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1 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

Executive Summary 
In the right location, with the right types of freight - intermodal freight terminals can facilitate 
employment opportunities in provincial areas, lift productivity and provide wider transport benefits. 
Around the world, intermodal transport solutions are increasingly being used to improve freight supply 
chains, lower transport costs and reduce the negative effects of moving freight. The use of inter-modal 
solutions by the private sector is also increasingly being supported by government investment around 
the world. This private and public sector response is driven by several disruptive trends, which include: 

- businesses, and their customers, wanting to reduce their environmental footprints; 

- mitigating the increasing difficulty and cost of road transport from hinterland areas into 
congested urban areas; 

- truck journey delays and queues from congestion within busy ports; 

- ports utilising inland terminals to help manage the limited space available on their wharves; 

- a growing shortage of suitable heavy truck drivers; and 

- opportunities to find supply chain efficiencies by better aligning in-bound/out-bound freight 
flows and marshalling freight volumes to make use of larger international ships. 

Intermodal terminals can respond to these disruptions by providing efficient and effective transfers of 
freight between different modes – notably between road, rail and ports (to coastal and international 
shipping). Intermodal terminals include a range of facilities from inland container ports, log hubs, rail-
enabled industrial parks, storage and distribution centres, and container transfer (CT) sites. They can 
serve differing freight supply chains and economic catchment areas. Being largely a private concern, 
terminals can also compete directly with each other for the movement of similar commodities within 
similar geographical areas. To better understand these relationships, this paper has developed an 
initial hub classification system – identifying national, regional and sub-regional hubs by freight type. 

Interislander road bridging facility, Wellington: AECOM 2016 

In New Zealand’s regions there may be opportunities to develop intermodal terminals that benefit 
provincial economies and provide wider public value benefits. These terminals may not, however, 
have sufficient commercial viability either for their initial construction or ongoing operation. The case 
for each intermodal terminal will therefore be different and must be considered on its own merits and 
the needs of the region. This paper has been developed to provide guidance and a framework for 
Provincial Growth Fund (PGF) investments in intermodal terminals. To make the best use of the PGF 
investment in regional intermodal terminals, it is worth considering in the framework: 

- the Government’s policy approach towards intermodal terminals, including its objectives for 
the use of rail, ports and freight movements generally; 

25 June 2020 - Final Working Paper v1.0 
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2 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

- the freight and logistics context, notably significant changes underway in the way freight is 
moved, disruptive trends driving these changes and the impact this has on regional 
economies; 

- the way in which intermodal terminals can add private value, from efficiency and productivity 
gains across the supply chain; and 

- the public benefits that can be generated from developing intermodal terminals, notably the 
facilitation of new provincial employment and productivity improvements, along with regional 
and national transport benefits such as: 

o reduced CO2 emissions; 

o crash risk reduction; 

o decongestion benefits on regional and urban roads and highways; 

o reductions in road maintenance costs; 

o improved port (market) access; and 

o regional resilience, option value and amenity improvements. 

Intermodal terminals can create regional employment directly through their construction and operation. 
They can also facilitate new industrial activity and development through providing more efficient freight 
access in locations close to markets or raw materials. As ‘enabling infrastructure’, new intermodal 
terminals can the private sector with the confidence they need to invest their money into an area. But 
determining potential employment growth will often be conditional, estimated from assumed variables 
and information (sometimes partial and optimistic) received from private sector parties. But where 
terminals are feasible, the supply chain benefits generated may facilitate improved regional economic 
performance. 

Intermodal terminals, and the greater use of rail and better connectivity to ports, can also reduce 
negative externalities from the movement of freight and improve productivity. Most of these public 
benefits can be quantified, with the benefits enjoyed at a local or regional level. This paper suggests 
that an estimation of these quantifiable benefits is included as secondary benefits, to PGF investment 
objectives. 

The framework has been developed to undertake an assessment of these impacts, compared against 
PGF investment objectives and broader land transport policy. Drawing on New Zealand and 
international experience, the framework provides two steps: 

➢ Questions to consider against PGF Assessment criteria; 

➢ Comparative Assessment Matrix (using the information generated from the above). 

This assessment framework allows investment in terminal proposals to be compared against each 
other, and to document in a standardised way the reasons for the investment. 

As a working paper, it is envisaged that the material presented here will facilitate further thinking and 
refinement on how to maximise PGF investments, and potentially funds from other public sources 
where terminals are co-funded. This approach will allow better alignment with New Zealand’s land 
transport policy objectives as they are further developed and refined. 

DISCLAIMER: This report was prepared before the full economic impacts of the COVID-19 global 
pandemic were known or could be assessed. Based on what is known, the production and 
importation of goods will likely recover over the short to medium term. As such, what is known about 
the benefits of intermodal freight terminals may be largely unaffected as freight volumes return to 
pre-COVID-19 volumes in the short to medium term. 
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3 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

1.0 Introduction 

1.1 Purpose of this work 

This report was commissioned by the Provincial Development Unit (PDU) to develop an assessment 
framework, with investment guidance, for intermodal freight terminals in regional New Zealand. This 
includes providing a better understanding of the different types of intermodal freight terminals that 
enable the efficient transfer of freight between road, rail and ports (to access coastal and international 
shipping). This paper examines how freight terminals might add value to regional economies, how this 
might be assessed and the factors that might make the greater use of intermodal freight terminals 
more attractive to those that own and move freight. 

This paper provides an initial outline of the rationale for investing in intermodal terminals, the main 
disruptive factors driving intermodal solutions for freight, an initial hierarchy for intermodal terminals in 
operation, and a framework developed to assess the specific attributes of intermodal terminals against 
the objectives of the Provincial Growth Fund (PGF). Also provided is a high-level assessment of 
(based on available information) of potential regional intermodal terminal opportunities that might 
warrant further investigation. This report is a working paper with further refinement of the framework 
possible as rail and freight policy is further developed, and investments in terminals are considered. 

1.2 Background 

Over the last decade intermodal terminals are being increasingly used by industry, internationally and 
within New Zealand, as an opportunity to better optimise the use of different modes and manage the 
growing and evolving freight task. This is particularly true for opportunities to use rail, for which 
intermodal terminals are essential to allow efficient transfers of freight to/from the network. Intermodal 
terminals, using rail, can also improve connectivity to/from our major import/export ports. This 
improved connectivity with ports can facilitate better connectivity with domestic and international 
shipping services. With growing congestion within road networks leading to our main ports, often 
located at the centre of urban areas, industry and jurisdictions overseas have been encouraged to 
examine how intermodal terminals and rail can improve port access, efficiency and productivity. 

Along with inland ports, the types of intermodal freight terminals in New Zealand are varied and 
include log transfer yards; rail-enabled distribution and storage terminals; container transfer (CT) sites; 
and industrial parks with intermodal transfer facilities. What these terminals have in common is that 
they facilitate connectivity for freight to be moved efficiently and effectively to/from the road, rail and 
maritime networks. 

There has been little public sector investment in intermodal terminals in New Zealand over the last 
forty years. Without this experience, it is useful to examine how PGF investment in intermodal 
terminals can progress the Government’s objective of revitalising New Zealand’s heartland regions 
through growing employment and economic opportunities. 

Whangārei CT Terminal: AECOM 2018 
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4 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

2.0 Provincial Growth Fund (PGF): investment objectives 

2.1 Lifting regional economic performance, employment and other 
beneficial outcomes 

The PGF was established by the Labour-NZ First Coalition Government to invest in activities and 
projects that contribute to the growth of economic activity and employment in regional New Zealand. 
Specifically, the PGF invests in projects that: 

- contribute to the objectives of: 

o creating jobs, leading to sustainable economic growth; 

o increasing social inclusion and participation; 

o enabling iwi Māori to realise aspirations in all aspects of the economy; 

o encouraging environmental sustainability and helping New Zealand meet climate 
change commitments alongside productive use of land, water and other resources; 

o improving resilience, particularly of critical 
infrastructure, and by diversifying our economy; and 

o lift the productivity of a region or regions; 

- create additional value and avoid duplicating existing efforts 

- have a link to the regional priorities and be supported by stakeholders, and 

- be well-managed, well-governed and have appropriate trade-offs between risk and reward. 

2.2 Focus of the Provincial Development Unit (PDU) 
To achieve the government’s regional economic and employment growth objectives, the PDU is 
tasked with assessing a wide range of investment proposals that include, but are not limited to: road; 
rail; freight terminal and maritime transport projects. Within the proposed transport activities, 
intermodal terminals are just one type of project being considered. As a transport investment, these 
terminals have specific attributes when compared to road, rail or port infrastructure. 

To determine how and why these terminals might generate value against the objectives of the PGF, 
there is value in developing a documented framework to support the PDU to better understand: 

➢ the relationship between different intermodal terminal proposals; 

➢ how they relate to the wider road, rail and maritime networks; and 

➢ how they interact with regional and national supply chains. 

The benefits of setting out a framework is to allow better and more consistent decision-making on how 
and why intermodal terminals might contribute to growing regional economies (as prioritised below). 

Table 1. Regions by investment priority 

High (Surge) Medium Excluded 
Tai Tokerau / Northland Waikato Auckland 
Bay of Plenty Taranaki Wellington 
Tairāwhiti / East Coast Wairarapa Christchurch 
Hawke’s Bay Nelson-Tasman 
Manawatū-Whanganui Marlborough 
West Coast Canterbury 

Otago 
Southland 

25 June 2020 - Final Working Paper v1.0 
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5 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

2.3 The Government’s land transport objectives 

While PGF investment has the primary aim of generating increased economic 
and employment activities in the regions, it is worth examining the wider policy 
context on intermodal freight investment, specifically as it relates to rail. The 
Government Policy Statement on Land Transport 2018/19-2027/28 (GPS 2018) 
sets out key policy objectives (relevant to intermodal terminals) of: 

• improving transport access (particularly for regional New Zealand) 

• improved mode choice (with a current focus on passenger travel) 

• reducing the negative effects of land transport, notably – 

o reducing carbon dioxide (CO2) emissions; and 

o improving road safety. 

In achieving the above, the GPS 2018 identifies that “supporting the movement of freight through other 
modes of transport, such as rail and coastal shipping” will have a role.1 The specifics of this, including 
the potential for encouraging mode shift from road to rail, and/or to coastal shipping was to be 
addressed by a second stage GPS – now included in the draft GPS to be released next year. 

Broadly the government wants decision-makers across transport to take a “mode-neutral” approach 
that considers all modes equally. The Government envisages introducing policies that facilitate mode 
shift at some time in the future, with the GPS commenting that: 

“However, moving goods by road may not be the best option. We need 
to consider providing a higher level of access to markets via rail or 
coastal shipping”.2 

The GPS 2018 also sets out the Government’s intention of seeing more 
investment from the National Land Transport Fund (NLTF) directed towards 
activities that are a high regional priority.3 This includes land transport 
activities that benefit freight and tourism movements, and ultimately deliver on 
the broader national objectives of the Land Transport Management Act 2003. 
The GPS 2018 also encourages decision-makers to make the best use of the 
existing network (road, rail, and sea) and services – and to provide new 
infrastructure or services where necessary to support planned growth.4 

2.3.1 Draft GPS 2021 

The Government’s draft GPS for 2021/22-2030/31, recently out for consultation but not yet policy, 
proposes a focus on mode-shift objectives for government transport investment. The draft GPS (2021) 
sets the goal of improving road safety reducing travel by road and moving freight volume onto rail.5 

The draft GPS also has the objective of improving freight connections between regions and ports. 
These connections are recognised as vital to the economy, particularly to regions that generate 
primary production. Freight intermodal terminals are not mentioned, however, with the focus being on 
the delivery of improved freight corridors and increasing resilience.6 The draft GPS 2021 also identifies 
coastal shipping as a potential opportunity to deliver on its mode shift objective, through investment in 
unspecified infrastructure and research. The key success indicator will be the percentage of mode 
share across road, rail and coastal shipping (with the latter two increasing).7 

1 NZ Government, Government Policy Statement on Land Transport 2018-2021 (GPS 2018), p.11 
2 GPS 2018, p.16 
3 Government Policy Statement on Land Transport, 2018 p.16 
4 Noting that decisions around road, rail and sea are made separately by a number of public and private parties. 
5 Draft Government Policy Statement on Land Transport, 2021/22-2031 (Draft GPS 20121), p.6 
6 Draft GPS 2021, pp.13, 21 
7 Draft GPS 2021, p.21 
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9 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

3.0 International comparisons in investment approach for 
intermodal terminals 

3.1 Australia 

A review of other jurisdictions was undertaken to compare with lessons learnt from New Zealand 
investment in intermodal freight transport. In other comparable jurisdictions public investment in 
intermodal rail terminals is usually an extension of a broader investment approach towards freight 
and/or the rail network. Australia is useful to compare to New Zealand. Though Australia’s larger land 
mass and considerably larger freight volumes makes rail a more compelling mode choice in some 
locations – notably for mining. It is worth examining some selected examples of intermodal investment 
from Australia to inform our work in New Zealand. 

The Commonwealth Government and individual States are investing in intermodal terminals to pursue 
wider freight and/or rail objectives. This is often done with complementary investment in other related 
infrastructure, either at ports or on the rail network. In accordance with the Australian constitution, 
States have responsibility for transport matters, including ports and rail. However, over the last three 
decades the Commonwealth Government has become more involved in transport and particularly 
freight matters. This began initially with investment in inter-state transport infrastructure and is now a 
coordinating and co-funding role, notably through Infrastructure Australia. 

3.1.1 Australian Government 
The Commonwealth Government is increasingly concerned at reductions in freight efficiency and 
productivity from congestion on national and main highways. This is more for port access in urban 
areas with Australia’s major cities acting as bottlenecks for containerised trade.23 To enable better co-
ordination of effort and investment across Australia, the Commonwealth developed with the States and 
Territories the 2019 National Freight and Supply Chain Strategy.24 The strategy sees rail as an 
opportunity to move a larger portion of the freight task, shifting it from road in congested areas. Rail’s 
freight-moving potential is greatest for improved access to/from the main ports and between States.25 

In most cases the Australia Government has been co-funding state and territory initiatives, but two 
projects led from Canberra are worth noting. 

The Commonwealth has led the development of the Moorebank Intermodal Terminal on the south 
western edge of Sydney, linked by rail to New South Wales’ main container port at Botany Bay. 
Moorebank is wholly owned by the Australian Government, with the terminal and surrounding freight 
precinct designed to attract IMEX containers from road to rail. This mode shift will help manage port 
access and reduce congestion as Port Botany volumes grow from around 2.5 million containers 
(twenty-foot equivalent units, or TEU) currently to around seven million by 2030.26 

As many of the containers road transported to/from Port Botany are going to/from the south west of 
Sydney, the terminal is intended to capture onto rail around one million IMEX containers (TEU) 
annually. A further 500,000 containers (TEU) from inter-state freight moves can also be 
accommodated at the terminal. This will remove an estimated 3,300 truck movements on Sydney 
roads each day, reducing movement costs and CO2 emissions by 19,800 tonnes each year. The 
terminal will provide an estimated 1,650 full time jobs during construction and 17,000 once it and 
surrounding warehousing is open. The Commonwealth estimates that Moorebank will provide $10 
billion in economic benefits through improved freight productivity, lower business costs, reduced road 
congestion and better environmental outcomes. 

23 Infrastructure Australia, Australian Infrastructure Audit, 2019, p.327 
24 Transport and Infrastructure Council, National Freight and Supply Chain Strategy, 2019 
25 Department of Infrastructure, Regional Development and Cities, Inquiry into National Freight and Supply Chain Priorities, 
2018, p.37
26 Standing Council on Transport and Infrastructure, National Land Freight Strategy, A place for freight, 2012, p.20 
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10 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

It should be noted that there has been local opposition to the terminal. 
Liverpool Council and other critics in the local community and industry 
have opposed the development over concerns about how its operation 
will impact on traffic in the area and on the M5 South-Western 
Motorway and on local amenity.27 Despite these concerns, 
construction began in 2019. 

The investment in the Moorebank terminal was also complemented 
with investment across the New South Wales rail network, including 
the development of dedicated freight lines within Sydney. As with most 
busy cities, rail network capacity is increasingly taken up with public 
transport services with scheduling for freight services a secondary 
consideration. 

As part of the Interface Improvement Programme the Australian Government is making a $10 billion 
investment in constructing a new Inland Rail line.28 The new 1700-kilometre rail connection will bypass 
the congested rail networks along the eastern seaboard, connecting Melbourne with Brisbane. With 
work underway the line will be delivered in 10 years and provide an alternative to road, and a more 
efficient rail service for IMEX freight moving from Victoria (and the Port of Melbourne – Australia’s 
largest container port) north up to Queensland and Brisbane. 

Inland Rail will also provide high capacity rail freight access into Australia’s four richest farming 
regions in Victoria, New South Wales and Queensland. These inland areas are in decline and have 
previously relied on road and lower capacity rail access. This new improved access allows for the 
potential to develop intermodal terminals at key locations across the Inland Rail line, boosting the 
economic fortunes of some of the towns on the corridor. The Commonwealth has provided $44 million 
in 2019 through the Interface Improvement Programme for proposals for branch lines and intermodal 
terminals along the Inland rail line in regional Australia.29 The goal of the investment is to stimulate 
economic activity in inland, rural regions as well as increase the utilisation of the Inland Rail line. 

3.1.2 New South Wales 

The New South Wales (NSW) Government has been investing in intermodal terminals to increase the 
utilisation of rail to move freight. This mode shift from road is designed to improve access into rural 
parts of the State, manage congestion in/from ports and reduce the negative effects of moving freight 
by road.30 A key focus of their plan is to increase the use of rail to and from the state’s main container 
port at Port Botany Bay. This strategy has included developing a network of intermodal terminals 
within urban Sydney, including Moorebank and others owned and operated by NSW Ports.31 The NSW 
Government is also investing in terminals across inland areas of the State. 

One example of the later investment is the upgrade of the West Tamworth to Barraba Rail Line with 
the aim of then developing the Tamworth Regional Freight Terminal (in Northeast NSW). The terminal 
is envisaged to improve access for containerised freight to/from Port Botany, particularly as road 
transport into Sydney becomes more time-consuming due to congestion. The terminal is being 
developed as a multi-user facility, to allow different companies with smaller volumes of freight to make 
use of it, thus achieving the scale needed to generate benefits and commercial viability. Along with 
providing better port access for the area’s agricultural goods, the terminal and associated line 
improvements are expected to reduce truck movements to/from Newcastle and Sydney. The terminal 
is also expected to create 5000 jobs in the area by potentially attracting businesses to Tamworth.32 

Similarly, the Riverina Intermodal Freight and Logistics (RiFL) Terminal at Wagga Wagga was 
supported by the Federal and State Government and the Wagga Wagga City Council. The $35 million 
investment in the terminal is aimed at five objectives: 

- manage the growing freight task - including longer trains (up to 1,800 meters); 

27 The approval of the Moorebank Intermodal has its critics coming out swinging, The Daily Telegraph, 14 June 2016 
28 ARTC, The Case for Inland Rail, Summary of the 2015 Business Case 
29 https://www.inlandrail.gov.au/regional-development/interface-improvement-program
30 Transport for New South Wales, Freight and Port Plan 2018-2023, p.35 
31 NSW Ports, Port Development Plan 2019-2023, 2019, pp.12-13 
32 Northern Daily Leader, 24 November 2017. It is not clear how this level of employment generation was calculated. 
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11 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

- stimulate regional economic development; 

- improving liveability through reduced truck movements within the city; 

- reduce CO2 emissions; and 

- improve urban form and amenity value by encouraging freight handling on the edge of town at 
a zoned business park. 

The Riverina terminal project was dependent on enabling road and rail projects to provide efficient 
connectivity, including rail upgrades and access for high productivity freight vehicles (longer and/or 
heavier combinations). During the conceptual development concerns were raised about the potential 
risk of publicly funded inland freight terminals in New South Wales competing against each other. As a 
result, in 2016 the NSW Government established the Regional Intermodal Taskforce tasked with 
independently assessing the fitness for purpose, financial viability and sustainability of existing and 
proposed intermodal terminals.33 

A growing concern for the Australian and NSW Governments is the need to protect rail freight 
corridors, freight terminals and locations for potential future intermodal terminals from urban 
encroachment.34 This challenge is being driven by Australia’s high levels of freight volume growth and 
population increase, particularly in and around nationally significant freight precincts. As such a key 
industry concern, among a number, for the future is government planning and investments considers: 

[the] “preservation of transport corridors and protection of access corridors (including shipping 
channels) and freight precincts from encroachment which reduces efficiency and capacity of key 
national port, airport and intermodal terminal assets”.35 

3.1.3 Victoria 

The State of Victoria is also working to manage its freight and population growth within Melbourne, 
Australia’s fastest growing city. Victoria’s freight plan identifies the growing challenge of moving 
containers to/from the Port of Melbourne, Australia’s largest container port – with volume moved to 
and from the rest of Australia. Along with supporting the construction of Inland Rail, the plan proposes 
developing the Western Interstate Freight Terminal at Truganina in Melbourne’s west and the 
Beveridge Terminal about 35 kilometres to the north of the city.36 This would replace the current model 
where containers bound for redistribution within Melbourne are railed to terminals at Dynon (next to 
the port) and are then trucked to outer industrial suburbs. The current site at Dynon is space 
constrained, reduces amenity value in inner Melbourne from the significant road traffic it generates 
and is not able to handle larger trucks or trains. 

Importantly, Port of Melbourne notes that the better utilisation of rail is vital for the future efficient 
operation of the port and for the Victorian economy. However, it also notes that despite this need, to 
make full use of rail for the port requires: 

“the involvement of many parties and has significant interfaces with the passenger rail network. 
To move containers from the Port to metropolitan Melbourne destinations it is currently quicker 
and cheaper to use road transport.”37 

To address this challenge, Victoria’s investment in intermodal terminals is part of a wider programme 
to increase the use of rail, including developing Inland Rail to Queensland, separating passenger rail 
and freight lines, infrastructure upgrades to enable high productivity freight vehicles and to subsidise 
the shift of freight from road to rail through the Mode Shift Incentive Scheme (MSIS). The MSIS has 
been extended into 2021, with $4 million used to take 28,000 truck movements off Victoria’s roads, 
specifically to subsidise the additional handling costs of moving containers to/from rail.38 These actions 
are designed to complement the development of intermodal terminals, recognising that on their own 
individual interventions are unlikely to enable mode shift. 

33 The final report of the Regional Intermodal Taskforce was not publicly released. However, it is still used by Ministers when 
considering terminal proposals in NSW. 
34 Freight and Port Plan 2018-2023, pp.61, 63 
35 Inquiry into National Freight and Supply Chain Priorities, 2018, p.49 
36 Victoria Government, Delivering the Goods: Victoria Freight Plan, 2018, p.27 
37 Port of Melbourne, Our Plan for Rail, 2019, p.13 
38 Port of Melbourne, Our Plan for Rail, 2019, p.9 
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12 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

3.1.4 Tasmania 

In some ways, the State of Tasmania is the most comparable to New Zealand on rail matters in terms 
of size (being a short-haul operation, narrow gauge), geography and freight task. Due to the State’s 
isolation from the rest of Australia and international shipping services, the federal government has long 
subsidised freight movements across Bass Strait. This funding support has more recently evolved to 
support an overall improvement in the State’s freight supply chain and economic development. As part 
of this renewal the Tasmanian Government repurchased the state rail operator (now TasRail), and 
moved to re-orient Tasmania’s freight task around the rail network.39 This includes the large volume of 
freight that moves North-South between the three main ports in the North (Burnie, Devonport, Bell 
Bay), with the largest population centre in Hobart in the south of the State. 

Investment in the rail network has focused on improving travel time and service reliability on the 
Burnie-Hobart freight corridor (Northwest-Southeast), to encourage mode shift from road to rail. The 
State Government has focused its efforts the freight identified as contestable between road and rail, 
and worked to shift a portion of that.40 Tasmania also focuses on where the greater use of rail can 
generate the most public benefits, namely for reducing: 

- road crash risk exposure 

- road maintenance costs 

- CO2 emissions.41 

Complementary to that has been the redevelopment of TasRail’s intermodal terminals at the three 
ports in the north of the State, with the Burnie Port Optimisation project completed in 2015. The project 
improved the operation of rail in Burnie and Devonport, allowing for rail volume growth and reducing 
the impacts of rail freight movements on the local community. 

Toll Terminal, Brighton Transport Hub – AECOM 2016 

In southern Tasmania the focus has been on developing a new intermodal freight hub for Hobart, 
located at Brighton to the north of the city. The new hub location was chosen due to its good rail and 
highway connections, allowing access for high productivity freight vehicles (HPFVs) and longer trains. 
Moving the hub to Brighton also improved amenity value within Hobart by reducing truck movements 
by 250,000 a year. The relocation of the hub also removed the need for trains to come into the city, 
which was problematic as that section of the rail line had low speeds and 21 level crossings.42 

Additionally, the old hub in the central city at Macquarie Point was inefficient (shunting alone added 
four hours to the transit time of freight trains to the north), which made rail uncompetitive against the 
road alternative. The old terminal was also in an obsolete location, with the port at Hobart no longer 
receiving freight. The area around it was developing, meaning there was no space to expand or 

39 Infrastructure Tasmania, Tasmanian Integrated Freight Strategy, 2016, p.5 
40 TasRail, TasRail - Delivering Value for Tasmania, 2015, p.2 
41 For the estimated value of those negative effects, see TasRail – Delivering Value for Tasmania - Data Summary Report, 2015 
42 Brighton Transport Hub Project, Parliamentary Standing Committee on Public Works, Parliament of Tasmania, 2008, 7 
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15 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

4.0 Freight supply chain context for intermodal terminal 
investment 

4.1 Economic importance of New Zealand’s growing freight task 

This section provides guidance on intermodal transport in New Zealand, primarily rail freight and key 
points that underscore an assessment framework. Moving freight safely, effectively and efficiently is 
vital for an exporting country like New Zealand. Each year around 280 million tonnes of freight is 
moved within the country across all the modes (road, rail, coastal and air). When the distance these 
volumes are moved is included, this equates to around 30.6 billion tonne-kilometres in freight 
movements annually.55 Of this around 37 million tonnes of exports are moved each year (estimated at 
around $50 billion in value) and imports around 22 million tonnes (also valued at around $50 billion).56 

These freight movement, including to/from the regions, is a critical function of the transport system. 

4.1.1 The growing freight task 

The Ministry of Transport forecasts the freight task growing by more than 55% by 2042 (from 237 
million tonnes in 2012/13 to 366 million tonnes by 2042/43). In terms of movements (using tonnes-
kilometres - the total volume of freight multiplied by the distance it is moved), this would see the freight 
task grow from 26.3 billion tonnes-kilometres (in 2012) to 39.27 billion tonne-kilometres by 2042.57 

The freight moved by road nationally is forecast to increase from 18.41 billion tonnes-kilometres 
movements (in 2012) to 27.79 billion tonnes-kilometres each year by 2042.58 This significant increase 
in demand for road freight will require additional trucks, drivers and significant productivity gains 
(assuming no new game-changing technology is in place by this time). This increase in road freight, 
along with growth in demand from other road users, will place greater pressure on regional highway 
networks and key urban networks that are the origin/destination for regional freight. 

4.1.2 Importance of the upper North Island in the national supply chain 

Around 56% of all freight in New Zealand is currently moved within the upper North Island – Northland, 
Auckland, Waikato and the Bay of Plenty. Freight growth to/from and within the upper North Island will 
be disproportionately higher with forecast increases in Auckland of around 78% (50 million to 88 
million tonnes per year by 2042), Waikato 54% (32 million to 49 million tonnes), the Bay of Plenty 41% 
(25 million to 35 million tonnes) and Northland 50% (13 million to around 20 million tonnes).59 

55 National Freight Demand Study, 2017/18 
56 Statistics NZ/customs data 
57 National Freight Demand Study, 2014 
58 National Freight Demand Study, 2014, pp.7, 277 
59 National Freight Demand Study, 2014 
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18 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

4.3 Rail’s geographical coverage 

As a fixed network, rail is only able to cater for 
goods that can be practically and efficiently 
transferred on and off the rail network. This 
transfer can only be effective at fit-for-purpose 
intermodal terminals. With some exceptions, 
such as Nelson, the rail network was 
constructed to connect the main centres, ports 
and some hinterland areas. A few regions such 
as Gisborne, Taranaki and Northland have lost 
rail connections, or have reduced connectivity 
as a result of storm damage, managed decline 
of network infrastructure and the move to close 
commercially unviable minor lines as part of 
KiwiRail’s Turnaround Plan approved under the 
previous Government.62 

In the distant past, new industrial developments 
and processing sites would be planned around 
the rail network to allow freight access to it. 
This proximity enabled efficient access for 
freight to and from the rail network, namely 
through avoiding the significant cost of double 
handling from road to rail and back again. 
Even today the rail network has many of these 
factories and industrial areas that are adjacent 
to the rail network and which have redundant 
rail connections. The freight once moved by rail 
has moved predominantly to road transport due 
to its flexibility in allowing multiple origins and 
destinations, lower cost and greater 
responsiveness. 

4.4 Role of intermodal freight terminals 

Intermodal terminals are critical infrastructure to allow the transfer of freight on and off the rail network. 
Terminals range from transhipment facilities like container transfer (CT) sites and log hubs; to inland 
ports, cross-docking facilities (moving smaller parcels of freight between trucks and trains) and 
industrial parks or freight precincts where several businesses are co-located with rail access. To 
efficiently access the rail network today, cargo owners and freight operators will need either: 

- direct access to the rail network through a private rail siding; or 

- access by way of a terminal where multiple businesses can use a third party to transfer their 
freight to/from the rail network. 

Intermodal terminals, using rail, can be an effective way of providing access to ports for freight 
producers, receivers and operators in inland areas or on the edges of urban areas. Terminals can 
enable existing businesses to find efficiencies in their wider supply chain, depending on the type of 
freight and the origin and destination of the moves. New businesses can also be attracted to the area 
around intermodal freight terminals, where a local market or supply of raw materials for production 
exists. Intermodal terminals are most effective when its road and rail connections provide effective 
access to key origins/destinations – such as an export port. Where the cost of moving freight is 
reduced, terminals can help create and/or retain regional employment. In some cases, the retention of 
employment from new infrastructure can be a significant benefit for struggling regional economies. The 
objective of retaining employment through improved transport connections and reduced freight costs, 

62 See KiwiRail Group Turnaround Plan, Cabinet Paper, 14 April 2010 

25 June 2020 - Final Working Paper v1.0 
Prepared for – Provincial Development Unit - Not Government Policy 

https://Government.62


       

    
    

 
     
  

   
  

   
    

     

 
    

 
  

    
      

    

  
 

 
 

 
  

    

  
      

    
   

 

     
     

        
      

 

     

 
             
                

19 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

for example, was a factor in Land Transport NZ’s (now the 
NZTA) investment in the Tīwai Bridge renewal in Southland 
during 2009.63 

The development of intermodal terminals can also be 
integrated into district and regional plans, with businesses 
encouraged to develop adjacent to, or close by the terminal. 
This proximity can significantly reduce the transfer costs 
(“drayage”) of moving freight on and off the rail network, 
increasing the terminal’s value proposition. 

For those businesses that do not have direct access to the rail 
network, the use of terminals is essential for them to efficiently 
access rail services. These terminals require efficient first 
and/or last mile connections by road transport (either by public 
or private road). Efficient road transport connections can manage the total cost of the freight trip 
(including the transfer between road to rail) so it is as cost effective as the alternative of simply using 
road transport for the entire journey. 

The operation of intermodal terminals also requires long-term operational confidence in the rail 
network. This includes its ability to respond to growth in demand from increased services and/or longer 
trains. The development of intermodal terminals may require additional investment elsewhere in the 
rail network to cater for additional freight movements. Most importantly, a key success factor for 
intermodal terminals is that the connecting rail journeys is reliable and provides businesses with 
confidence in delivery.64 The considerations above are included in the assessment framework, to allow 
for these factors to be identified and quantified for each terminal proposal. 

4.5 Different types of intermodal terminals 

As the function of rail has evolved, the role of inter-modal terminals has changed and become more 
important to enable rail access for businesses. Many intermodal terminals now provide storage, 
marshalling, consolidation and deconsolidation functions. The use of rail is often complementary to 
these functions. 

While rail is only suitable for sections of most logistics chains, using rail can provide significant value if 
its use is part of a wider logistics strategy such as marshalling and consolidating volume across large 
distances to reduce costs on international shipping. As each commodity and supply chain is different, 
so the use of intermodal terminals will differ across geographical areas and supply chains. 

MetroPort, Auckland. Photo: KiwiRail 2019. 

63 See Repair bill for Tīwai bridge expected to be about $11.5m, Southland Times, 31 January 2009 
64 See for example Department of Infrastructure and Regional Development, “Future of Intermodal terminals”, May 2017, p.83ff 
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21 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

4.5.2 Categorising rail-enabled intermodal terminals 

One approach to better understand the value of intermodal terminals in supporting freight movements, 
is to categorise them by form and function. Intermodal terminals could be broadly categorised by the 
type of supply chain they serve, their geographical catchment areas and the scale of the freight they 
move – by volume and/or value.65 It should be noted that such classification is no comment on their 
economic value or commercial effectiveness, but rather their transport function (broadly) within the 
national supply chain. Intermodal freight terminals in New Zealand could therefore include: 

• National strategic - IMEX/domestic - handling high volumes and/or values of imported and 
export goods from across multiple regions and/or ports. 

• Regional strategic – IMEX/domestic - catering for medium volumes and/or values of freight 
moved across several regions, to/from a single regional port or to/from a national terminal. 

• Regional strategic – bulk - catering for high volumes of bulk commodities, such as coal, 
moving them across regions and/or to a single port. 

• Sub-regional – IMEX/domestic - catering for lower volumes/values of freight moved within 
or to a neighbouring region, often to a single regional port or to/from a national terminal. 

• Sub-regional – bulk - catering for lower volumes and/or values of freight moved to/from a 
single region, a port or to/from a national terminal or processing location. 

An indicative classification of a selection of existing, or proposed, intermodal terminals is provided in 
Table 3. below. 

KiwiRail Freight – CT Sites 

Whangārei 

Auckland 

Hamilton 

Tauranga 

New Plymouth 

Napier 

Whanganui 

Palmerston North 

Masterton 

Wellington 

Blenheim 

Ashburton (set to close) 

Timaru 

Oamaru 

Dunedin 

Invercargill 

65 A 2006 report for the Department of Transport and Regional Services (Australian Government) classified any rail terminal 
handling more than 10,000 containers (or equivalent) as “intermodal terminals of national significance”. National Intermodal 
Terminal Study, 2006, p.1 
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Intermodal Freight Terminal Types (indicative illustration only - not to scale). 

National 
Strategic 

- IMEX 

National 
Strategic 

-
Domestic 

Regional
Strategic 

-
Domestic 

Regional
Strategic 

- IMEX 

Regional
Strategic 

- Bulk 

Regional
Strategic 

- IMEX 

Sub-
Regional 

-
Domestic 

Sub-
Regional

Bulk 

Sub-
Regional 

- IMEX 
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4.6.6 Potential value proposition of intermodal terminals – truck driver availability 

Another disruptive factor is the declining availability of heavy commercial vehicle (HCV) drivers. The 
shortage is greatest for Class 5 licence holders, who can operate combination heavy vehicles (such as 
B-Trains, Truck & Trailers). These combination vehicles compete more directly with rail, where the 
freight task is contestable between the modes. The workforce for this industry is aging and the industry 
is also struggling to recruit, train and retain enough new drivers to replace those that are retiring from 
the industry. The average age of New Zealand’s Class 5 license holders is around 57 years and 
getting older each year, due to the small number of younger recruits joining the industry. The average 
age in provincial New Zealand is even older. 

Table 6. Change in heavy truck driver availability (Class 5, ages 20-69) by region of residence 2012-2017, 
compared against regional freight volume.73 

Region Reduction in 
heavy truck 

drivers 

Percentage of 
2012 total 

Estimated change in regional 
freight volumes (million tonnes, 

2012-2017/18) 
Northland -97 2% -1.8% 
Auckland -940 5% +55% 
Waikato -993 6.5% +12.2% 
Bay of Plenty -586 6.2% +1.6% 
Gisborne -11 0.6% +31.6% 
Hawke’s Bay -480 9% +8.8% 
Taranaki -334 8.5% +2.6% 
Manawatū-Whanganui -443 5.8% 27.4% 
Wellington -552 8.8% +33.3% 
Tasman-Nelson +5 0.2% 

0%Marlborough -110 5.7% 
West Coast -203 12% +43.6% 
Canterbury -671 4% +23.2 
Otago -96 1.6% -1% 
Southland -214 4.2% +3.4% 

Due to this shortage, and the increasing number of truck drivers now in their 60s and 70s (with many 
of this age still working), several larger freight and cargo-owning companies are seeing how rail could 
mitigate the driver shortage for some parts of their supply chain. This driver shortage is starting to 
affect the economics of road transport and as more drivers leave the industry, the problem will only get 
worse. To illustrate, since 2012 New Zealand has ‘lost’ around 6,000 Class 5 drivers, despite the 
growing freight task (see Table 6 above). Some fleet owners have had, by their account, to park trucks 
up (effectively not using them and turning business away), as a result of the driver shortage.74 

Intermodal hubs and the greater use of rail can in some places help mitigate the driver shortage, 
including freeing up truck drivers to undertake non-contestable freight moves. 

5.0 Rationale for PGF investment in intermodal terminals 

5.1 Intermodal terminals as enabling infrastructure for regional 
development 

The primary objective of the PGF is to invest in infrastructure and other activities that facilitate regional 
economic growth and employment opportunities. The framework reflects the importance of this goal in 
the assessment process, noting that it is through more efficient supply chains that usually provides the 
greatest localised economic benefit.75 Where the conditions are right, intermodal terminals can support 
regional development and employment growth as enabling infrastructure that stimulates new 

73 Interpreted from NZTA Driver Licence data, NFDS 2014, 2017/18 
74 See: NewsHub, Truck Company owners says Kiwis won’t work, 19 April 2017; Difficult and dangerous – why truck drivers are 
quitting, Radio New Zealand, 25 November 2018 
75 Professor Ian Gray & Associate Professor Philip Laird, “Rail freight for regional development”, Paper presented at the SEGRA 
Conference, Bathurst NSW, 21st October 2015 
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businesses and employment. Improvements in access to raw materials and markets and reductions in 
transport costs, will support industries in regional areas to continue operating, reinvest in their 
businesses and/or attract new industries into a region. Located in the right location, in an economically 
viable freight catchment area terminals can provide efficient and effective access to local and 
international markets for certain types of freight. 

These terminals can be built to respond to current freight volumes, or to enable and attract the 
establishment of new businesses and production in regional areas. As ‘lead infrastructure’, intermodal 
terminals and associated transport infrastructure, can be provided ahead of demand in areas of high 
production potential. These areas have effective access to raw materials and efficient multimodal 
connections to markets. Having this infrastructure in place can attract new businesses that are 
unwilling (due to risk), or unable, to provide the capital cost for the terminal development themselves. 

5.1.1 Employment growth 

While the operation of the terminal itself will provide some direct employment opportunities, terminals 
can also attract new businesses in the right location. These new businesses are looking to take 
advantage of new transport connections and the market or raw material opportunity provided in the 
local catchment area. In some cases, the jobs created may be transfers from other places or 
industries. This includes the movement of production, distribution or storage from one area to another, 
or truck driving jobs that are no longer required as freight is transferred to rail. Given the declining 
availability of heavy vehicle drivers generally (see Table 6. above), any surplus drivers are likely to be 
redeployed quickly to other jobs in the area.76 

The extent of employment creation (or retention) will depend on the attributes of the terminal itself and 
the businesses that will use it. Determining the potential for employment will require identifying 
‘anchor’ customers for the terminal, and potential other businesses that may invest in the area once 
the new transport link is in place and ‘proven’. Where possible the potential number of new full-time 
employees generated by the rail development should be quantified in the assessment process. 

5.1.2 Productivity improvements 

As discussed above, an increasing number of businesses are considering using rail to drive 
productivity gains in their businesses. This includes developing more scale (to reduce the cost of 
storage (per unit stored)), consolidation and/or distribution, reducing diesel consumption in their supply 
chain (due to rising costs and price volatility), reducing their carbon footprint, and freeing up truck 
drivers to be redeployed elsewhere in the supply chain. 

Productivity gains can free up resources to allow money to be reinvested back into the business. 
Improvements to productivity can also reduce prices to end customers that may encourage greater 
demand for the goods of that business. In regional areas intermodal terminals can allow several 
businesses to cluster. Even on a small scale, this clustering and sharing of transport links achieve 
cost-savings in transport costs (such as sharing the cost of a container lift). This productivity savings is 
greatest when terminals can achieve a balance of flow between in-bound and outgoing freight, 
allowing for backloaded trips. Being able to achieve backloaded trips can provide significant 
productivity benefits and cost savings for businesses. Several New Zealand businesses, such as 
Coda, are seeking to establish this backloading model using intermodal terminals.77 This backloading 
can be achieved by road and rail, through using a common freight terminal. 

Intermodal terminals can also be very effective to achieve productivity gains from improved export 
container loading. To manage the impact of heavier axle loads on New Zealand’s road network, the 
NZTA limits the allowable gross mass (weight) of IMEX containers.78 These weight limitations, 
calculated on the carrying capability of the truck moving the containers, can be less than the maximum 
gross loading capacity of the container (including the capability of the rail and maritime networks to 
carry it). Due to the mass constraints on the road network, several New Zealand exporters (such as 

76 In the case of high productivity motor vehicles (HPMVs, including 50MAX), the improvement in productivity from the use of 
these longer and/or heavier trucks reduced the number of truck trips required for some company. In the case of PanPac in 
Napier, replacing standard B-Trains with Super-B HPMVs reduced truck trips so that two drivers were freed up and immediately 
redeployed to logging trucks where there is a shortage of suitable drivers. See Hawke’s Bay Today, 6 June 2017 
77 See ‘Savill Drive adds rail to Network’, New Zealand Shipping Gazette, 28 May 2016 
78 For detail see NZ Transport Agency, VDAM Permitting Manual vol.1, part B, Overweight, August 2017, Page B3-12ff 
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Commercial Information are unable to completely fill their containers to the maximum container carrying 
weight. This unused container capacity results in significant productivity loss across the export supply 
chain. Intermodal terminals with direct access to rail can offer exporters, for some freight types, the 
opportunity to fully load containers. This may require the intermodal terminal to have private road 
access where public road weight restrictions do not apply. The feasibility of this arrangement will 
depend on the rail network’s carrying capability for the container weights and the handling costs. 

Container loaded in the Far North District – Northland 
Trucked to Whāngarei, transferred to rail and railed to the Port of Tauranga. Photo: AECOM 2018 

5.1.3 Reduced negative effects 

A secondary purpose of the PGF is to provide other regional and national benefits, such as improved 
safety and reduced CO2 emissions. This purpose also aligns with broader government land transport 
objectives for reducing the negative effects of moving freight, and so is reflected in the framework to 
allow a value assessment for terminal proposals. In enabling the transfer of freight from road to rail, 
terminals can contribute to reduced negative effects (negative externalities). These negative effects 
include reductions in: 

• CO2 emissions (and other harmful emissions); 

• crash risk reduction (which could lead to a reduction in crashes involving trucks); 

• congestion (on busy highways and in the main urban areas); and 

• road maintenance costs (notably on highways that would have carried the freight). 

Current economic evaluation procedures developed by the NZTA provides economic values for the 
non-commercial externalities generated by the movement of freight by road.79 The economic value to 
the public of these reduced negative effectives can be assessed using the NZTA’s procedures. The 
NZTA’s procedures regard the benefits as ‘national’ in their effect, but the transfer of freight from road 
to rail will also have ongoing benefits in specific locations. As an inter-regional network, the transfer of 
freight from road to rail can also have public benefits across several regions. 

79 See NZ Transport Agency, Economic Evaluation Manual (EEM). These procedures are widely used by local and central 
government to assess land transport proposals. Note: NZTA is currently reviewing its investment procedures. 
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6.0 Review of potential future intermodal terminal investments 

6.1 Initial identification of potential new rail enabled intermodal terminals 

Several potential locations for possible terminals have been identified as part of this project, drawn 
from the literature reviewed. Without detailed proposals or business cases the information available is 
insufficient to make a detailed assessment of the merits of these terminals. Therefore, the information 
below should not be considered as a full assessment of the merits of each proposal and whether they 
would help advance PGF objectives. The information available has been recorded, with more 
information required for the potential terminals to be assessed using the framework. 

Possible new freight intermodal terminals (indicative only) 
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7.0 The proposed Assessment Framework 

7.1 Detailed assessment approach 

This section sets out the proposed framework, made up of two parts: 

➢ Intermodal terminals: Questions to consider against PGF Assessment criteria, and the 

➢ Comparable Assessment Matrix. 

7.1.1 Looking at intermodal terminals against PGF assessment criteria 

Like other proposals put forward for PGF investment, intermodal terminals as a type of infrastructure 
have their own attributes that need to be considered on their own merits. Each proposal for an 
intermodal terminal should be able to address the questions set out below – against the PGF 
assessment criteria. This will allow for better decision-making, for PGF investment and for the work of 
other interested parties (and potential co-funders) such as KiwiRail, NZTA, regional and local councils. 
Note there is some overlap across the PGF criteria and the questions posed. 

Table 7. Intermodal terminals: Questions to consider against PGF Assessment criteria 

PGF Assessment 

Criteria 

Intermodal terminal assessment questions 

Supply chain rationale 

What is the supply chain challenge being addressed? 

How will a move to intermodal logistics address this challenge? 

Does the intermodal terminal provide productivity impacts, particularly for 
terminal users and local businesses? 

What are these productivity impacts, and can they be quantified? 

What is the freight type? 

Is the use of rail feasible? 

What are the projected freight volumes (including sustainability of the 
volume over the investment period)? 

What is the frequency of moves and the value proposition of using rail, 
such as travel time saved? 

What are the merits of alternative options – namely road, but also coastal 
shipping where that is a realistic alternative. 

Is the freight flow balanced, with volume in both directions? 

How does the proposed intermodal terminal relate to other operating or 
proposed terminals? 

Is there a formal commitment from private sector participants for freight 
volumes during the start-up phase? 

What is the growth forecast (including HML scenarios)? 

Productivity 
potential and 

wider economic 
benefits to the 

region 

Employment: 
To what degree does the terminal create new employment opportunities in 
an area? (This includes direct and indirect employment effects.) 

How will this employment opportunity be generated? 

Will the terminal provide training opportunities, or benefits from the 
clustering of businesses – such as skills and knowledge exchange. 

25 June 2020 - Final Working Paper v1.0 
Prepared for – Provincial Development Unit - Not Government Policy 



       

    
    

   
 

    

  

 

 

 

 

 

 

 
 

 
 

 

 
   

    
 

 
 

  
 

   

  
    

  

 

    

  

   

  
  

  

  

  
    

 

   
 

  

 

 

 

 

 

  

  

   

   
 

  

  

  
 

    

   

42 Regional Intermodal Freight Terminals - Assessment Framework: IN-CONFIDENCE 

Will the terminal also have a role in assisting to retain jobs in an area, from 
improved transport links and reduced costs of freight logistics? 

To what degree will jobs be transferred from one area to another? 

What is the effect of this transfer? 

Is this transfer beneficial? 

The regional or 
sub-regional 

priority and need 
for investment. 

Logistics context, including challenges and opportunities 

What is the terminal’s envisaged catchment area and market? 

What would be the function of the terminal within national/regional, and/or 
local supply chains? 

How might the terminal relate to other freight facilities (in operation or 
proposed)? 

How might the proposed terminal relate to national or regional freight 
plans or strategies? 

Would the terminal improve resilience and provide option value? 

Commercial considerations 
To what degree will the terminal be able to operate commercially? (i.e. 
Non-commercial, Quasi-commercial or Commercial.) 

Would it proceed without government funding support? 

What would be the funding gap to make it feasible? 

What is the allocation of commercial risk and rewards? 

Who will own the terminal and related facilities? 

As the main commercial operator of rail services, what is KiwiRail’s 
assessment of this viability? (This will likely include an assessment of 
cartage rates, which are likely to be commercially sensitive.) 

Will KiwiRail provide sufficient services to/from the terminal? 

Improved connectivity and access to markets 

Does the proposed terminal have efficient road, rail and maritime 
connections? 

How will the intermodal terminal improve connections to key freight origins 
and destinations? 

Can the improvement in access be quantified? 

Regional support 
for the project 

Local and regional government alignment 
What is the relationship of the proposed terminal to the local, regional and 
central government plans, policy statements and economic strategies? 

This includes regional policy statements, land use considerations (such as 
zoning), freight strategies and investment in connecting infrastructure 
(such as State highways). 

Is the terminal investment aligned with these plans? 

Support from other parties 

Is there support from those not direct associated with the intermodal 
terminal, such as other businesses, Iwi Māori, port companies. 

Is there opposition to (or concerns with) the proposed terminal, including 
from parties potentially competing with it? 
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Rationale for 
Government 
intervention 

Public versus Private benefits? 

What is the private sector benefit for the proposal? 

Are the private sector’s benefits sufficient to support investment in the 
terminal without government support? 

What is the ‘market failure’ that might require government support for the 
terminal? 

Is the infrastructure ‘lead investment’, to encourage businesses to 
establish in an area to take advantage of markets and resources? 

If the intermodal terminal requires public investment, how will that 
investment be protected? 

Enabling infrastructure 

Does the terminal reduce the cost of access for local and regional 
communities? 

What are the impacts of the terminal (positive and negative externalities) 
including those factors that can have an economic value placed on 
them?94 This includes the potential impact on: 

- CO2 emissions; 

- crash risk (road and rail); 

- road maintenance costs; 

- rail maintenance costs, and 

- congestion impacts (urban, peri-urban, rural highway). 

Additionality of the 
investment 

Employment impacts 

How would construction impact local employment? 

What would be the medium to longer-term employment impacts within the 
local area? 

Could the terminal be the base for education and training opportunities? 

Opportunity / cost 

Infrastructure costs 

What are the terminal costs and how are the costs allocated to the 
interested parties? 

Are there additional infrastructure costs (such as to the road and rail 
networks) directly resulting from the construction and operation of the 
terminal? 

Will there be ongoing unmet operational costs? 

Risk 

Road and Rail network impacts 

Does the new rail-enabled terminal significantly change transport 
demand? 

What are the impacts on the road, rail and maritime networks? (Impacts 
may include increases in heavy vehicle traffic in some areas where 
previously trucks had not travelled, resulting in potential road safety and 
maintenance impacts.) 

If there are negative impacts, how might these be managed or mitigated? 

94 The NZTA’s Economic Evaluation Manual (EEM) can be used to calculate values. 
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Are there wider rail network impacts that may be directly or indirectly 
attributable to the development of the terminal? (Changes in rail demand, 
such as increased frequency and/or length of freight trains, may have 
safety impacts on level crossings, and/or require additional line capacity 
such as construction or extension of passing loops to allow other services 
to operate. It may put service pressure on some parts of the rail network, 
which will then need to be reflected in the Rail Network Investment 
Programme.) 

Market risk 

What possible disruptive events could impact on the viability of the 
intermodal terminal and the freight volume moved through it? (This 
includes changes in market price of commodities, supply and production 
disruption.) 

Local amenity impacts 

Will the terminal impact on the liveability of the local area, including the 
terminal’s operations and increased movements of trains and trucks? (This 
may include visual or noise impacts on local liveability or other reverse 
sensitivity affects. The establishment of an intermodal terminal may, for 
example, significantly reroute truck traffic from one area to another.) 

Is the terminal proposal aligned with local council aspirations and plans 
regarding urban form and amenity? 

Ongoing support 
What is the risk that the intermodal terminal will require ongoing public 
subsidies to remain viable? 

Has KiwiRail undertaken an assessment of the viability of the service to 
the terminal? 

What was the result of this assessment? 

Network and safety impacts 

Will the investment create consequential investment required to manage 
or mitigate impacts on the road, rail or maritime networks? (This could 
include the need to upgrade connecting roads, increased capacity on the 
rail network, or mitigate increased safety risks on the road and/or the rail 
network.) 

Are these consequential impacts significant enough to be included as part 
of the investment case for the intermodal terminal? 
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7.2 Comparing intermodal terminal investments 

To determine the viability and priority of an investment, a simple assessment matrix could be used to 
allow for PGF investments in intermodal terminals to be compared against each other. This would 
include and compare qualitative and quantitative factors used to determine an assessment. 

Table 8. Comparable Assessment Matrix 

HML 
Region

(where most 
benefits are 

experienced) 

Employment and
productivity
(Commercial 

benefits) 

Regional and
National transport

benefits 
(BCA - Quantitative 

Impacts) 

Resilience, Amenity 
and Option value

(Qualitative 
Impacts) 

High Surge Region New, permanent 
employment, 

significant 
productivity/efficiency 

improvements. 

BCR >2 
• emissions: CO2 

reductions 
• crash risk 

reduction 
• decongestion 

(urban/rural) 
benefits 

• road/highway 
maintenance 
reduced cost 

• Other factors 

Provides significant 
resilience and/or 
amenity benefits 

and/or option value. 

Medium Provincial 
Region 

Improved 
productivity/efficiency 

and potential 
retention of 

employment, better 
utilisation of 
workforce 

BCR 1-2 Provides some 
resilience and/or 
amenity benefits 

and/or option value. 

Low Metro area Initial construction 
employment only 

BCR <1 Provides marginal 
resilience and/or 
amenity benefits 

and/or option value. 

8.0 Conclusions 

8.1 Potential of intermodal freight terminals 

In the right location, with the right freight task, intermodal freight terminals can facilitate new 
commercial activity and employment opportunities, improve regional freight productivity, unlock 
efficiencies and reduce some of the negative effects of moving freight. Intermodal terminals provide 
the infrastructure to allow for the transfer of freight between road, rail and sea (for international and 
coastal shipping) through improved port access. 

As freight task grows in New Zealand’s regions, and the way freight is moved changes, intermodal 
solutions (and the terminals that support them) may become more attractive to cargo owners and 
companies moving freight. These intermodal solutions may require public investment support in 
regional areas to become established. But before such investment is made, careful analysis and 
thought is required to determine where these terminals will add value, and where they will not. Moving 
freight is a private sector concern, so the question as to why public investment is required must be 
addressed. 

In regional New Zealand there are opportunities for the PGF to invest in intermodal terminals that are 
not fully commercial, but could potentially generate employment, productivity and wider public value 
benefits. These opportunities include terminals of different scale, operating within differing supply 
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chains and supporting a variety of different industries. Any assessment of these intermodal terminals 
against PGF investment criteria, therefore, must consider the specifics of the supply chain concerned, 
the rationale for and benefits of adopting an intermodal approach – including the local conditions in 
which the terminal would operate. 

8.2 Recommendations 

To allow for a consistent investment approach, and to better understand and describe the reasons for 
investment, it is recommended that the framework developed in this report is applied using the: 

➢ Questions to consider against PGF Assessment criteria’, and applying the 

➢ Comparable Assessment Matrix. 

It is also recommended that further amendments to this framework are made, when more information 
becomes available or when required by changes in investment priority and/or government policy. 

SH1-North Auckland Line Towai level crossing, Photo: NZRail Photos 
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