vehicle flow); Vehicle space efficiency (wheel stops);
Vehicle size categorisation bays (light vehicle bays / RV bays / bus bays);
Improved signage (site info and parking fees).

6. Project phasing plan
Summer FY25/26

e Pay-by-plate with users paying based on their length of stay,
day of nightly rate. Number plate recognition cameras for
enforcement of fees, outsourced to a third-party.

* Pre-booked parking to help manage demand.

e Possibly tendering park-and-ride concession opportunity to
help remedy the capacity constraint.

e Evaluate and adapt pilot over peak visitation period,
including Pedestrian H&S management.

e Consider impact on Tasman Glacier walk and if we shoulé
charge here too. . 4 N

Winter-Summer FY26/27

e Use car parking revenue and pilot data and monitoring
report to develop improved car parking\gdesign and business
case for further improvements (if any).

7. Fees, assumptions andestimated annual revenue

A
BQM costs and revenue

“{

4. Car park capacity, usage, and seasonality (from Team Process):

e 200 - 300 vehicles at peak and 150 down the road-side

e Peak season Nov - Apr/ All public holidays with volumes of 130 vehicles p/hr
and ~700 p/day

e Mostly campervans and cars but some shuttles, coaches and trailers

e Length of Stay: Approx. 30hrs for overnight vehicles and 3hr duration for day
visitors on average

e 10am - 3pm peak but car park is accessed 24/7 for star gazing, sunrise walks
etc.

Average Number of Vehicles
on the Campground Pér Day,

114 107

LRk
73 &)
1 e” . |
e WS | -

5. Modelled annual car park 1lg(?age

e The total numberofcarsis 100

107
149,000 per annum 50 I 5
® 90% of visitors staying for 0 —
_ o> & KY ) 3 o
0-4hrs W & ¢ & &
L ]
The'number has excluded N o ver of Vehictes
vehicles parked at the per day
600 528 P
campground
400, -
¢ The demand for off-peak 212
season is estimated at 200 59 . 24
40% of the peak season o f— —
0-4 hours 4-12 hours 0-4 hours 4-12 hours
months
Peak Season Off-Peak Season

H Reference documents (Date) m

WSP Options Repgort - ehorse car PDE 31/05/24
park DRAFT

.

Lk,

*CAPEX includes il to increase the capacity of the car park
and the revenue forecast assumes this will be completed
during winder 2025.

SITENMAR AND PROPOSED PILOT PAYMENT SOLUTIONS |

Link to car park location on google maps

. v

LPR Camer
9 \ ampgrouhd entry/exit)

A .
1 \q et Ht:
P
; i \

Directiol ¢
. Ticket Mg
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Paid Carparking Pilot Site Profile - Dolomite Point Car Parks, Punakaiki/Pancake rocks

ITEM 6)

1. Location

Dolomite Point is a high-volume visitor site in the West Coast town of Punakaiki. Recently
a new exhibition centre has been opened by Ngati Waewae and DOC that also contains
the DOC VC. It services the Pancake Rocks and other attractions. There are two car parks
on site with a total of 152 spaces and were often at max capacity during peak season:

¢ the northern car park is currently open to the public and is located directly adjacent to
the exhibition centre/ VC and shops. It also provides access for locals to private
mailboxes and is fully sealed and developed.

¢ the southern car park is gravel and undeveloped with a single entry/ exit point. Itis
currently closed to public use but will open for the 24/25 summer.

2. Currentchallenges/problems to be solved:
e High visitor volumes which are forecast to increase.

¢ Need to avoid parking on roadside, and parking ticket machine locations should
promote a safe and efficient visitor experience.

e Southern car park - Currently no clear flow in southern carpark, no delineation of
individual car parks. The land is pending land swap from road reserve to PCL, an
agreement must be in place for DOC to charge for parking.

¢ Need to explore opportunities to work with Ngati Waewae.
3. What investment is needed to pilot paid car parking at this site:

¢ Ticketing with License Plate Recognition (LPR) cameras and third-party onsite
management: Solar fee payment technology, concrete pad for payment terminals,
internet connectivity, signage, and fee payment compliance solution.

¢ Vehicle flow management (directional clockwise flow); Vehicle space efficiency (wheel
stops); Vehicle size categorisation bays (light vehicle bays / RV bays); Improved signage
(site info and parking fees)

¢ Northern Carpark does not require upgrade, Southern Carpark needs forming, sealing
and line marking. Southern car park upgrade in year 2.

6. Project phasing plan
Summer/Autumn 2024/25

e Self-service parking machine(s). Number plate
recognition cameras for enforcement of fees (monitor in
year-1, active enforcement from year-2).

troubleshoot visitor issues, fee payment reminders,
manual payments if system fails, and to monitor and
report on the trial.

e Monitor pilot and recommend early CAPEX impro, nts
after summer 24/25.

Winter-Summer 2025/26 s NS

. Improve site based on recommengdatiens, and seal
and line mark southern car park

Date

Dolomite Point Redevelo@' DOC- 18/01/2021
Financial Analysis Report . 6404982

H 2017/18 car pawWysis Document1 May-2018
(; Document 2
B DPRP Nmmrk Email 04/07/24

] DPRP SouthernCarpark Email 04/07/24

7. Fees, assumptions¥édnd estimated annual

revenue N\J

A 15-mfindte free parking period (café, toilet, mail, etc.).

. . 4 8 Est}mated costs
e Contracted third-party onsite car park warden to L <\
N

4. Car park capacity, usage, and seasonality:

¢ Northern carpark has 83 marked parking spaces — 4 for EVs, Southern carparkis gravel
and has space for 69 vehicles, however they aren’t delineated.

e Surveyed parking data: Average length of stay 0-2hrs (84%), 14% 1-3hrs, 3% 2+ hrs

e Main season from labour weekend untill May.

5. Modelled annual carpark usage dheQuptber of Vehicles Per Day
¢ Total number of vehicles per year is 110,921 800  oa%
* 1.5% of 'normal’ cars and motorhomes 600
demand is longer than 2 hrs and overnight 400 00 269
» Total hours available for parking are 9folirs 200 I19 103 0 I858 410
0 — —

¢ The demand of car park for Off‘peak SedSon is

40% of the demand of car park¥@r the peak
season. Peak Season Off-peak Season

0-2 hours >2 hours 0-2 hours >2 hours

mCars u Motorhome W Buses (on-street)

Paparoa National
Park Visitor Centre

Southern car park

| Link to exhibition centre location on google maps

.o R
D .‘ g
’C -

SMALL CAR
PARKING
ONLY

Parking fee reminder

We have noticed that
you have forgotten to
pay for parking.

Please pay via the
machine by selecting
“lost my ticket”
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We recommend that you ... (Nga tohutohu)

Decision
Note that on 9 May 2024 you directed us to prepare a business Noted
case and an International Visitor Conservation and Tourism Levy
(IVL) investment proposal for a carpark charging pilot.
Note that we have identified seven sites where carpark charges Noted
could be piloted, with potential revenue estimated to beﬁ
per annum once fully operational.
Agree to fund a three-year carpark charging pilot over the
summer of 2024/25 and 2025/26 from the IVL for capital and
operating costs at a total cost of either:
Yés / No
|
Note that the proposed pilot includes CAPEX funding fot Noted
increasing carpark capacity and efficiency for two of the
proposed pilot sites.
Agree to forward this briefing to the Minister fopTourism and
Hospitality for their information. Yes/No
4/
A<\ [/
e P
) TN AN
Date: 28/08/24 Date: / /

Stephanie Rowe Hon Tama Potaka

Deputy-Directar General, Biodiversity,

Heritage and Visitor

Purpose —~Te aronga

Minister of Conservation

Tosseek’your agreement to fund a carpark charging pilot using the International Visitor
Censérvation and Tourism Levy (IVL).

Background and context — Te horopaki

1.

On 29 July 2024 you took a joint paper with the Minister for Tourism and Hospitality to
Cabinet seeking approval to raise the VL amount from $35 to $100. This followed
public consultation on the possibility of raising the IVL amount and how that revenue
should be spent.

Cabinet agreed and directed officials to report back to you and the Ministers of
Finance, Culture and Heritage, and Tourism and Hospitality with advice on the



allocation of additional revenue [CAB-24-MIN-0274]. The increase in IVL amount will
take effect from 1 October 2024 to align with other immigration changes.

Revenue from the VL is currently split between tourism and conservation. It generated
$62.5 million in 2023/24. At end of June 2024 there was $9.6 million of collected but
unallocated IVL funding available for conservation.

In May 2024, we advised you that we do not currently charge for any DOC-managed
carparks, and that there was a strong case to investigate implementing carpark
charges as a revenue generation and visitor management tool (24-B-0186 refers).

Estimates show carpark charging at seven sites could generate-

5.

10.

11.

"2

You instructed us to prepare a business case for a carpark charging pilot. You agreed
this should include an investment proposal for the IVL to cover the upfront capital
investment required and additional FTE to drive implementation of revenue
opportunities.

We propose to run a carpark charging pilot over the summer of 2024/25/@nd*2025/26
at up to seven sites, funded through the IVL. The purpose of the pilot/would be to:

e establish a new mechanism to generate revenue from visitors

e support the efficient management of carparking at sites under high visitor pressure
over the summer of 2024/25 and 2025/26

e provide insights into the costs and returns associatedhwith different approaches to
carpark charging and carparks with different characteristics.

We have undertaken detailed analysis of three sites.10 pilot carpark charges this
summer — Punakaiki (Dolomite Point), Tongariro Alpine Crossing (Mangatepopo) and
Aoraki/Mount Cook National Park (White@orse Hill). You can find a map of these
potential sites in Attachment A.

We have undertaken an initial feasibility assessment, including the potential net
revenue from carpark charges at these sites’ and the required CAPEX for charging
solutions and some site improvements. This assessment shows a potentially strong
revenue stream that is likelytorexceed costs and has a positive benefit cost ratio.
Financial analysis can be found in Attachment B.

A further four busy canparks have been identified for potential trialling over summer
2025/26 - Franz Jogef, Goat Island, Roys Peak and Marahau. This IVL investment
proposal includes-estimated capital and operating costs related for setting up a trial at
these sites, but further work is required to understand site and financial feasibility.

Cathedral,Cove’has not been selected as a potential paid carparking pilot site to be
funded by VL because this is being explored through the visitor management work
already-underway.

The-paid carparking pilot is forecast to return over ElESII once charging
I1s'implemented at the seven pilot sites.

Our proposed plan for the pilot is included in Table One below.

TFable One: Proposed plan for carpark charging pilot

Timeframe Description
Planning and | August 2024 to  Recruit funded project roles to set up and
tendering October 2024 implement the pilot and to support other revenue

improvement initiatives.

Other criteria used to select sites included operational capacity, practicality and representation of a range of charging
and approaches to fee enforcement.



Planning and * Assess the feasibility of four additional pilot sites to

tendering August 2024 to pilot in summer 2025/26.

cont’d October 2024 * Prepare and undertake open tender for solutions
for each selected site.

* Develop communications & engagement,
monitoring and compliance plan for each pilot site.

o Assess submitted tenders and determine what to
implement in summer 2024/25 — for example
payment manual solution for 2024/25, technology
solution designed and installed for 2025/26.

* Implement paid carparking at three pilot sites for

Implementation November 2024 to summer 2024/25 (e.g. installing payment
and system September 2025 technology).
refinements P * Extend the pilot to four additional sites ahead of
summer 2025/26.
¢ Monitor and evaluate performance of carpark
Monitor and December 2024 to charges at pilot sites against pilot objectives
evaluate pilot August 2026 * Recommend improvements for pilot sites.

* Develop a draft national toolbox.forypaid carparks.

13.  We estimate that the pilot will cost up to
IS 1S outlined in Table Two below.
14. We engaged with some third-party car parking operators t6 understand potential
operating models and approximate costs. This engagement has informed our initial
CAPEX/OPEX estimates for carparking payment‘and associated hardware, software,

and third-party enforcement services. Howgever, these costs will be market-tested
through a competitive tender, which may‘teduce pilot funding requirements.

Table Two: IVL funding sought for carpark eharging pilot

Three-year
total*

Pilot carparks - Operating funding ($m) P [ B B

Pilot carparks - Capital funding ($m) PR [ ] [ [
Programme & overheads - Operating Funding ($m) P [ [ [ |

Total ($m) - - - -

* Values shown are rounided, see Attachment B for more detail on OPEX/CAPEX funding requirements.

15. Estimates.show that an

16. There'is an opportunity for us to use revenue generated in Year one to offset the |VL
costs for Year 2. This would see the overall IVL investment required reduce to

Financial year ending June 2024/25 2025/26 2026/27

17. Costs to establish paid carparking at each carpark vary due to the differing complexity
at each site. For example:

o the White Horse Hill carpark at Aoraki, will initially require CAPEX-funded
work to create additional capacity and a manned booth will be required to
accommodate day visitors parking to walk the Hooker Valley Track and
overnight visitors staying at the adjacent campsite or in one of the many huts
accessed via the carpark.




e the Mangatepopo carpark for the Tongariro Alpine Crossing would utilise the
existing footprint and have payment technology and eventually only require
staff to be onsite periodically for fee enforcement checks.

18. The paid carparking model could then be rolled out at additional sites funded by DOC'’s
capital programme.

The pilot aligns with IVL investment criteria

19. The pilot aligns with Pillar 2 of the 2023 IVL investment plan - Responding to visitor
pressures on conservation and the environment.? The pilot would improve our
understanding of visitor impacts and how to manage them, and it would enable us to
deliver a system-level response to visitor pressures.

20. Additionally, the pilot is suitable for IVL investment as the potential pilot sites are
popular with international visitors. For example, 80 per cent of walkers on the
Tongariro Alpine Crossing are international visitors.

Risk assessment — Aronga tararu

21. As the pilot progresses, we will build our understanding of the implementation and
operational costs. Because of this, we anticipate some movementiin our estimates
(e.g. cost to install parking technologies in remote locations@without cell coverage or
power). To address cost risk, the estimates include a 20 per.cent contingency. If costs
would exceed budget we would rescope the trial to focus on the highest potential
revenue sites.

22. We expect there will be some public resistance 4o paying for carparking on PCL, as we
have not implemented this before. To mitigate thisyWe will prepare an engagement
and communications plan for the pilot. Wedwill also seek to engage stakeholders and
Treaty partners early in the process and givesthem a chance to provide feedback
during and after the pilot.

23. During the pilot our compliance and enfoefcement approach will centre on education. In
the medium to long-term we will besassessing whether our compliance tools, such as
infringement offences, are suitable for carpark charges. This would require
amendment to the Conservation:(Infringement Offences) Regulations 2019.

24. If funding is not made awvailable from the IVL, it is unlikely that we will have sufficient
resources to implementany carpark charges for the summer of 2024/25.

Treaty principles (section 4) — Nga matapono Tiriti (section 4)

25. Implementation.of carpark charges will require engagement with local iwi and hapi to
ensure thiey, are informed of what we are doing and to gather feedback on the pilot. At
Dolomite Point we are proactively engaging with Ngati Waewae to explore how to
partner.with them during the pilot.

Next steps — Nga tawhaitanga

26N If you agree to fund the pilot from the IVL we will immediately begin to carry out the
plan in Table One, providing you with periodic updates via the status report.

ENDS

2 https://www.mbie.govt.nz/assets/Uploads/ivl-investment-plan-2023. pdf




Attachment A: Map of pilot sites
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Attachment B: Financial analysis for pilot sites

Dolomite Point carpark
Tongariro Alpine Crossing -
Marahau carpark

White Horse Hill carpark - Aorak
Franz Josef carpark

Goat Island marine reserve
carpark

Roys Peak carpark

Marahau carpark - Abel Tasman
coast track entrance

Pilot carpark subtotal
Programme OPEX subtotal
Total IVL funding requirements




ITEM 8)

Nick Pearce

From: Sally Jones

Sent: Monday, 9 September 2024 2:45 pm

To: Lynnell Greer; Jo Macpherson; Joe Ellingham; Shan Baththana; Angela Sergeant; Diana
Clendon; David Dittmer; Stephen Field; Megan Baxter

Subject: Critical Issues - White Horse Hill

Kia ora team
Thank you for your time this morning. As requested, I’m sharing the critical issues:

HT do as much work in advance of confirmation - all

HT understand the pricing structure for PP - Joe

HT manage adverse effects — processes like AEE and Resource Consent — Stephen / District

HT ensure strong comms plan - link in the comms advisors — Lizzy / Michael

HT manage multiple large projects during peak season — all

HT assign strong leadership, maintain single point accountability, and projectimanagement —too much for district
—Jo/Shaun

Nga mihi
Sally

Sally Jones
Operations Manager, Aoraki/Mount Cook National Park

Te Papa Atawhai / Department of Conservation.
Kia piki te oranga o te ao turoa, i roto i te ngatahitahga, ki Aotearoa www.doc.govt.nz

Toiti te Taiao

We protect and restore nature
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ITEM 9)

Nick Pearce

From: Damian Coutts

Sent: Tuesday, 17 September 2024 11:35 am

To: Joe Ellingham; George Taylor; Cher Knights

Cc: Tamzin Moore

Subject: RE: Paid car parking pilot - Mangatepopo car park

Great thanks Joe.

From: Joe Ellingham
Sent: Tuesday, 17 September 2024 11:31 am

To: Damian Coutts George Taylor_; Cher Knights

Cc: Tamzin Moore
Subject: RE: Paid car parking pilot - Mangatepopo car park

Hi Damian

Got it and agreed let’s take the next couple of months to work through‘options. I'll touch base with Cher and discuss
how | can support the team.

Cheers
Joe

From: Damian Coutts
Sent: Tuesday, September 17, 2024 10:54 AM

; George Taonr_,' Cher Knights

To: Joe Ellingham

Cc: Tamzin Moore
Subject: RE: Paid car parking,pilot - Mangatepopo car park

Kia ora Joe

Sorry for the'missing context. We have a big issue at the Ketetahi end, as essentially most users park on the side
of the road ‘¢reating a significant safety hazard. You are correctthe DOC carpark is tiny, and there is a large private
carparksacross the road on maori land.

Given the delay to introducing the pilot, we (ie TAC governance group) just wanted to be able to use
the next month or two to explore this option.
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From: Joe Elinghar AN

Sent: Tuesday, 17 September 2024 9:41 am

To: Damian Coutts ; George Taylor_; Cher Knights

Cc: Tamzin Moore
Subject: RE: Paid car parking pilot - Mangatepopo car park

Hi Damian

When developing the plan we discussed Ketatahi end. We decided not to introduce paid parking at that end because
there is very limited space for parking (~6 parking spots?) so the revenue opportunity is low, and it might not break
even.

Joe

From: Damian Coutts
Sent: Monday, September 16, 2024 5:01 PM

To: George Taylor >; Joe Ellingham _; Cher Knights

Cc: Tamzin Moore
Subject: RE: Paid car parking pilot - Mangatepopo car patk

Just one thing we discussed at the TAC governance/group meeting this morning was whether (if we have time) we

should reallyi be looking at doing this at theMangatepopo end, or rather
at the Ketetahi end, as mostpeople drive to that end, and then shuttle from there, so they can

finish at their car. This would still meet MOC objective of a trail on the TAC, but just flips the end the carpark is at.

From: George Taylor
Sent: Monday, 16 September 2024 4353 pm
To: Joe Ellingham

; Damian Coutts Sl ICH > cher Knights

Cc: Tamzin Moore
Subject: RE: Paid car jparking pilot - Mangatepopo car park

Thanks for this update Joe, much appreciated

George

Fram: Joe Ellingham
Sent: Monday, 16 September 2024 4:49 pm

To: Damian Coutts ; George Taylor_; Cher Knights

Cc: Tamzin Moore
Subject: RE: Paid car parking pilot - Mangatepopo car park



Hi Damian, George, and team.

We are 95% sure we won’t introduce paid parking this summer at Mangatepopo car park. Admittedly, this is a little
disappointing because we did try to get our funding request ahead of the IVL rate change to avoid this situation,
however delays in the minister receiving our funding request paper. Now the ongoing MOC comments/questions
on that paper, procurement lead times, and Christmas mean that it just isn’t feasible to get paid parking in place
for this summer, nor do we have funding secured.

I am working on reworking the timeline with comms and procurement and will keep you updated on how that is
looking. There are obvious benefits of a longer lead time, including installation during the winter, and it gives(us
more time to reassess our requirements for each site (e.g. we’ll likely look to introduce pre-booking at White
Horse Hill car park at the same time as charges to help with the capacity issues.

In the interim, | suggest that the district/project team continue to progress any no-regrets improvements like the
“do not park” signs along the entrance road.

Thanks again for everyone’s help to date. We’ll get there, it just won’t be as soon as we’d lik&jit te be.
Happy to book a call if helpful.

Joe

Joe Ellingham
Principal Commercial and Revenue Advisor
Heritage and Visitors Directorate

Biodiversity, Heritage and Visitors Group
Department of Conservation | Te Papa Atawhai

www.doc.govt.nz

Department of
‘ Conservation
Te Papa Atawbai

From: Joe Ellingham
Sent: Friday, September 6, 2024 12:46 PM
To: Damian Coutts

5.George Taylor_; Cher Knights

Cc: Charmaine Barnett
Subject: Paid car parking pilot - Mangatepopo car park

Hi Damian & George

Per my update last Friday, I'am getting in touch to confirm the operations lead for piloting paid car parking at
Mangatepopo car park./To date we have been liaising with @Cher and the TAC sustainability project team, |
imagine we’ll keepsthem involved, however @George | know you want more of your team involved with is great
because there are.some on the ground items that will need approximately 20-25 hours of support by regional
operatians at place. Please note that the operations lead will be well-supported by the project manager (currently
me), the,project coordinator, procurement, and ISS.

The role-of the Operations lead over the next 4-5 months:

1. Joinregular pilot calls with the project team; we can extend that to you too @George or they can keep you
updated offline (30-min per fortnight) - @Cher will join these calls too.

2. be the point of contact for the project team and others like ISS who are supporting solution scoping and
connectivity requirements (2hrs)

3. coordinate the recruitment of the project-funded part-time parking wardens (B-band ranger)



4. liaise with contractors when onsite installing car parking hardware, and on any issues (likely via the car
park warden) (2hrs total)

5. liaise with the project-funded contractor doing two weeks of onsite monitoring (customer feedback, user
behaviour, etc.) (1-2hrs total)

Comms & engagement — Because this is a pilot and ministerial priority, we won’t be consulting on whether we
should introduce paid car parking. Instead, @Cher will give an early confidential heads up to Ngati Hokkaido that
to support the minister’s priorities we are planning to pilot paid car parking at Mangatepopo car park. The pilot
also supports the outcomes of the Sustainability project. Cher will also ask for Ngati Hokkaido’s feedback on"how
we might make it work and suggestions they might have. An update on DOC’s website announcing the pilotat
select sites will come after that, and only once funding is approved. In all comms and during local stakehalder
engagement, we’ll be clear that this is a pilot and we’ll be monitoring the impact on visitor numbers,/behaviour,
and customer feedback. Separately, we will be briefing and seeking feedback from the Recreation"Seetor Forum
members, which includes FMC and several tourism stakeholders on this pilot.

Finally, we haven’t got approval on funding for this pilot. However yesterday | sent an updatete the minister’s
office saying that due to approval, procurement and other lead times implementation of paid‘car parking
hardware would not be until mid-February (see attached). This timing puts it just aftefthesNZ school holidays,
which I don’t think is a bad thing.

If you like, | can set up a call to run through the rough plan with you both in the'nextweek or so. — just let me know.
Cheers

Joe

Joe Ellingham
Principal Commercial and Revenue Advisor
Heritage and Visitors Directorate

Biodiversity, Heritage and Visitors Group
Department of Conservation | Te Papa Atawhai

www.doc.govt.nz
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From: Joe Ellingham
Sent: Friday, August 30, 2024 5:01*RM

To: Catherine Wilson
; Nicola'Bowler
; lgor Milosevic

; Lynnell Greer
; Simon

>; Carly Strausberg
; Shan Baththana
; Bronwyn Saunders
; James Johnson (Policy
George Taylor

Fiona Weightman

; Cher Knights Sally

; Jo Macpherson

>: David Dittmer ; Niamh Espiner ; Owen
; Suvi Van Smit Phil Rossiter ; Luisa
Kliman Tim Bamford
Cc: Charmiaine Barnett ; Nick Pearce ; Elizabeth Olivier
; Zac Taylor < Teresa Murphy ; Carl Walrond

Diana Clendon ; Tamzin Moore

Subject: Paid car parking pilot update August 2024 update

Kia ora koutou

Sharing an update on the Paid car parking pilot.



After a couple of delays and several discussions with DDGs, Penny, and the Minister, on Wednesday a briefing
with a request for SIS VL funding was sent to the Minister. The feedback | have received so far is that the
Minister is generally happy with our proposed approach which includes our early engagement with third-party car
park operators. The minister is on leave the rest of this week, so we don’t expect to hear from him until at least
next week.

We are confident that we’ll be given the green light and have continued to advance where we can, supported by
H&V and other groups members so we can have solutions in place at the three pilot sites for the 24/25 summer.,

Some of the work underway to keep this progressing:

1. Summer 24/25 pilot sites — Working with Operations, and TAC and Dolomite Point Project teamsjwe have
developed site profiles for the summer 24/25 pilot sites. These profiles include site context, management
issues (e.g. demand management), site CAPEX, and include some early thoughts on the types of solutions
we might need. These profiles would likely be shared when tendering for third-party solutions. Shortly we’ll
be in touch with the three regions with summer 24/25 pilot sites to ask for an Regional'©ps lead for pilot
site planning, implementation, and recruitment (e.g. parking wardens).

2. Procurement-_Clara, the ISS category lead is leading the development of a prfocurement plan and is
currently working on securing a pilot-funded contractor to help expedite procuring what we need to have
charging in place by this summer. We appreciate this is a tight timefrafne and are doing all we can to be as
efficient as possible.

3. Comms and engagement — We are working with the Strategic Comms and Engagement Unit on our
approach. Our initial thinking is that we announce the pilot within a wider announcement on revenue
improvement work underway this year. This will help to annauhee what is coming and the programme/H&V
will do some national level engagement with interest grotipsilike FMC. Pilot site comms would be led by
Regional Comms Advisors and Regional Operations'will engage with our partners and stakeholders at
place. - We will try to build in a small lead time foran early heads up at place before a media
announcement.

4. Programme management

e Programme resourcing -Two programme roles (PM and Analyst) are provisionally signed off and we
are working with recruitment in preparation of advertising these roles once funding is confirmed. | will
continue to lead this project for the'time being.

o Detailed Business Case < Jhis is a week into development, and we are targeting a three-week
turnaround so we can draw,down the funds to begin the procurement process.

e Regular stand ups —\We will soon extend our twice weekly programme stand-ups to include members
of the business relevant to the project. Separate weekly stand-ups with Operations and Project teams
at place willalso be put into place.

5. Monitoring andEvaluation — Supported by the Social Monitoring team, we’ll soon begin to develop a
monitoring.and’evaluation plan for the pilot sites.

Finally, thanks foreveryone’s support in getting this to where we are now. We’ll continue to share monthly
updates,on the programme, and more regular contact with pilot site teams.

Please reach out to me if you have any questions and have a good weekend.

Joe

Joe Ellingham
Principal Commercial and Revenue Advisor
Heritage and Visitors Directorate

Biodiversity, Heritage and Visitors Group
Department of Conservation | Te Papa Atawhai






Revenue generation

ITEM 10)

Summary |

DOC has a significant revenue opportunity in paid carparking at sites with high visitor volumes, in
particular, where international tourists visit. You have asked DOC to identify a scaled back opportunity
to pilot paid carparking. We now propose a pilot at two sites: Dolomite Point (high volume) and Roys
Peak (lower volume). This would enable us to test different technology, pricing, and models.

The scale of the opportunity |

Recreation revenue
35.0M

30.0M
25.0M
20.0M

: HH!!H!H@
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m Great Walks m Campsites
W Huts m Lodges, cottages, cabins
M Visitor Centre Retail Sales % Car parking revenue

Case study — Milford Sound carpark Techhglogy'l

Each site will have unique E

technology requirements

and we plan to trial several

options:

= Licence Plate Recognition
cameras (LPR) for fee
enforcement

= Pay-by-plate parking

machine(s)
November December
@ O O @—O
DBC signed Request for Evaluation Contract Work

Proposals Executed Commences

Assessment of Commercial Modéls |

* Once funding is confirmed, we will begin a Request for
Proposals (RFP)to support our carparking pilot. This will
ensure we are testing the market and the range of
commercial mnodels available to us.

. There are two clear models that vendors use:

1. DOC owned. DOC pays upfront capex and pays
vendor to service hardware, and for enforcement
services. Vendor charges a fixed or % fee.

2. Vendor owned/managed. Vendor fund/own the car
parking hardware and provide enforcement
services. Vendors take % of revenue.

» Athird possible model is through a concession. A
concessionaire could run and manage the carpark, for

exampic, SN

Process from here |

* Once we have run an RFP we will assess the costs and
benefits of the models above, and any other models from
vendors we have yet to survey.

* At that point we expect to have a much clearer picture of both
the costs and revenue generation opportunities.

* Note: Initial cost estimates and revenue modelling In July
were based on technology pricing provided
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Revenue generation

Carparking revenue pilot - Dolomite Point and Roys Peak

Dolomite Point~110K vehicles annually

Visitors to Punakaiki/Pancake Rocks and
the soon to open exhibition centre. Pre-
COVID the site had up to 500K visitors per
annum.

We will explore:

= Pay-by-plate parking machine(s)

= Licence Plate Recognition cameras (LPR)
for fee enforcement

= Contracted third-party onsite car park
warden/support

= _ to form, seal, and line mark
the southern car park.

Year1 Revenue

Estimated using hourly rate & 90% compliance

This car park at the beginning of the
popular Roys Peak Track, near Wanaka. It
sees 181K visitors annually. This'is a
sealed car park with spaces déelineated.

We will explore:
= Pay-by-plate patking‘machine(s)

= |PR cameraon single entry/exit for
enfokcement

= Par=time DOC rangers/wardens for pilot

= __Manitéring road-side parking and other
unintended consequences

= > Working with council to stop visitors
parking on road reserve
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Year1 Revenue

Estimated using daily rate & 90% compliance

Year1 OPEX

Estimate and tendered

Year1 Operating Profit

Not full profitability as doesfiot include non-
operating costs

Year 1: Parking paymenthardware and software,
wheel stops in southerncar oark
Year 2: $1.1 M fo fernvand line marking in

CAPEX southern canpark
NPV 10 years (5% discount rate)
Benefit/Cost Ratio 10 yearsy(5% discount rate)

Year1 OPEX

Estimate and tendered

Year1 Operating Profit

Not full profitability as does not include non-
operating costs

CAPEX

Year 1: parking payment hardware and
software

NPV

10 years (5% discount rate)

Benefit/Cost Ratio

10 years (5% discount rate)




F‘ Department of
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Briefing: Update on International Visitor
Levy investment proposal — car park ITEM 11)
charging pilot

Date

submitted | 10 October 2024

To Minister of Conservation

Approve International Visitor
Action sought | Conservation and Tourism Levy Priority Normal
funding for a car park charging pilot.

Reference 24-B-0498 DocCM DOC-7767976

Security Level | In Confidence

Risk Low

Timeframe | 24 October 2024
Assessment

Attachment A — Car park charging pilot on page

Attachments ) ) o
Attachment B — Map of pilot sites and other potential sites

Contacts

Name and position Phone

Stephanie Rowe, Deputy Director-General, Biodiversity, Heritage and
Visitors

Catherine Wilson, Birector, Heritage and Visitors Directorate

Joe Ellingham, Principal Commercial and Revenue Advisor, Heritage
and Visitors Directorate

24-B-0498 — Update on International Visitor Levy investment proposal — car park charging pilot
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We recommend that you ... (Nga tohutohu)

Decision
a) Note on 28 August 2024 we briefed you with an investment Noted
proposal to fund a car park charging pilot from the International
Visitor Conservation and Tourism Levy.
b) Note that in response to that advice you asked us to identify a Noted

scaled back pilot focussed on where international tourists visit,
and to provide further advice on possible commercial models for
the pilot sites, informed by engagement with the industry.

c) Agree to an updated investment proposal for $3.78 million from
the International Visitor Conservation and Tourism Levy for the Yes / No
car park charging pilot.

Date: [/ /
Date: 07/10/2024

Stephanie Rowe Hon Tama Potaka
Deputy-Director General, Biodiversity, Minister of Conservation
Heritage and Visitor

Purpose — Te aronga

1. To provide an updated investment proposal for establishing a car park charging pilot and
to seek your agreementto fund it from the International Visitor Conservation and
Tourism Levy (IVL):

Background.and context — Te horopaki

2. In May 2024, we advised you that we do not currently charge for any Department of
Conservation (DOC) managed car parks on public conservation land (PCL), and that
thére,was a strong case to investigate implementing car park charges as a revenue
generation and visitor management tool (24-B-0186 refers).

3.%0n 28 August 2024 we provided you with an IVL investment proposal to fund a car park
charging pilot (24-B-0342 refers). In response you asked us to:

e identify a scaled back pilot focussed on where international tourists visit
e provide further detail on possible commercial models for the pilot sites, informed by
engagement with the industry.

The investment proposal has been refined

24-B-0498 — Update on International Visitor Levy investment proposal — car park charging pilot



4. We now propose a pilot at three sites, identified in Table One below, to enable us to test
different technology, pricing and models. A more detailed overview of the pilot sites is
included in Attachment A. These places experience pressure from high numbers of
visitors, approximately 80 per cent of which are international visitors.

Table One: IVL seed funding requirements

Estimated potential

Site Investment required revenue year one

Punakaiki Dolomite Point

White Horse Hill - Aoraki

Roys Peak

Project costs &
overheads

Total $3.78 million

5. Investment requirements have been informed by engagement with,third-party car parking
operators to understand potential operating models and approximate costs. These costs
will be market-tested through a competitive tender (RFP) viasGovernment Electronic
Tenders Service (GETS), which may reduce investment reguirements.

Engagement with the car parking industry

6. We have engaged with

7. From this engagement we have identified tWo'clear models used in the industry:

a) DOC owned: we pay upfront capital expenditure and pay the vendor to service
car parking assets, and for €nforcement services. Vendor charges a fixed or
percentage of revenue.

b) Vendor“ owned/managed: Vendor funds/owns the car
parking assets and _provides enforcement services. Vendors take a higher
percentage of revenue and have a longer contract term.

8. A third possible modehwas also identified, but is not recommended as it would result in
much lower returns;

c) Leasing'car park sites to a concessionaire to operate a car park: The
concessionaire would then likely engage a car park vendor—
to_manage the car park on their behalf.

9. Oncé.we have run an RFP, we will assess the costs and benefits of the models above,
and‘any other models from vendors we have yet to survey.

Risk’assessment — Aronga turaru

10. There may be a negative reaction from some members of the public to paying for car
parking on PCL, as we have not used this as a tool before. To mitigate this, we will
prepare an engagement and communications plan for the pilot and will ensure consistent
messaging with your access charging discussion document. We will also seek to engage
stakeholders and Treaty partners early in the process and give them a chance to provide
feedback during and after the pilot.

24-B-0498 — Update on International Visitor Levy investment proposal — car park charging pilot



11. If we encounter unforeseen issues that deem charging inappropriate for the sites
proposed in Attachment A, we will pilot paid car parking at another site. See
Attachment B for other potential sites.

12. During the pilot, our compliance and enforcement approach will centre on education. In
the medium to long-term we will be assessing whether our existing compliance tools are
sufficient. If not, changes may need to be made to introduce infringement offences or
bylaws.

Treaty principles (section 4) — Nga matapono Tiriti (section 4)

13. Implementation of car park charges will require engagement with local Iwi and Hapu to
ensure they are informed of what we are doing and to gather feedback on the pilot. At
Dolomite Point we are proactively engaging with Ngati Waewae to explore how to
partner with them during the pilot.

Next steps — Nga tawhaitanga

14. If you agree to fund the pilot from the IVL we will immediately begin to carry.out the plan
in Table Two, providing you with periodic updates via status reports,

Table Two: High-level project timeline

Stage Timeframe Description

Detailed-business case, targeted
external(stakeholder engagement,
develop comms plan, prepare for RFP.

Planning & October 2024 to
solution scoping January 2025

Request for February to Ma GETS RFP; Evaluate RFP responses
Proposals & ry Y\ determine operating model; and

. 2025 .
vendor selection conclude contract negotiations.

Implementation
and system
refinements

June,to Implement paid car parking at three
November 2025 | pilot sites for summer 2025/26.

Monitor and evaluate performance of
car park charges at pilot sites against
Monitor and October 2025 to | pilot objectives. Recommend

evaluate pilot August 2027 improvements for pilot sites. Develop a
national toolbox for paid car parks and
extend paid parking to other car parks.

ENDS

24-B-0498 — Update on International Visitor Levy investment proposal — car park charging pilot



Attachment A: Car parking revenue pilot (A3 page 1)

Summary | IVL Seed funding |

DOC has a significant revenue opportunity in paid car parking at Estimated total cost $3.78M Assessment of Commercial Models, |

sites with high visitor volumes, in particular, where international
tourists visit. You have asked DOC to identify a scaled back
oppeortunity to pilot paid car parking. We now propose a pilot at
three sites: White Horse Hill (high volume), Dolomite Point (high
volume) and Roys Peak (lower volume). This would enable us to
test different technology, pricing, and models.

*  Once funding is configfmed, we will begin a Request for
Proposals (RFP) tosupport our car parking pilot. This will
ensure we aretesting the market and the range of
commercial models available to us.

The scale of the opportunity |

Recreation revenue

20.0M
10.0M I l I I I I I
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*  There are two clear models that vendors use:

1. DOC owned. DOC pays upfront capex and pays

m Great Walks m Campsites vendor to service hardware, and for enforcement
m Huts m Lodges, cottages, cabins services. Vendor charges a fixed or % fee.
S e —_— SO TN Technology |
m Visitor Centre Retail Sales # Car parking revenue 2. Vendor ownedlmanaged. Vendor fund/own the car

Each sft®will have unique l parking hardware and provide enforcement
i 0
Bhsh study— ifiiora eonnc car park techntlogy requirements services. Vendors take % of revenue.
and we plan to trial several * Athird possible model is through a concession. A
options: concessionaire could run and manage the car park, for

* Licence Plate example,_

Recognition cameras

(LPR) for fee
enforcement Process from here |

= Pay-by-plate parking Once we have run an RFP we will assess the costs and benefits
machine(s) of the models above, and any other models from vendors we

: have yet to survey.
* Pre-booked parking

at one site At that point we expect to have a much clearer picture of both
the costs and revenue generation opportunities.

* Note: Initial cost estimates and revenue modelling In July
o0

DBC S|gned Conflrm Request for  Evaluation & Contract Work

requirements Proposals negotiations Executed Commences

24-B-0498 — Update on International Visitor Levy investment proposal — car park charging pilot



Dolomite Point ~110K vehicles annually

Roys Peak ~38K vehicles annually

&

’

This car park at the beginning of the
popular Roys Peak Track, near Wanaka. It
sees 181K visitors annually. This is a
sealed car park with spaces delineated.

Visitors to Punakaiki/Pancake Rocks and
the soon to open exhibition centre. Pre-
COVID the site had up to 500K visitors per
annum.

We will explore: We will explore:

= Pay-by-plate parking machine(s)

= Pay-by-plate parking machine(s)
= Licence Plate Recognition cameras (LPR)

for fee enforcement = LPR camera on single entry/exit for

; ; enforcement
= Contracted third-party onsite car park

warden/support = Part-time DOC rangers/wardens for pilot

= Monitoring road-sideparking and other

. -o form, seal, and line mark
unintended consgquences

the southern car park.
= Working witfhcouncil to stop visitors
parking on/road reserve

Year1 Revenue Yearl Revenue

Estimated using hourly rate & 90% compliance Estimated using daily rate & 90% compliance

Estimate and tendered

Yearl OPEX Estimate and tendered Yeawl OPEX

Not full profitability as does not include non-
operating costs

Not full profitability as does not include non-

Year1 Operating Profit operating costs Year1 Operating Profit

Year 1: parking payment hardware and

Year 1: Parking payment hardware and seftwére,
software

wheel stops in southern car oark CAPEX
Year 2: o form and line marking in NPV
southern car park

10 years (5% discount rate)

CAPEX
NPV

Benefit/Cost Ratio 10 years (5% discount rate)

10 years (5% discount rate)

Benefit/Cost Ratio 10 years (5% discount rate)

jills, " UBE 24
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White Horse Hill Car Park ~149K vehicles annually

This is a busy and high-profile location with car
parking issues well publicised last summer. At peak
times 130 vehicles arrive per hour.

We will explore:

= Pay-by-plate parking machine(s)

= Licence Plate Recognition cameras (LPR) for fee
enforcement

= Part-time DOC rangers/wardens for pilot

= Monitoring road-side parking and other unintended
consequences

= -CAPEX to increase capacity by 85 car parks

= We'll explore car park pre-booking and park-and-ride
to help manage car park demand.

Year1 Revenue Estimated using hourly rate & 90% compliance

_ gr_oua i

Year1 OPEX Estimate and tendared

Mot full profitability as does not include non-
perating costs

Year1 Operating Profit

ear 1: Parking payment hardware and s

CAPEX ncreasing car park capacity by 85 car parks?

NPV 10 years (5% discountrate)

Benefit/Cost Ratio 10 years (5% discountrate)

3
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Photo from summer 23/24. Car park capacity is currently insufficient and in peak
months cars park up to 1km from the actual car park along Hooker Valley Rd.



Attachment B: Map of pilot sites and other potential sites
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Car park locations Opportunity
gt Goat Is. Marine Reserve Medium -

Cathedral Cove Medium

Mt Taranaki car park(s) Medium

Whakapapa Village and Medium
Tongariro Alpine Crossing

Marahau / Abel Tasman Coast Track

Franz Josef Glacier walking track

White Horse Hill - Aoraki

Roys Peak walking track

1
2
3
4
5
6 Punakaiki / Dolomite Point
7
8
B2
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Revenue generation ITEM 12)
Car parking revenue pilot - Franz Josef Glacier Valley

Franz Josef Valley ~146K vehicles p.a. (pre-covid)

This car park is at the beginning of the popular Franz Josef Glacier/ Ka
Roimata o Hine Hukatere Walk . The entry road was damaged in March 2019
by flooding and a sustainable long-term solution is required for the site and
parking charges could contribute to funding rising costs.

We will explore:

= _for 1% that don’t do the glacier walk) ] '

Pay-by-plate parking machine(s) connected to internet via Starlink

: coverage %

: (for LPR

Licence Plate Recognition cameras (LPR) on single entry/exit for enforcement Pay-by-plate I camera)

Part-time DOC rangers/wardens for pilot machines her
(Startink)

Monitoring road-side parking and other unintended consequences

Franz Josef Glacier Valley is the 3@ most visited natural attraction in NZ. Pre-Covid 20% of
the total arrivals to NZ contributed to the 780,000 visitors to the Valley in 2018/19. Visitar
numbers have recovered significant with over 600,000 expected in 24/25. Access into the
valley is important for the visitor economy of the West Coast and New Zealand.

The entry road was damaged in March 2019 by flooding and closed for a total of69'days between 2017-2019. The Franz
Valley is subject to change from glacier retreat, river aggradation and increasing flood events. Further work is required
on long-term planning for the site.

,————————————-———-——

99% of visitors do the walk to the glacier viewing area, the rest do langermwalks like Alex Knob Track (8hrs). Road counter & | Wombat
vehicle counts pre-COVID were 146K, and recent track counter data shows visitor recover will be approximately 83% of :
pre-COVID levels by next summer. Some visitors are dropped offwia,ashuttle company and an estimated 2% of visitors
come via concessionaire buses. The balance come via private ‘¢ar or campervan.

car park *

Modelled site performance Notes

Main car
park

*5 years used due to climate-related risk to asset life
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ITEM 13a)

Nick Pearce

AA N
From: Joe Ellingham
Sent: Thursday, 17 October 2024 12:52 pm
To: Aaron Fleming
Cc: Charlie Sklenar; Catherine Wilson; Meg Embleton-Muir; Charmaine Barnett
Subject: RE: SSI - Paid Car parking options
Hi Aaron

Thanks for confirming. I’'ll touch base with David on the opportunity at Bob’s Cove and Wilson’s Bay car parks. They appear small on GIS so I’'m keen to get a sense of the size of the revenue opportunity and potential return on investment of
implement paid parking to compare against other potential pilot sites.

Cheers
Joe

From: Aaron Fleming
Sent: Wednesday, 16 October 2024 9:43 pm
To: Joe Ellingham
Cc: Charlie Sklenar
Subject: RE: SSI - Paid Car parking options

Catherine Wison ETESTEDNNN: e €bleton-Miir ETERTEDN: Chrroaihe 5arne: SN

Kia ora Joe,
It was good to discuss Roys Peak and Blue Pools carparks recently as potential sites for the pilot trial.

As advised, SSI Operations does not recommend these sites are presented to the Minister as an option for the pilot for the reasons outlined in your notes, but also because there is already some considerable angst in the Wanaka/Makarora local
community about bridges under repair/replacement at both Rob Roy and Blue Pools.

Importantly, the district does not currently have the senior resource to support this work with the OM being new insher role and with the Snr Ranger H&V position being vacant.

SSI Ops is supportive of the pilot, and since our meeting we have considered both Bob’s Cove and Wilson"s{Bayiin the Whakatipu-wai-Maori district for our further consideration as potential carparks for the pilot. Both carparks are busy, and have
mostly tourist usage. Please let me know if you’d like to discuss further. David Butt is the Operations Manager:

Aaron

Aaron Fleming MNzM (ia/he/him)
Kaihautu Matarautaki Director Operations — Southern South Island

Te Papa Atawhai Department of Conservation
Whakatipu-wai-Maori Office | Queenstown 9348

From: Joe Ellingham
Sent: Tuesday, 15 October 2024 5:54 pm
To: Aaron Fleming
Cc: Charlie Sklenar
Subject: SSI - Paid Car parking options

 Catherid ot RN 1es €ritor-iETERENNR Chrrsine 5arne: HENEN N

Hi Aaron
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Thank you for your time last week to discuss potential SSI paid car parking pilot sites. We heard several concerns from you and the team, and | hope these are adequately covered in the minutes below. The follow-on actions have now
been completed that have informed the attached analysis of the three different potential pilot sites in SSI.

Kepler car park —although Kepler appears a good option on the surface, there is a lack of visitor/vehicle data, so we don’t have a good basis for assessing its viability. There is also the unknawn of MOP next steps which makes it
impossible to determine if paid car parking fits in with that. Therefore, I’d recommend we install a traffic counter at the location to assess the opportunity and required site works (e.g. do We ne€d to close the old car parks) before paid car
parking is considered at this site.

Roys Peak and Blue Pools - | have summarised the opportunities below. Based on feedback from Anita, Roys Peak has the highest portion of international visitors and the bestgnodelled return on investment. Some site-specific critical
issues are mentioned in the table below. The other critical issues we discussed that apply to all paid car parking pilot sites are listed below the table.

Roys Peak car park Blue Pools car park
Cost Benefit Analysis 0
(over 10-years) A

Visitor type Higher portion of domestic in winter. Year-round average estimated at 35%  Estimated use is 65% domestic visitors doingWalks/runs and swimmingin the
domestic visitors, 65% intentional visitors in rental vehicles and river. A lot of internationals arrive via concessionaire buses.
campervans. No busses.

Site-specific issues to How to work with Alpha Burn Station - the walk is not all DOC land, How to ensure Cameron Flat campsi h is opposite Blue Pools car park isn’t
manage donations on site go to the station on site. used for free parking.
Mitigation:
1. Local-led engagement with the landowner on the planned pilot Mitigation: This same sce%xists at another pilot site, White Horse Hill car
supported by the project team and SSI comms advisor. park with an adjacen‘c ite>In this situation we would extend paid parking to
2. DOC has an easement (link here) that secured public access to the include the campsite teo, ning visitors parking at the campsite during the day
Roys Peak track during the Alpha Burn Station Tenure Review. would have to pay l%ng. To facilitate this a camera and pay-by-plate
led at the campsite too.

3. Anyarrangement regarding donations to the landowner could continue =~ machine wo
at the district discretion.

Other critical issues raised:

How to assess pilot sites as appropriate for piloting paid car parking.
In July we assess potential pilot sites via a team process, using site selection criteria. Anita was on that call heWwever; we should have broadened that discussion to include you too.
Site Selection Criteria
1. Financial analysis: Car parking revenues at the pilot site will exceed investment CAPEX and ORPEXyThe method to assess this is an NPV analysis and the criteria is:
a) A Net Present Value >0 or Benefit Cost Ratio > 1 (over 10 years)
b) Ifthere is a budget/funding constraint — the highest NPV or BCR in ranked order until the CAPEX budget is allocated.
2. The pilot site is testing a range of practical Management interventions.
3. Paid car parking at the pilot site is practical and safe to implement.
4. Operations at place have the capacity to coordinate, engage on, implement, and mohitor the paid car parking pilot over summer 25/26.

The 3" criterion covers site safety, and it is a judgment call that should recogniseihat we have secured funding to prepare pilot sites to implement paid car parking safely. | think it’s also reasonable to expect that introducing charges
would improve car park efficiency (e.g. more available car parks due to faster visitonturnover, carpooling, etc.) which could help improve safety. With any pilot, we don’t know what we don’t know, and we can guess at potential issues,
then mitigate or accept the risks, and then ground truth the reality duringithe pilot=We will do this by monitoring pilot sites through funded B-band rangers and some targeted outcome monitoring using contractors.

How to manage public perception and a potential backlash from the loecal community
1. Weincluded this risk in the MOC briefing (DOC-7767976)
2. We are targeting piloting paid car parking at locations with proportionally high international visitors. In SSI, Roys Peak is most appropriate in this regard.
3. Adraft comms plan (DOC-7722683) with key messages thatfocus on user pays, improving visitor management, and funding for our visitor facilities.
4. Inthedraft DBC | have included an outcome that ensyres services at the site with paid car parking are adequately funded. Our comms plan’s key messages will echo this to help demonstrate “what’s in it for me” from a visitors’
perspective.

How to engage with the local community

We have not recommended that DOC engagément includes consultation (e.g. town hall meetings etc.). The district would need to facilitate discussions with treaty partners and local stakeholders seeking their feedback on how we might
implement this at this site (not if we should dait). For example, the district would need to work with local council or NZTA to get yellow lines on the sides of roads/highways beside car parks while we (the Heritage & Visitors Directorate) will
engage with national groups like the Federated Mountain Clubs and the tourism industry.



In conclusion, of the three potential SSI pilot sites we discussed, Roys Peak would be the most appropriate due to its high portion of international visitors, and the more favourable modelled réturn on investment. The pilot may cause a
potential backlash from the local community in Wanaka, and that the district would need to work with its partners and stakeholders. However, the district would be supported by the project teamy the regional commes advisor, and through
OPEX funding for seasonal rangers to support the implementation and monitoring of the pilot.

ACTION: Please confirm your preference to for if we should include Roys Peak in the pilot. Alternatively, let me know if you’d prefer we seek another location in another region.
Thanks for your time, and feel free to call me if you want to discuss this.

Regards
Joe

Joe Ellingham
Principal Commercial and Revenue Advisor
Heritage and Visitors Directorate

Biodiversity, Heritage and Visitors Group
Department of Conservation | Te Papa Atawhai

www.doc.govt.nz

“ Department of
‘ Conservation

Te Papa Atawbai

From: Charmaine Barnett
Sent: Thursday, 10 October 2024 4:39 pm

Tos Joe Elingharn EENEN

Subject: Roys Peak - Paid Car parking options

Joe | took some rough and ready notes but pretty sure | captured the concerns from Aaron accurately - also for noting some great risks for the DBC which | will add in

C

10 October 2024 - 3.30pm

Roys Car Park Team
Aaron Fleming
Charlie Sklenar
Teresa Murphy

Meg Embleton-Muir

Project Team
Joe Ellingham
Charmaine Barnett

Where we started

Revenues Option — May to Minister

Briefing to Minister Pilot for Paid Car Parking (7 sites) Roys'Peak being one of them
Minister requested scaled down Pilot — Roys Peak peingone of them

Where we are now

Briefing gone to Minister ($3.8M) three Pilot sites~ Roys Peak included noted risk if site not appropriate to switch out
In the process of getting funding signed, offByaMOC.

DBC being finalised (next two weeks)



Installation is August 2025
Paid parking at pilot sites from next Summer

Pilot sites recommended and presented to Minister

IVL Seed funding |

Estimated total cost 512.78 M

Team process - Opportunity for Roys Peak ElEJII / B'we PoosElSIUINEEN
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Visitors (growth @2% p.a) 184,178 | 187.862 | 191.619 | 195451 | 199360 | 203.347 | 207414 | 211,563 | 215794 | 220.110
Vehicles 43.852 44,729 49 513
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Critical Issues to consider (focus on Roys Peak)
¢ How to manage road safety (un intended consequence on parking on the double lined road — busygoadin'Summer — how would we work with Council and neighbour (who currently uses paddock and charges a
rate for overflow).
How to manage the high local demand on the site (used as weekend exercise up the hill). This will besdifficult to work through locally, potential backlash from local community
Working with the station - site is not all DOC land, donations on site go to the station on site fHow will we work with theirs parties
Park and Ride opportunities?
How do we know this is a good site to pilot?

Noted - High risk for a pilot, given how vocal local community are.
Resourcing — how will we do engagement with the Community. Burden on District asthis will absorb a lot of focus.

Conclusion
Do not think this is a good site for a pilot.

Noted
Revenue opportunity is better than Blue Pools — Minister focus is onlbenefit cost ratios
Noted, there is funding for comms and engagement to alleviate and support District Resource — (incl Council) (noted would need to know how much is split across the three sites and this site itself would be big)

From Community to be covered there would be:
Meetings

Engagement

Council discussions

Surveys - love the facilities, love DOC - don’tfeel like well communicated. Don’t want to run a pilot that backfires and strategically impacts other pilots
Blue Pools are under construction but there could be consideration as part of development

Critical Issues to consider (focus on Blue Pools)



Road safety — current carpark is to get cars OFF the road, will they now go back to the road (NZTA
Parking across the road (campground)and then crossing a busy road.
Locals treasure this site — the locals go there to swim (local swimming pool) — could be some backlash with Community

Understanding the demographic

Locals vs Internationals percentages

Running groups - daily basis

Noted Council did work in Wanaka for paid parking to use as an example (learning piece)
Action: Ask Anita of percentages of Local to International users of sites

Keplar carpark as a potential Pilot?

Manageable in a pilot sense

Safer site (still has local element)

Te Anau District also has the resource to support thinking in this space
Action: Joe to come up with some numbers for Keplar to be used in pilot

Consideration of other Pilots
Community engagement —all international visitors are going to have locals that are high users. We will need to confront this issue with charging — would we exempt them? Learn from this process of Community

engagement and buy-in.
Discussions with Communities - if they are going to pay SlEJiJJ] what are they going to get (better toilets? Better security? Begter tracks? ..... added benefits)?

Charmaine Barnett
| Kairuruku Kaupapa

Conservation House Wellington | Whare Kaupapa Atawhai
www.doc.govt.nz




Revenue generation

ITEM 13b)

Car parking revenue pilot - Roys Peak and Blue Pools

Roys Peak ~38K vehicles annually

This car park at the beginning of the
popular Roys Peak Track, near Wanaka. It
sees 181K visitors annually. This is a
sealed car park with spaces delineated.

We will explore:
= Pay-by-plate parking machine(s)

= Licence Plate Recognition cameras (LPR)
on single entry/exit for enforcement

= Part-time DOC rangers/wardens for pilot

= Monitoring road-side parking and other
unintended consequences

= Working with council to stop visitors
parking on road reserve

Car park beside walking access to Roys Peak a popular day hike. Public
right of way to the track is secured via an easement (DOCDM-167228)."Pre-
covid cars were parking along roadside, charges should disincentivise
parking for too long. However, charges need to consider that ngighbeur
opposite did have parking on their property for $10, DOC intreducing
charges might incentivise them to undercut DOC.

Estimated visitor type pre-covid was approximately 35%'domestic vehicles,
65% tourists in rental vehicles and campervans. No busses visit this site.

Year1 Revenue Estimated using daily rate & 90% compliance

Blue Pools ~37K vehicles annually

This car park was recently opened after thé‘
Blue Pools track was re-routed to this s

car park location that can accomm%

more cars and buses.
g(ﬁqe;:)

= Licence Plate F@ﬂbn cameras (LPR)

for fee enforeementat the car park and
adjacen;DO

We will explore:

= Pay-by-plate parking m

psite.
= Part-ti C rangers/wardens for pilot

to install barriers to prevent

&Ké@rkmg on marginal areas.

Car park on Haast highway. Car park provides for tour buses which will
impact average occupancy i.e. fewer vehicles to charge than data might
suggest (unless we charge for buses) but no competing private land options
nearby.

Estimated use is 65% domestic vehicles doing walks and swimming in the
river. A lot of internationals arrive via concessionaire buses.

Cameron Flat campsite is across the road. Paid car parking would need to
be installed at the campsite with users that stay overnight exempt from
parking fines.

Year1 Revenue Estimated using hourly rate & 90% compliance

Year1 OPEX Estimate and tendered

Not full profitability as does notinclude non-

Year1 Operating Profit operating costs

Year 1: parking payment hardware and

Year1 OPEX Estimate and tendered

Not full profitability as does not include non-

Year1 Operating Profit operating costs

Year 1: Parking payment hardware and

CAPEX software software for both the car park and Cameron
NPV 10 years (5% discount rate) CAPEX Flat campsite.
Benefit/Cost Ratio 10 years (5% discountrate) NPV 10 years (5% discount rate)

Benefit/Cost Ratio 10 years (5% discount rate)
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Revenue generation
Car parking revenue pilot - Kepler car park

Kepler car park ~unknown vehicles count

@

1
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\ Old car parks = 7.

L

Feedback based on discussion with Grant Tremain (14/10):

Kepler car park was built 10-12 years ago. The car park i§ used by mostly day visitors (estm. 80%) visiting the power
station control gates, walking or mountain biking tragksinthe area. It is estimated that local use is approximately
60% domestic over the winter months, with a higherportion of international tourists in the summer. In addition to
day use, people park here to do the 3-night Kepler Great Walk, or to stay overnight in Luxmore Hut.

Critical issues with this site:

1. Howto ensure paid car parking is implémented in a coordinated way with MOP recommendations. Both directly
and indirectly from the community's"point of view.

2. We have no usable track or y€hicté counter data to assess the financial viability of paid car parking at this site.

There is ample places to parksen DOC and Meridian land adjacent to the car park.

4. The old car parkis ab-minute walk from the track head and would need to be closed as a free alternative, or a
charge added for parking at these sites too.

5. Need to consider if toxcharge for overnight parking.

w



IN-CONFIDENCE
Minister of Conservation, Minister of Conservation’s office, and Department of Conservation eyes only.

_ L ITEM 14)
2 Standing and priority items

2.1 Priorities update: Generating and activating revenue through the
conservation estate

Paid car parking pilot Cs)\'

. This item updates you on the paid car parking pilot. ?‘
. DOC has: Q

» changed the location of one proposed car parking pilot, and )

» issued a press release on 13 November announcing the start of the trial.

Updates to sites

. We have undertaken further analysis on the feasibility and site suitability of the thre€ pilot sites
we proposed to you:

» White Horse Hill — Aoraki,
» Dolomite Point — Punakaiki, and

» Roys Peak - Wanaka.

. We have determined that Franz Josef Glacier valley car parks«shéuld be included in the pilot,
replacing Roys Peak.
. This car park is at the start of the popular Franz JosefGlacier/ Ka Roimata o Hine Hukatere
Walk which is one of DOC’s most visited day visitor sites:
. Franz Josef valley car park has higher potential revende and cost benefit ratio than Roys Peak:
. [ * \I .
Car park locations Esﬂ*sg Estimated | Benefit
w(licl p-a. | Revenue cost ratio
Roys Peak 9C2)() Q) o0
Franz Josef Glacier valley 9(2)(1) | 9(2)(i) | =)
Punakaiki - Dolémite Peint 9(2)(1) | 9(2)(i) | =)
Aoraki - White Horse Hill 9(2)(1) | 9(2)(i) | =)
. Following, the'pilot, we will revisit introducing paid car parking at Roys Peak.
Risks
. Environmental factors mean that DOC may move Franz Josef Glacier car park in the future.
We will ensure that any parking technology installed in Franz Valley is able to be relocated if
necessary.
Next steps
. We will engage with stakeholders on the pilot at the Recreation Sector Forum on 4 December

and with other relevant stakeholders shortly after that.

. We will keep you updated on progress on the pilot.

Contact: Cat Wilson, Director, Heritage and Visitors, Ph: | R

Status Report Minister of Conservation 43 — week beginning 18 November 2024 Page 5 of 27
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Approval

This project has been assessed via the Complexity Assessment Tool (CAT) as a Complex project

It is recommended that the Project Sponsor:

THIRD PARTY
PROJECT REVENUE

Opex project costs

Opex contingency

Corporate support
costs

Opex - Depreciation &
other non-project
costs

TOTAL OPERATING
COSTS

Capex project costs

Capex contingency

TOTAL CAPITAL
COSTS

Total project budget
(DOC - IVL
contributiét)

Total projectbudget
@OCA Paid Car Park

contribution)

TOTAL PROJECT
COSTS (CAPEX +
OPEX)

- Note that outer year funding will be drawn down via Funding Release Memo with Sponsor / SRO approval
(within DFA) where within Time, Cost, Quality and Scope.

Note: This approval is only valid for the solution defined here, any changes in Time, Cost, Quality, Scope or Benefits to
this solution will need further approval and should be requested via DOC’s Project Management Framework Change
Control process.

Detailed Business Case docCM DOC 7783951



By signing this document, I agree to the accountabilities of the role of Accountable Leader/Sponsor for this

specified in the Roles and Responsibilities document.

as

I, the undersigned, agree with the above recommendations and approve this Detailed Business Case, and have the
appropriate delegated authority to do so:

Name DOC Title Governance Signature Date
Role
Penny Nelson Director General DFA 26/11/2024
L\
Stephanie Rowe Deputy Director-General Sponsor 18/11/2024

Biodiversity Heritage and
Visitors

*
X\
Comments: \»
Endorsement Q

We, the undersigned, agree with the above recommendations and endorse this

Catherine Wilson

usiness Case:

Date

Senior Responsible 18/11/2024
Owner (Single

Point of

Accountability%“\

Director Heritage
and Visitors

Comments: [ am confident the project will be successf

}gve.d in accordance with the PMP which I have

reviewed.

Carly Strausberg Experience Bene wner 14/11/2024
Management and
Commercial ®
Manager

{
Comments: e @
Assurance Q

Assurers are subject ma#ter eXa#rts in their area. They provide support and confirmation to the Accountable
proposed idea €W

that the
the business and ha

d to the organisation strategy, is technically feasible, will deliver value and benefit
nance of success.

Snr Portfolio 7/11/2024
Management Advisor
) )
1 ents
Kevin Martin Chief Financial Officer 12/11/2024

Comments: Noted the contingency plans for revenue shortfalls. Minimum requirement would be for the operating
costs to be covered but looks to be enough headroom in the forecast assumptions to cover that and noting it will
otherwise return a surplus to DOC which is a good outcome.

Detailed Business Case docCM DOC 7783951 4



DOC Title

Technology Solutions
Manager

Mark Ingram

Signature

8/11/2024

Comments:

Simon James Procurement Manager

8/11/2024

Supporting documents

Document

Minister Briefing DOC-7767976 O\
Map of potential pilot sites DOC-7807131 N
A3’s of three proposed pilot sites DOC-7807132 a Q
Complexity Assessment Tool result DOC-%77 \J

Project Management Plan

® o865 (To be developed by Project Manager
ing the Project)

(¢

Project Register (for Low or Medium complexity PMT
projects) or EPMT (used for Complex projects) %

>
Financials DBC Template Y\(J DOC-7781436
Paid Car Parking Pilot Programme costs > DOC-7773489

Change Assessment Tool

N2

DOC- 7778689

Benefits Realisation Plan

To be completed by Project Manager during the Project.

(\U
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Executive Summary

In May 2024, DOC advised the Minister of Conservation that DOC does not currently charge for any DOC-
managed car parks, and that there was a solid case for implementing car park charges as a revenue generation
and visitor management tool (24-B-0186 refers). The Minister agreed, and an International Visitor Levy (IVL)
investment proposal was developed to pilot paid car parking at three DOC car parks (24-3-0498 refers). The
proposal was approved by the Minister of Conservation on the 14 of October 2024.

We propose to run a car park charging pilot in 2025/26 at three car parks funded through the IVL. The purp%
of the pilot would be to: 0

e establish a new mechanism to generate revenue from visitors to adequately fund the facilities and %es

they enjoy
e support the efficient management of car parking at sites under high visitor pressure over L@ner of

2025/26 \

e provide insights into the costs and returns associated with different approaches to c charging and

car parks with different characteristics @
We propose piloting paid car park charges next summer (2025/26) at three 31tes unakaiki (Dolomite Point),
Franz Josef Valley, and White Horse Hill (Aoraki/Mt Cook). Charging for these sites is expected to
generate EIEISIEcvenue annually.

Benefits of car park charges include managing visitor pressures, a t rge e for users of popular facilities,
developing a new revenue stream to help fund the servicing of vis c111ties at some of DOC’s busiest day
visitor sites, and creating a model to possibly extend paid car pa o other busy DOC car parks.

We expect some public resistance to paying for car parki (? , as this is our first implementation. We will
prepare an engagement and communications plan for t&r& that focuses on the benefits of charging and
engage stakeholders and Treaty partners early in the/fte . Engagement will seek stakeholder suggestions
on how we might successfully implement car park c at the pilot sites.

The pilot is expected to cost $3.8M, which includ for CAPEX to form and seal Dolomite Point’s southern
car park and increase the capacity and efficm hite Horse Hill car park. The site works will be funded by
the pilot and managed via DOC’s normal ¢ process.

The pilot includes funding for Oper to help manage the busy car parks over the summer, and we
estimate that for each site we'll ne oximately 30-50 hours of senior ranger time for engagement and
pilot coordination on the ground. ératlons will be supported by the project team and the Regional
Communications Adv1sors te le the Heritage & Visitors Directorate will engage with national

stakeholders.

The project’s first pha ll set up the project team and determine the functional requirements of the pilot
sites. We will then services via open tender, using market responses to help assess car park operating
models and det f DOC should fund car park charging hardware via CAPEX or fund it via a revenue
share with a The procurement process is expected to be concluded in June 2025, and the successful
vendor(s) wi all car park hardware and undertake any required site works between July and October 2025.

The tr'\ i0d will be eight months, during which we will monitor pilot sites and evaluate the success of the
p@ st its objectives. Findings will inform a decision on whether to implement paid parking on an

basis and what additional car parks might be considered.

Detailed Business Case doecCM DOC 7783951 6



Strategic Questions

Context / Purpose

What is the problem or
opportunity?

DOC provides visitor experiences across New Zealand. Some popular day visitor
sites like Punakaiki (Pancake Rocks) and Franz Josef Glacier Walk had over
500K visitors at these sites pre-COVID. Over 80% were international visitors.
DOC has invested millions of dollars in infrastructure to enable visitors to

access and enjoy these sites safely. This investment includes capital assets lik&
boardwalks, toilets, bridges, safety barriers, shelters, nd car parks. There is
currently little direct cost recovery from visitors for the provision and se

of facilities at these popular day sites and DOC cannot afford to maintain‘these
facilities without generating additional revenue. Currently, only 8-1@ DOC’s
budget for recreation is recovered through user fees and charge facilities.

Car parking charges are common off PCL at busy locations. Nng charges are

a mechanism to generate revenue, help manage visitor d and improve car
park efficiency and availability. DOC cannot charge f ng access to these
sites but it can charge for using its facilities, includifg its car parks.

Revenue is a priority for The Minister of ConsefVaydn (MOC), and in October
2024, agreedtofund paid car parking l& “B-0498 refers).
The purpose of the proposed pilot is to\b

e establish a new mechanis \enerate revenue from visitors to
adequately fund the fadx d services they enjoy

e support the effici anhgement of car parking at sites under high
visitor pressure summers of 2025/26

e provide ins@n the costs and returns associated with different
approaches park charging and car parks with different
charact

A feasibilitWanalysis was undertaken for various potential pilot sites and Team
Process di ions were held with each site’s District Operations team. The
analyﬁncluded potential net revenue from car park charges at the three pilot
sit ell as the required CAPEX and shows a potentially strong revenue
%- that is likely to exceed costs with a positive benefit-cost ratio. Three sites
e selected to pilot car park charges next summer (2025/26) Punakaiki

Dolomite Point), Franz Josef Valley nd White Horse Hill (Aoraki/Mount

Cook).

ics

Paid car parking is forecast to return over-nnually once charging is
implemented at the three pilot sites. Once the performance of the first three
pilots is evaluated in June 2026, the findings and learnings would be used to
extend paid car parking to other DOC car parks.

v

What are the main
invesiiment objectives?

The objectives of the paid car parking pilot:

e Efficient management of visitor car parking at busy sites that improves
customer experience

e Establishing a fair mechanism for visitors to help improve the financial
sustainability of the visitor network

e Recruit core project team and critical infrastructure roles to progress
project planning

e Establishment of project management, governance, and project delivery
structure(s)

Detailed Business Case doecCM DOC 7783951 7



What is the overall change
impact of this investment?

Change Impact Assessment

What is the overall impact on
the site?

Strategic Drivers

How does the proposal align
to the Department’s strategy?

Is this proposal driven by
compliance / policy /
legislative requirements?

Is this propesal driven from
prior risk identification?

Is this entered on the
investment Intentions
Schedule and / or Business
Group’s Business Plan?

e Gain comprehensive insights into the costs and returns associated with
implementing paid car parking

e Learn how to implement paid car parking as part of business as usual,
where appropriate (e.g. a toolkit, confirmed technology, processes, etc.)

Introducing charges at three DOC managed car parks is expected to have a low
impact on the over one million visitors to these sites. The change will also
introduce a new policy and procedures to implement car park charges, which will
affect Operations colleagues at place, as well as Finance, and ISS. Because the
change affects just three locations, this change impact was assessed as “Low”

using the Change Assessment Tool (DOC-7778689) Therefore, a Chang?g)

v

Low

Manager is unlikely to be required.
® \

The changes are assessed to have a low impact on the recreanues at the

pilot sites.

«O

Growing revenue to improve DOC’s finx stamablhty is a Ministerial
priority, and the Minister of Conservation fstructed the Department to prepare a
business case for a car park chargi t (24 B 0186 refers)

Paid car parking directly ahgn o intermediate outcomes in DOC’s

Strategy:

e Visitors enjo

e DOC is fina ustainable and known to be effective
And two key shi
o #2 1l increase cost recovery, revenue generation and third party

im ent in visitor experiences so that the network is sustainable
. &#ﬁo e are clear on what we can and can’t do and demonstrate value for
oney
[/

proposal methodically explores our options within these parameters, as they
e to generating a new revenue stream from visitors, supporting efficient car
park management, and enhancing visitor experiences at site.

Yes, the proposal has political drivers. Revenue is a Ministerial priority and the
Minister of Conservation has instructed the Department to prepare a business
case for a car park charging pilot and has approved IVL funding for a pilot.

There is a low risk of compliance and/or legislative requirements causing issues.

No.

Yes, it is in the Heritage and Visitors Directorate’s Business Plan
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Benefits

Benefit Title

Benefit

Category

Strategic
Outcome

Benefit Measure
Description

Benefit
Owner

1 Establishing | Financial DOC is a great Visitors contribute to TBD in the Benefits TBD in the Benefits Carly
a fair organisation costs of the facilities they | RealisatiomPlan Realisation Plan. Strausberg
mechanism use (monetised benefit) ‘
for visitors to
contribute to \
facility costs.
Better Visitor | Visitor or Connection with | How visitors rate the %2024/25 2025/26: Carly
Management | Customer nature and park facilities a d s ) , _ Strausberg
at DOC sites cultural heritage | OR thereisn Sites with baseline S}t‘es with basehqe
enriches visitor surveys with car | visitor surveys with car

park rating scores: No
material negative
impact to visitors’
average rating of the
car park.

park rating scores:
Visitors’ average rating
of the car park.

impact to vjsi bers
people's lives at pilot si@

Sites without baseline
survey data:
Visitor/vehicle counts | Sites without baseline
survey data: There is
no material impact to

visitor counts.

Ya

Dis-Benefits

Dis-Benefit Title Baseline Value & Date Dis-Benefit Owner

Expected Impact & Date

1 DOC is no longer FED
offering free parki parking at pilot car parks

these popular da
visitor sites, @

Detailed Business Case Template - docCM- DOC-7783951 9
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affordability reasons
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Risks cs)\'

Multiple team processes have been held to assess project risks. Risks have been catalogued and site specific risks identified ’&ug discussions with district

offices responsible for the pilot locations. The risk register reflects the risks identified to date.

O
Number of Identified Risks \\'

The table below shows the total number of all risks currently identified for each rating level. @.

Risk Rating = Number of risks @

Medium

Total Risks

Detailed Business Case docCM DOC 7783951



XN

Extreme / High Risks

Register, which contains all identified project risks, is in EPM T

The following table typically shows all current project risks with a rating of Extreme or High. We have included Medium risks tovg)oility. The Project

Risk Risk Category Short Name Source of Concern Implications Governance Actions
Group or Opportunity
Project Stakeholder/Re | Comms Bring | IF we neglectto THEN we may Senior i A draft comms plan (DOC-
Delivery | putational public along this | provide coherent receive ‘reactive’ Responsi @ 7722683) with key messages that
Risk journey. media/comms and requests for le Ow N focus on user pays, improving
engage with partners | information as well K visitor management, and funding
and stakeholders. as a reputational risk O for the servicing of the visitor
to organisation. Our K facilities at these sites.
output offcreatm <\ The district would need to
revenue tor DOC 3 . . . .
. facilitate discussions with treaty
sites may not b
understood partrjners and local stakeholders
\ seeking their feedback on how we
. c) might implement this at this site.
&\ For example, the district would
& need to work with local council or
NZTA to get yellow lines on the
sides of roads/highways beside
car parks while the Heritage &
Visitors Directorate will engage
® with national stakeholders
Flow-on Stakeholder/Re | Perverse IF we doft't complete | THEN there might Project High With any pilot, we don’t know
Risk outcomes at ari mentto | besome unintended | Manager what we don’t know, and we can
pilot sites and id nd manage | consequences. guess at potential issues, then
surrounding al unintended mitigate or accept the risks, and
areas. \Qequences of then ground truth the reality
\mtroducing car park during the pilot. We will do this by
6 charges at a site. monitoring pilot sites through
funded B-band rangers and some
@ targeted outcome monitoring
% using contractors and make
adjustments as needed
Flow on Property/Stru ausing IF we attempt to THEN there is arisk | Project Mediu | We are targeting all work to occur
Risk disruption at introduce car parking | of harm to visitors Manager | m over winter 2025.
busy car parks and disruption to the

Detailed Business Case docCM DOC 7783951
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Risk Risk Category Short Name Source of Concern Implications Rating | Governance Actions
Group or Opportunity
during peak solution to sites over | Operations Staff on The oject plan for each pilot site
months busy periods site. be'developed with Operations
ms at place to ensure work on
¢ c>ite has minimal impact on
\\' visitors and Operations.
Flow-on Governance: Comms IF we don't provide THEN we may miss | Project @gliu Work with Comms team to ensure
Risk Operational/Pla | Alignment with | comms, or pitch to an opportunity to Tea 6 m a consistent approach to
nning other the right audience at | engage with DOC messaging between all other
announcements | the right time. staff to relay concurrent comms and
messaging in a engagement (e.g. access charging,
positive light (i.e. FVN’s Visitor Network Strategy)
Revenue gene teR to that the target audience are
to enhance, u receiving consistent and joined up
DOC siteﬁ\ messaging
7~
Issues

The following table shows all current high priority project issues.

&

e e De DC10 P O - O Re cd SAYAS d e . e
D
High local demand - IF we fail to High We geting piloting paid car parking | Management Under Project
adequately identify and engage aﬁcanons with proportionally high Awareness Action Manager/Ops
locals as ‘high users’ and recognise national visitors. We will also explore Manager
their needs ferential pricing for locals.
How should parking charges apply | M @ Engagement with Regulatory Servicesto | Management Under Project Manager
to concessionaires (e.g. bus 6 confirm how car park charges integrate Awareness Action
companies) and how to with the concessions system.
communicate this with the industlé}
£
We needto developa reb &4/ | Medium Thoroughly scoping functional Project Owned New Project Manager
parking solution for Whi requirements for all pilot sites to ensure
Hill car park which wil ) that vendor proposed solutions are fit for
function seamless nsite purpose and implementable at all pilot
parking systems X sites

Detailed Business Case docCM DOC 7783951
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Health & Safety
Staff Health & Safety

This project’s specific health and safety considerations relate to onsite activities, such as physically replacing or
adding equipment at sites to install the network solution.

Such hazards may include: C}'

e Tripsandfalls

e Electrocution

e Lifting heavy loads
DOC staff and supplier resources will follow effective health and safety practices during the roll qut @Qply with
the Health and Safety at Work Act 2015. \\

All contractors completing high risk work for DOC are required to hold a current Health a
prequalification completed by an independent third party provider. Prequalification wil
selecting the preferred vendor, and any electrical work must be undertaken by a quali ectrician

Visitor Safety

The visitor safety risk is assessed at neutral for the three pilot sites because\no already park on roadsides at some
pilot sites on busy days, representing a pre-existing visitor safety risk. [t% reas®nable to expect that introducing
charges would improve car park efficiency (e.g., more available car pa to faster visitor turnover, carpooling,
ete.), improving the availability of car parks and reducing roadside pa . Conversely, there is a risk that some
visitors may try to avoid paying for parking by parking along the de. The latter risk is noted in the risk register
and will be monitored and managed at each pilot site.

In addition to being noted in the risk register, districts &existing site control plans that cover the pilot sites will
review and update them if required.

Privacy @

DOC is required to comply with the Privacy 93. DOC will require in the RFP that submitted tenders’
confirmation that their proposed solutioniih to the relevant provisions in the privacy act.

Dependencies @

e Appropriate car parks topi id parking
e DOC limitations on a @ recruit project team roles
e Support from the organisation such as availability of suitable teams, and availability of ISS services as

identified in thigDBC
Securing suita id car park hardware vendor(s) for the pilot sites

e Securinga rk pre booking system that integrates with the onsite paid parking hardware at White Horse

Hill car
e Incre e capacity of White Horse Hill car park

e
S

Q.
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Deliverables

In Scope
Deliverable Type Deliverables (Scope baseline for project delivery) Target Delivery
Date
Recruitment Business Analyst (EMPO) November 2024
Project Coordinator (EPMO shared resource) November 2024 .
Project Manager (HVD) January 20
Pricing & Investment Analyst (HVD) January 202
Onsite B band rangers/car parking wardens (Regional Ops) October 2025
Procurement Procurement of paid parking solutions (software and hardware) Jun i
and associated professional services (e.g. enforcement services). \
Procurement of contract car parking wardens for Dolomite point. ( \
IT Installation of paid car parking solutions and infrastructure, thember 2025
internet and network solutions on site. (
IT The supplier will be responsible for installing the ¢ @lﬁ September 2025
solutions, infrastructure, and network. Q
The supplier will facilitate the interface wit 01& ork (if
required), data warehouse (Snowflake), and figance system
(SAP) .
There will be integration with DOE r@k, data warehouse and
finance systems. K\
Physical Works Built infrastructure to facili affitient paid parking at pilot September 2025
sites. This includes increasi e capacity of White Horse Hill
car park (August-25) a rming and sealing of the southern car
park at Dolomite Pai tember 25).
People/Process Supplier led /{o *Team led training for onsite teams September 2025
Finance Respo ib@t econciling the financial data from the car September 2025
parkin% nes in SAP
People/Process D @a car park management model that includes charging to | June 2026
@ a consistent approach to car park management and
t chErging at DOC car parks funded by DOC’s capital programme

Out of Scope

DOC cannot charge for walking access to land held under the Conservation Act 1987 and
the National Parks Act 1980.
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Maori and Stakeholder Impact

Impact Level Impact Description

Maori

Nil

Nil

Iwi/hapt /whanau

Low

Engaged directly by Operations teams at place that
hold these established relationships and will seek
input into the approach DOC takes to pilot paid
parking. C)

v

External groups

High

Public Information: Media release, interviews\(if
requested). Information on the scope agnefits of
charging for parking at busy DOC s, how it
relates to access charging, the \i C@twork
Strategy and other topics mad at a similar
time.

H&V will engage with e@ groups on a targeted
basis and via the Rec Secter Forum (December-24)

to seek stakehot ibutions on how we

approach the pi

All Internal (DOC wide)

Low

Learning fo r projects, advice and support
where &re .

DOC Staff

Medium

OC staff at proposed pilot sites
rship and delivery), and the Heritage and
itors Unit (senior visitor advisors in particular).

b

Communications

High

Public Information: Media release, interviews (if
requested). Information of the scope and benefits of
charging for parking at busy DOC car parks, how it
relates to access charging, the Visitor Network
Strategy and other topics made public at a similar
time. Site specific comms supported by Regional
Communications Advisors.

Finance

Support from DOC business partner.

Advice Team

< Njgh Solution design. Any technology or applications will
\> be managed by the Technology Solutions team in
ICT (ISS) 6 1SS
Legal @v Low Some advice and support where required.
Policy 4 Low Some advice and support where required.
\ - Medium Sponsor for any asset capital business cases (e.g.
@ capital works at Dolomite Point and White Horse
) Hill car parks) and ensuring its adequately reflected
5 anagement in the Asset Management System (EAM).
Monitoring Design and High Paid Car parking Monitoring and Evaluation

Programme, Survey Instrument

Detailed Business Case docCM DOC 7783951
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Economic Questions

Options Analysis

Solution 2 - Pilot car park charging Solution 3 - Do nothing
at three DOC car parks, with DOC
funding car park charging hardware

CAPEX

Solution 1 - Pilot car park charging
at three DOC car parks, with an
assessment of car park charging
hardware CAPEX funding model

Advantages/Benefits

8Disadvantages/Risks
[should be reflected in Projoct Risk
Register]

post-RFP

A“ows arange o! c!arging .

solutions to be tested and
evaluated

Lays foundation for robust,
sustainable new revenue stream
across DOC car parks (
Facilitates high confidence leve

in wider implementation ac@

DOC

A more commercial a .
because it ensures DOCwgelects

operating
Vendor-fun

park chg ardware would
reducé\D®C’s CAPEX
qui nts for an ongoing

e of car park revenue
could select a mix of
perating models (some DOC
funded, others vendor funded)

\

ge of charging
be tested and

Allgw
solux o

€ d

oundation for robust,

&lstainable new revenue stream

across DOC car parks
Facilitates high confidence level
in wider implementation across
DOC

DOC-funded CAPEX would
possibly require a shorter
contract term so DOC can make
changes after the initial 8 month
pilot

Don'’t implement charges at
DOC car parks
Low effort

An added step which may delay | o
vendor selection and
implementation

A vendor CAPEX model may .
include a longer contract term

DOC funding car park charging
hardware will require all
approved funding

DOC owning hardware means
that DOC bears the full risk of

No new revenue stream from
DOC car parks to cover high
visitor servicing costs at DOC’s
busy car parks

Detailed Business Case Template - docCM- DOC-7783951

16



Procurement Method

Meets Investment Objectives?

Investment Objective 1:
Establishing a fair mechanism for
visitors to help improve the
financial sustainability of the
visitor network.

Investment Objective 2: Gain
comprehensive insights into the
costs and returns associated with
implementing paid car parking.

Investment Objective 3: Gain
knowledge to implement paid car
parking as part of business as
usual (standard processes, fit-for-
purpose technologies).

Meets Critical Success Factors?

Strategic Fit

Aligns with organisational
strategies, programmes and
projects

Business Need

Meets agreed investment
objectives, related businzss needs
and service requireruent

reducing the flexibility to assess
vendor performance and make
changes after the 8 month pilot

hardware failure or performance
issues

Request for proposal via Open
Tender

Assess and select proposed
operating models and hardware
solutions for each pilot site
Contract vendor(s)

Request for proposal via Open
Tender \‘
Assess and select proposed
hardware solutions for eac @'
site

Contract vendor(s)
o\
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Value for Money (Benefits vs.
Cost/Risks)

Optimises value for money (i.e.
the optimal mix of potential
benefits, costs and associated

risks)

Mitigates Enterprise Risk
Mitigates the enterprise risk

Potential affordability

Can be met from likely available
funding, matches other funding
constraints

Ranking Proposed Solution 2™ Option - mos.'y meets 3'd Option - does not meet
objectives objectives

Preferred Solution 8 O
% an assessment of the hardware CAPEX funding model post-RFP, which

ess factors.

The preferred option is Solution 1 Pilot car park charging at three DOC ca
is a more commercial approach and meets all investment objectives and crit

post-RFP, which may result in DOC selecting a more capital intensive

operating model than is necessary. Solution fails to meet the investm jectives or key mitigations altogether

O
&
3

Solution 2 was rejected because it removes an assessment of the operating m
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Commercial Questions

Procurement Strategy

The project will work with the following key contacts when undertaking procurement activities and seek advice
contributing to the Procurement Strategy for the aid car parking project. The procurement plan will be created af\'
the DBC approval. The approach for the procurement plan is as follows and has been discussed and endorsed by, @

Procurement Team. The Procurement Team will support this project as part of BAU. v

Name Role

Simon James

National Procurement Manager

Elizabeth Oliver | Supplier Advisor

Clara Liu Category Lead ISS

Please see anticipated timeframes below:

Procurement activity

Procurement Plan development 19/11/2024 20/1 /2024
RFP Development 16/12/2024 ‘e 31/01/2025
Procurement Plan approval 06/01/2025 \O 17/01/2025
Tender in market (GETS) 11/02/202 N 18/03/2025
Registration of responses 20/0 /2025
e Evaluation of responses /2025 07/04/2025
e Determine operating model @ﬁzl/ 03/2025 07/04/2025
(DOC vs vendor CAPEX)

e Moderation meeting 10/04/2025 10/04/2025
Due diligence \\)' 10/04/2025 21/04/2025
Evaluation report writ@nd 10/04/2025 28/04/2025
endml“)sement by ex@ n panel
mempers
Evaluatio%(atava)pproval 31/04/2025 04/05/2025
Advislé@lers 07/05/2025 07/05/2025

ions 08/05/2025 21/05/2025

%act executed 22/05/2025 29/05/2025

Contract begins 30/05/2025 30/05/2025
Debrief unsuccessful suppliers June 2025
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Financial Questions

The table below includes the cost of the preferred option (+/ 10% confidence). Significant assumptions and points to
note in developing the costs are:

Capital requirements have been informed by engagement with third-party car parking operators to understand
potential operating models and approximate costs. These costs will be market-tested through a competitive
tender (RFP) via Government Electronic Tenders Service (GETS), which may reduce investment requirements
and the costs of ongoing depreciation.

ar park revenue in FY26 (the pilot year) is for October to June only. Car park revenue from FY27 on is expeeteehtd
total -and more than cover all ongoing operating and depreciation costs

Forecast revenue assumptions are:

A capped daily parking tee w!ere visitors stay for an extended period or overnight

Site specific vehicles volumes per annum sourced from road or track counter data
Site specific average visit length and vehicle type (car or bus)

Ongoing costs are shown below with some of these costs are already being met within'‘existing budgets. Depreciation
is a new cost that this project will incur and need to mee through new car park réyénua

Financial Template: DC

FINANCIAL YEAR ENDING
JUNE

THIRD PARTY PROJECT
REVENUE “
Personnel

Contractors & Cons¢ltants
Other h\ g
Project operating-co;ts
Contingenéy e
Corp_oza_t_e_su;)port costs

/Assetsale and write-off

Ongoing opex (funded from
car park revenue)

Depreciation (funded from car
park revenue)

Capital charge
(IVL = No Capital Charge)
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TOTAL OPERATING COSTS

Purchased materials
Personnel

Contractors & Consultants
Other

Project capital costs
Contingency

TOTAL CAPITAL COSTS
Total project budget (DOC -
IVL contribution)

Total project budget (DOC -
Paid Car Park contribution)

TOTAL COSTS (CAPEX +
OPEX)

WHOLE OF LIFE COST

Personnel / FTE Uplift

Project Manager (HVD)
18-month contract

Role Title (by Director Area): LY
1.5 FTE

(6 months)

18425/ 26)
2.0 FTE

(12 months)

FYBIB | Total
0.5 FTE
1145

(.18 months)

Project Coordinator (EPMO) 0.5 0.5 0.75
18-month contract (6 months) (12 months) (18 months)
Pricing & Investment Analyst (HVD) 05 0.5 1.0

(6 months) | (6 months) | (12 months)
Total annual FTE uplift 0.75 2.0 0.50 3.25

Funding Sourcéfs)

Funding Sourcea(s)

L > nfefigtional

SIHQiLAYY

ToralCapital / CAPEX

Total Operating / OPEX

Detailed Business Case docCM DOC 7783951




Funding Allocation
DOC - IVL Funding -

Allocated to:

IVL - Paid Carpark Pilot Mgt OPEX
WBS: D350000002 (Cat Wilson - HVD)

Pilot Site 1 - White horse Hill CAPEX
WBS: TBC (Initially HVD)

Pilot Site 1 - White horse Hill OPEX
WBS: TBC (Initially HVD)

Pilot site 2 - Dolomite Point CAPEX
WBS: TBC (Initially HVD)

Pilot site 2 - Dolomite Point OPEX
WBS: TBC (Initially HVD)

Pilot Site 3 - Franz Josef CAPEX
WBS: TBC (Initially HVD)

Pilot Site 3 - Franz Josef OPEX
WBS: TBC (Initially HVD)

Corporate overheads - Organisation
Support

Total DOC - IVL Funding Allocation

DOC - Third Party Revenue - Car Park
contribution -

Allocated to:

Ongoing opex

Regional Operations

Depreciation

Depreciation cefigralpool

Total DO@= Third Party Revenue - Paid
Car Park eontribution - Funding
Allo¢ation

Detailed Business Case docCM DOC 7783951 o
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Management Questions

Project Governance and Management

This project will be delivered using DOC’s Project Management Framework (PMF). This includes the standard PMF
Roles and Responsibilities. The Governance Terms of Reference for the project are located here: DOC-7791466

Team Process Alignment DOC Title

Project Sponsor

Task Assigner

Deputy Director
General Biodiversity
Heritage and Visitors

Stephanie Rov!

Senior Responsible Owner

Single Point of Accountability
and Team Leader

Director Heritage and
Visitors Directorate

Cath %lson

Benefits Owner

Team Member

Experience
Management and
Commercial Ma

\
‘é; Strausb
§\ y Strausberg

Senior Supplier (if applicable)

Team Member

Technolog@
Mana{eo

Mark Ingram

Senior User (if applicable)

Team Member

Rwa\sps

N,

Owen Kilgour

Jo MacPherson

Delegated Business Owner

Management Role

Team Process Alignment

and Revenue Advisor

’K\c )D‘rincipal Commercial

DOC Title

Joe Ellingham

Name

Team %m

Project Manager Project Team T@\ssigner Project Manager TBD
(\ (HVD)
Project Co-ordinator Xt? Project Co-ordinator TBD

(EPMO)

Note the addition of a delegated
Initiation and will continue th

e Attending

ss owner, Joe Ellingham, who has been with this project through Concept,
o the Delivery phase until recruitment is completed. The delegated Business

Owner will attend project st s for quick approvals and oversight, reporting any items filtered down from
SLT/SRO to the team. %IO e includes:

ance Group meetings with the Project Manager will give pre approval of the pack and

reportin Chanr approval.
e Com ns/ DBC/Change documents/TOR/Closure Reports quality assurance and approval before SRO
a to enable confidence to the SRO, Benefits Owner and Project Sponsor to ensure quicker turnaround

ames.

@@eepinq the project in line with policy/procedure and ensure that the project's scope remains as intended.
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Expected Resource Requirements

HVD

Skill Required No. internal staff No. of contractors
(FTE) (FTE)
0.5

Comments

Delegated Business To enable
Owner access to faster
Jecisi i
Joe Ellingham ecision making \'
r?
HVD Project Manager 1.0 Fixed term for 1 \-)
months
External Business Analyst to 1.0 4 month ract
assess functional . o
and non-functional \\
requirements %
EPMO Project Coordinator | 0.5 1%ed term for 18
\ months
e\
Internal Pricing & 1.0 \\J Fixed term for 1 year
Investment Analyst \0
Internal Senior Rangers at 40-50hrs \ N In the lead up to and
pilot sites . % during the pilot.
Internal Comms & media 0.5 (existing e ‘ s - For specific dates
(Strategic resources) K\
ommunications & &
Engagement) O
Key Milestones @

The key critical path milestones for the proje@

Key Milestones

15/11/2024 DBC appr %
November 2024 to Rec '&Med project roles to set up and implement the pilot and to support other revenue
January 2025 improvement initiatives.

December 2024 to

January 2025
Vot

Q)

Pfeject Manager recruited.

November 2%\.@

Prepare and undertake open tender for solutions for each selected site.

5

Assess submitted tenders, determine what model, solution and vendor(s) to contract.

March 20

) ]
Marzl to
gtober 2024 to

December 2024

Develop communications & engagement plan for the pilot.

June 2025 to
July 2025

Develop a monitoring and compliance plan for each pilot site.

Detailed Business Case
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Date Key Milestones

June 2025 to Installation of paid car parking hardware at three pilot sites for summer 2025/26 and integration
September 2025 with DOC systems.
October 2025 to Monitor and evaluate performance of car park charges at pilot sites against pilot objectives.
May 2026
June 2026 Decision to continue charging, recommend improvements for pilot sites. r\’
Y
June 2025 to Develop a draft national toolbox for paid car parks &
June 2026
30/06/2026 Closure Phase Complete ( .
-0
\\)
Project Management Planning
The Project Management Plan for the project is located here: 3. PMP Paid Car Parking Pi s provides an

overview of how this project will be delivered
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