
Briefing: International Visitor Levy 
investment proposal - carpark charging 
pilot  

To Minister of Conservation 
Date 
submitted 

30 July 2024 

Action sought 
Approve International Visitor 
Conservation and Tourism Levy 
funding for a carpark charging pilot. 

Priority Normal 

Reference 24-B-0342 DocCM DOC-7697260 

Security Level In Confidence  

Risk 
Assessment 

Low Timeframe 8 August 2024 

Attachments 
Attachment A – Map of 2024/25 pilot sites 

Attachment B – Financial analysis of pilot sites 

Contacts 

Name and position Cell phone 

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

 

Catherine Wilson, Director, Heritage and Visitors  

Joe Ellingham, Principal Commercial and Revenue Advisor, Heritage 
and Visitors 
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We recommend that you … (Ngā tohutohu) 

  Decision 

a)  Note that on 9 May 2024 you directed us to prepare a business 
case and an International Visitor Conservation and Tourism Levy 
(IVL) investment proposal for a carpark charging pilot 

Noted 

b)  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.  

Yes / No 

c)  Agree to forward this briefing to the Minister for Tourism and 
Hospitality for their information. Yes / No 

 

 

 

Date:     /     /                             Date:     /     /           

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

  

Hon Tama Potaka 
Minister of Conservation 

 

Purpose – Te aronga 

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 Cabinet Economic 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 rate and 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 the IVL rate would take effect from 1 October 2024 to align with other 
immigration changes.  

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

3. 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. 
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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) – Ngā mātāpono Tiriti (section 4)   

20. Implementation of carpark charges will require engagement with local iwi and hapū 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 Ngāti Waewae to explore how to 
partner with them during the pilot.  

Next steps – Ngā tāwhaitanga 

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 
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Attachment A: Map of 2024/25 pilot sites 
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Briefing: International Visitor Levy 
investment proposal - carpark charging 
pilot  

To Minister of Conservation Date 
submitted 28 August 2024 

Action sought 
Approve International Visitor 
Conservation and Tourism Levy 
funding for a carpark charging pilot. 

Priority Normal 

Reference 24-B-0342 DocCM DOC-7697260 

Security Level In Confidence  

Risk 
Assessment Low Timeframe 11 September 

2024 

Attachments 
Attachment A – Map of pilot sites 
Attachment B – Financial analysis of pilot sites 

Contacts 

Name and position Cell phone 

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

 

Catherine Wilson, Director, Heritage and Visitors  

Joe Ellingham, Principal Commercial and Revenue Advisor, Heritage 
and Visitors 
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• 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.2 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 tūraru 
21. As the pilot progresses, we will build our understanding of the implementation and 

operational costs. 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.  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 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. 

23. 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 
infringement offences, are suitable for carpark charges. This would require 
amendment to the Conservation (Infringement Offences) Regulations 2019. 

24. 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) – Ngā mātāpono Tiriti (section 4)   
25. Implementation of carpark charges will require engagement with local iwi and hapū 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 Ngāti Waewae to explore how to 
partner with them during the pilot.  

Next steps – Ngā tāwhaitanga 

26. 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 
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Attachment A: Map of pilot sites 
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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 eƯects – 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 project management – too much for district 
– Jo / Shaun
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From: Joe Ellingham   
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 park 
 
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 the Mangatepopo end, or rather  

at the Ketetahi end, as most people 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 4:53 pm 
To: Joe Ellingham ; Damian Coutts >; Cher Knights 

 
Cc: Tamzin Moore  
Subject: RE: Paid car parking pilot - Mangatepopo car park 
 
Thanks for this update Joe, much appreciated 
 
George  
 

From: 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 
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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, I 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 like it to 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  
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From: Joe Ellingham  
Sent: Friday, September 6, 2024 12:46 PM 
To: Damian Coutts ; 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, I 
imagine we’ll keep them involved, however @George I 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 
operations 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. Join regular pilot calls with the project team; we can extend that to you too @George or they can keep you 

updated oƯline (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) 
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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 pilot at 
select sites will come after that, and only once funding is approved. In all comms and during local stakeholder 
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 Sector 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 I sent an update to the minister’s 
oƯice 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 after the NZ school holidays, 
which I don’t think is a bad thing. 

If you like, I can set up a call to run through the rough plan with you both in the next week 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  
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From: Joe Ellingham  
Sent: Friday, August 30, 2024 5:01 PM 
To: Catherine Wilson >; Carly Strausberg ; Lynnell Greer 

; Nicola Bowler ; Shan Baththana ; Simon 
James ; Mark Ingram ; Bronwyn Saunders  
Fiona Weightman ; Igor Milosevic ; James Johnson (Policy 
Manager) ; Damian Coutts George Taylor 
< ; Cher Knights ; Jo Macpherson  Sally 
Jones >; David Dittmer ; Niamh Espiner ; Owen 
Kilgour ; Suvi Van Smit  Phil Rossiter ; Luisa 
Kliman ; Simon Clark  Tim Bamford  
Cc: Charmaine 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. 
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After a couple of delays and several discussions with DDGs, Penny, and the Minister, on Wednesday a briefing 
with a request for in IVL funding was sent to the Minister. The feedback I 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 teams, we 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 Ops 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 procurement 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 timeframe and are doing all we can to be as 
eƯicient 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 announce what is coming and the programme/H&V 
will do some national level engagement with interest groups like 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 for an early heads up at place before a media 
announcement. 

4. Programme management 

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

 Detailed Business Case – This 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. 

 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 will also be put into place.  

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

Finally, thanks for everyone’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  
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24-B-0498 – Update on International Visitor Levy investment proposal – car park charging pilot
1 

Briefing: Update on International Visitor 
Levy investment proposal – car park 
charging pilot 

To Minister of Conservation Date 
submitted 10 October 2024 

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

Priority Normal 

Reference 24-B-0498 DocCM DOC-7767976 

Security Level In Confidence 

Risk 
Assessment 

Low 
Timeframe 24 October 2024 

Attachments 
Attachment A – Car park charging pilot on page  
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, Director, Heritage and Visitors Directorate  

Joe Ellingham, Principal Commercial and Revenue Advisor, Heritage 
and Visitors Directorate 
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24-B-0498 – Update on International Visitor Levy investment proposal – car park charging pilot 
2 

We recommend that you … (Ngā tohutohu) 

  Decision 

a)  Note on 28 August 2024 we briefed you with an investment 
proposal to fund a car park charging pilot from the International 
Visitor Conservation and Tourism Levy. 

Noted 

b)  Note that in response to that advice you asked us to identify a 
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. 

Noted 

c)  Agree to an updated investment proposal for $3.78 million from 
the International Visitor Conservation and Tourism Levy for the 
car park charging pilot.  

Yes / No 

 
 
 
 

        Date: 07/10/2024                         

  Date:     /     /           

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

  

Hon Tama Potaka 
Minister of Conservation  

Purpose – Te aronga 
1. To provide an updated investment proposal for establishing a car park charging pilot and 

to seek your agreement to 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 
there was a strong case to investigate implementing car park charges as a revenue 
generation and visitor management tool (24-B-0186 refers).  

3. On 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:  

• identify a scaled back pilot focussed on where international tourists visit 

• provide further detail on possible commercial models for the pilot sites, informed by 
engagement with the industry.  

The investment proposal has been refined 
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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 return 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 team, the regional comms 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 

From: Charmaine Barnett  
Sent: Thursday, 10 October 2024 4:39 pm 
To: Joe Ellingham  
Subject: Roys Peak - Paid Car parking options 

Joe I took some rough and ready notes but pretty sure I captured the concerns from Aaron accurately - also for noting some great risks for the DBC which I 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 being one 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 oƯ by MOC. 
DBC being finalised (next two weeks) 
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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  what are they going to get (better toilets? Better security? Better tracks? ….. added benefits)? 
 
 
 
 
 
Charmaine Barnett 
| Kairuruku Kaupapa 
 
Conservation House Wellington | Whare Kaupapa Atawhai 
www.doc.govt.nz 
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