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24 March 2022 

 

 

 

Dear  

 

Thank you for your Official Information Act request, received on 17 February 2022. You 

requested the following: 

 

Under the Official Information Act 1982, I request a copy of all advice, reports, 

and briefings that the Treasury has prepared for the Government regarding the 

purchase of the new Interislander ferries, and the corresponding upgrades to the 

Wellington and Picton wharves and ferry terminals.  

 

Your request was extended by 5 days on 14 March 2022. 

 

Information being released 

Please find enclosed relevant excerpts from the following documents: 

 

Item Date Document Description Decision 

1.  15 April 2020 T2020/883: Commercial Performance 

COVID-19 State of Play as at 15 April 

2020 

Released excerpt in full 

2.  13 May 2020 T2020/1311: Commercial Performance 

COVID-19 State of Play as at 13 May 

2020 

Released excerpt in full 

3.  24 June 2020 T2020/1962: Commercial Performance 

COVID-19 State of Play as at 24 June 

2020 

Released part of excerpt 

that is in scope. 

4.  24 August 2020 T2020/2849: Commercial Performance 

State of Play as at 24 August 2020 

Released excerpt in full 

5.  9 September 

2020 

T2020/3031: Commercial Performance 

State of Play as at 9 September 2020 

Released excerpt in full 
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6.  21 April 2021 T2021/1013: Commercial Performance 

State of Play as at 21 April 2021 

Released excerpt in full 

7.  2 June 2021 T2021/1334: Commercial Performance 

State of Play as at 2 June 2021 

Released excerpt in part 

8.  18 August 2021 T2021/2041: Commercial Performance 

State of Play as at 18 August 2021 

Released excerpt in part 

9.  6 October 2021 T2021/2403: Commercial Performance 

State of Play as at 6 October 2021 

Released excerpt in part 

 

I have decided to release excerpts from the documents listed above, subject to 

information being withheld under one or more of the following sections of the Official 

Information Act, as applicable: 

• section 9(2)(g)(i) – to maintain the effective conduct of public affairs through the 

free and frank expression of opinions 

• section 9(2)(i) – to enable a Minister of the Crown or any public service agency or 

organisation holding the information to carry out, without prejudice or 

disadvantage, commercial activities 

• section 9(2)(j) – enable a Minister of the Crown or any public service agency or 

organisation holding the information to carry on, without prejudice or 

disadvantage, negotiations (including commercial and industrial negotiations). 

 
Information publicly available 

The information listed in the table below is also covered by your request and can be 
found on the Treasury website.  
https://www.treasury.govt.nz/publications/information-release/official-information-
regarding-kiwirails-purchase-new-ferries-information-release. 

Accordingly, I am refusing your request for this information under section 18(d) of the 
Official Information Act: 

• the information requested is or will soon be publicly available. 

Date Document Title 

10 Nov 2020 KiwiRail’s Interislander Ferry Replacement and the Wellington Ferry 

Terminal 

10 Feb 2021 Advice requested on KiwiRail’s iReX project (interislander ferry replacement) 

3 Mar 2021 KiwiRail – advice on iReX project for meeting on 8 March 2021 

11 Mar 2021 KiwiRail – drawdown request 

11 Mar 2021 Budget 2021 Bilateral – Transport Portfolio 

20 Apr 2021 Letter from KiwiRail to Minister for State Owned Enterprises 

https://www.treasury.govt.nz/publications/information-release/official-information-regarding-kiwirails-purchase-new-ferries-information-release
https://www.treasury.govt.nz/publications/information-release/official-information-regarding-kiwirails-purchase-new-ferries-information-release
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14 May 2021 Delegated authority for potential further Crown iReX funding 

1 June 2021 Project iReX: Delegated Authority for Potential Further Crown Funding – 

speaking notes 

3 June 2021 Delegated Authority for Potential Further Crown iReX Funding 

3 June 2021 Project iReX – Interislander and Ferry Replacement 

3 June 2021 Interislander Ferries and Terminals 

8 June 2021 Meeting with KiwiRail on 9 June to discuss Project iReX 

9 June 2021 Interislander and Terminals Replacement 

18 June 2021 New Interislander ferries contribute to a zero-carbon future 

21 June 2021 KiwiRail – advice on Project iReX 

 

In making my decision, I have considered the public interest considerations in section 

9(1) of the Official Information Act.  

Please note that this letter (with your personal details removed) and enclosed 

documents may be published on the Treasury website. 

This reply addresses the information you requested. You have the right to ask the 

Ombudsman to investigate and review my decision.  

 

Yours sincerely 

 

 

 

 

 

 

Michael Moore 

Principal Advisor, Commercial Performance  

 



1. Aide Memoire T2020/883: Commercial Performance COVID-19 State of Play as at 
15 April 2020 

KiwiRail – Preferred site 
for new multi-user ferry 
terminal 
(Ann Webster) 

We are preparing a response for Shareholding Ministers to 
a letter from the Chairs of the two shareholding Councils in 
CentrePort (Horizons Regional Council and Greater 
Wellington Regional Council). The letter advises of the 
Councils’ formal support for Kaiwharawhara as the site for a 
new multi-user ferry terminal. Other sites were not 
supported because of the impact for CentrePort. The letter 
observes that the new Wellington ferry terminal will require 
the cooperation of all parties and significant funding, both 
for the terminal/marine facilities and the related transport 
infrastructure. 

In September 2019, KiwiRail reported to shareholding 
Ministers that the Kaiwharawhara site was not its preferred 
location as GNS Science had advised that in a major 
earthquake on the Wellington Fault, there was a risk of 
complex faulting across a wider area than previously 
thought. As a result, additional engineering works would be 
required that could significantly increase construction costs, 
while a major earthquake could still leave the terminal 
inoperable and with the potential for lives to be lost.  

KiwiRail’s revised InterIslander ferry replacement business 
case for Budget 2020 is based on an extended stay at 
Kaiwharawhara and includes funding for investment in 
ferries and associated landside infrastructure. 

2. Aide Memoire T2020/1311: Commercial Performance COVID-19 State of Play as at 
13 May 2020 

KiwiRail – Preferred site 
for new multi-user ferry 
terminal 
(Ann Webster) 

KiwiRail has provided a briefing to shareholding Ministers 
providing its views on the formal decision of the Horizons 
Regional Council and Greater Wellington Regional Council 
for Kaiwharawhara as the Councils’ preferred site a new 
multi-user ferry terminal.  

The briefing says both the Cook Strait ferry operators, 
KiwiRail and StraitNZ, agree an alternative site outside the 
Wellington Fault rupture zone is preferable given the 
importance of the seismic reliance of the terminal, which is 
a critical part of New Zealand’s transport infrastructure.  
KiwiRail says it regards the King’s Wharf as the best site for 
reasons of resilience, future-proofing the Cook Strait 
connection, and convenience to the public (as it is more 
central). KiwiRail says it will continue to work with the other 
members of the Wellington Future Ports Forum and would 
welcome your support for discussions aimed at agreeing 
the most resilient site.  

The briefing includes a letter from GNS Science which 
advises that all sites in Wellington are exposed to 
earthquake shaking on soft soil sites and tsunami risks. 
While technically challenging, GNS Science says these 



risks are discoverable so engineering solutions can be 
found. However, the Kaiwharawhara site is at risk of fault 
rupture meaning cost-effective solutions are not possible 
because of the extensive modification of the site.  
GNS Science’s view is that high weighting needs to be 
given to the seismic resilience of the terminal site, given the 
regulated importance of the Cook Strait transport 
connection as a lifelines link of national importance for New 
Zealand. It is prepared to provide specialist independent 
advice regarding the seismic risks for the site options. 

We are preparing a response for Shareholding Ministers to 
respond to a letter from the Chairs of the two shareholding 
Councils in CentrePort. 

3. Aide Memoire T2020/1962: Commercial Performance COVID-19 State of Play as at 
24 June 2020 

KiwiRail 
(Ann Webster) 

KiwiRail has provided a background briefing to the Minister 
of Transport with an update on several significant projects. 
In it, KiwiRail notes that New Zealand’s civil construction 
market is dominated by multi-national companies that have 
substantial networks of local sub-contractors. KiwiRail 
anticipates that successful tenderers for rail construction 
projects will use these local sub-contractors. 

4. Aide Memoire T2020/2849: Commercial Performance State of Play as at 24 August 2020

KiwiRail – IREX Ship 
replacement programme 
(Ann Webster) 

The final tender submission phase to find a preferred 
shipyard to build two new ships for the Interislander closed 
on 19 August 2020. Evaluation of the submissions has 
commenced. By the end of September 2020, two to three 
yards will be shortlisted to participate in a final and best 

out of scope



offer stage. The KiwiRail Board will consider this shortlist 
and the evaluation criteria in mid-October 2020, with the 
final offer stage expected to be completed by December 
2020. Detailed contract negotiations will follow with Board 
approval expected to be sought in March 2021. 

5. Aide Memoire T2020/3031: Commercial Performance State of Play as at 9 
September 2020 

KiwiRail - Media interest 
in the Wellington ferry 
terminal  
(Ann Webster) 

KiwiRail’s views on the ferry terminal in Wellington, and a 
letter from Bluebridge expressing disquiet over KiwiRail’s 
proposal to shift to King’s Wharf, have been receiving 
media coverage this week. KiwiRail has issued media 
statements, noting that: 

• Engineering and geological advice is that the
current terminal at Kaiwharawhara is a higher risk,
which would require much greater engineering
works to mitigate safety risks increasing its cost by
tens of millions of dollars. King’s Wharf is more
viable and resilient in the event of an earthquake.

• The study to which the Bluebridge letter referred to
showed a material impact to its current maneuvering
pocket, which could be managed through alternative
maneuvering options, while of the eight simulations
that resulted in an unacceptable risk, six were the
result of introduced emergency conditions, some of
which could occur presently.

• Although the new ships will be larger than the
current, they will have improved power and
maneuverability, and a lower wake, so with the right
controls, maritime operations at King’s Wharf can be
safely managed. No final decisions will be made
until an assessment of the safety and
maneuverability in Wellington harbour is completed,
and agreement reached with other authorities.

• Adjacent terminals for Interislander and BlueBridge
at King’s Wharf would allow for a shared road traffic
management plan and a single entrance and exit to
the port for ferry traffic and would not affect the
walkways that Wellingtonians have to the inner
harbour.

KiwiRail also released a letter from GNS Science, which 
says that seismic resilience needs to be given high 
weighting for the future terminal site and there is an 
opportunity to de-risk the future by moving the terminal 
away from Kaiwharawhara. 

6. Aide Memoire T2021/1013: Commercial Performance State of Play as at 21 April 2021

KiwiRail – upcoming 
Ministerial engagement 
on iReX decisions 
(Daniel Madley) 

We want to inform you of the likely very tight turnaround in 
June 2021 regarding Project iReX. KiwiRail’s shareholding 
Ministers, and the Minister of Transport, have previously 
asked to be consulted on several matters, including before 
any contract is entered into for the construction of two new 
ferries.



In December 2020, KiwiRail signed a Letter of Intent with 
South Korea-based Hyundai Mipo Dockyard. It has 
subsequently been progressing negotiations with a view to 
signing a contract before the end of June 2021 when the 
Letter of Intent expires. KiwiRail advises that not signing the 
contract before the Letter of Intent expires will have 
adverse implications, including potential price increases 
and missing build slots, which would likely delay the 
delivery of the new ferries. 

We understand that KiwiRail’s Board will approve a detailed 
iReX business case on 2 June 2021, after which it will be 
provided to officials and Ministers. Providing a response to 
KiwiRail by the end of June 2021 will require a tight-
turnaround, as officials will look to provide you with advice 
by the middle of June 2021.  

KiwiRail is attempting to scope the project such that it can 
be completed within the current appropriation provided in 
Budget 2020. If further funding is required, Ministers will be 
required to take a paper to Cabinet for approval. Even if 
further funding is not required, you may wish to take a 
noting paper to Cabinet. We have informed KiwiRail to 
prepare for a scenario that Ministerial consultation will not 
be complete by the end of June 2021. 

7. Aide Memoire T2021/1334:Commercial Performance State of Play as at 2 June 2021 

KiwiRail – Update on 
Project iReX 
(Daniel Madley) 

KiwiRail is scheduled to provide a Board-approved Detailed 
Business Case (DBC) for Project iReX to shareholding 
Ministers and the Minister of Transport on 3 June 2021. We 
understand that, at the same time, it will seek approval to 
enter into a major transaction, and request further Crown 
funding to fund the overall programme. Shareholding 
Ministers and the Minister of Transport have taken a paper 
to the Cabinet Economic Development Committee this 
week seeking delegated authority to provide further Crown 
funding, provided Ministers are satisfied with the DBC and 
the overall project. 

Ministers are scheduled to meet with KiwiRail on 9 June 
2021 to discuss Project iReX and the DBC. We will brief 
you in advance of this meeting. 

We have also been working with officials at the Ministry of 
Transport and Infrastructure Commission to consider 
advance material provided by KiwiRail, and to seek further 
information from KiwiRail. Officials will provide Ministers 
with full advice on the DBC and KiwiRail’s requests by 21 
June 2021. 

KiwiRail remains in discussions with Port Marlborough and 
CentrePort on the upgrade of landside infrastructure.
s9(2)(i) and 9(2)(j)



8. Aide Memoire T2021/2041:Commercial Performance State of Play as at 18 August 2021 

KiwiRail – Project iReX 
assurance arrangements 

(Michael Moore) 

KiwiRail is currently engaged in Project iReX (the 
replacement of its ferries and the development of 
associated land side infrastructure). In June 2021, 
KiwiRail’s shareholding Ministers and the Minister of 
Transport agreed, when approving the purchase of two new 
ferries, that strong assurance arrangements with an 
appropriate level of involvement by the Crown should be 
considered for Project iReX, and asked officials to report 
back to Ministers with further advice (T2021/1279 refers). 
As outlined in a briefing to the Minister of Transport on 16 
August 2021 (copied to KiwiRail’s shareholding Ministers), 

 the Ministry of Transport and 
the Treasury each appoint a non-voting representative to 
the Project iReX Project Governance Board, through which 
agencies will receive access to papers and have the 
opportunity to seek assurances more directly. The Treasury 
agrees that this would be helpful. The Treasury is 
considering if further assurance elements are required and, 
as directed by Ministers in June 2021, will report back to 
Ministers with further advice, once this work has been 
completed. 

9. Aide Memoire T2021/2403:Commercial Performance State of Play as at 6 October 2021

KiwiRail – assurance 
arrangements for Project 
iRex 
(Michael Moore) 

As a condition of the approval of the Project iReX major 
transaction in June 2021, Ministers set an expectation of good 
project governance arrangements and an appropriate level of 
involvement by the Crown as a funder (T2021/1279 refers). 
Consequently, KiwiRail offered observer roles for Crown 
officials on the iReX Project Governance Board (PGB). While 
accepting this, our view was that further assurance systems 
may be required. 

The first PGB meeting with officials present was held on 20 
September 2021. This meeting provided comfort in terms of 
the level of supporting information provided, KiwiRail’s 
willingness to enter into the Treasury’s Gateway process, and 
our observations of the nature of oversight of the PGB, which 
includes representatives from the Board, KiwiRail’s executives 
and external subject matter experts. At this stage, there are no 
clearly identified needs for additional assurance. However, we 
will continue our watching brief as PGB observers and advise 
Ministers should there be any further requirement for 
programme assurance. 

KiwiRail – Project iRex: 
Port Marlborough 
commercial negotiations 
(Commercially- sensitive) 

s9(2)(i) and 9(2)(j)

s9(2)(i) and 9(2)(j)

s9(2)(g)(i)



(Michael Moore) 

KiwiRail also expects to provide an update on the Project 
iReX commercials prior to the meeting with shareholding 
Ministers scheduled for 27 October 2021. 

s9(2)(i) and 9(2)(j)




