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In confidence  

29 October 2025 

 

Hon Brooke van Velden  

Minister of Internal Affairs  

Parliament Buildings  

WELLINGTON 6160  

Dear Minister 

Quarterly Report to 30 October 2025 

On behalf of my fellow Commissioners, I am pleased to provide you with the quarterly report for 

Phase Two of the Royal Commission of Inquiry into COVID-19. The report covers the period 1 July 

to 30 September 2025 and follows our previous report to you on 30 July 2025. 

Progress on priorities  

The Inquiry has made positive progress during this quarter. As outlined in more detail in the 

attached report, in this quarter we have: 

• Completed a week of public hearings in Auckland during July (for key sectors and communities 
of interest). 

• Completed analysis on the 31,822 public submissions received and finalised the associated 
report analysing and summarising the views presented. 

• Gathered information from former decision-makers, in writing and through private interviews, in 
lieu of the planned second week of public hearings. 

• Finalised the analysis of key decisions, based on the evidence gathered, and prepared and 
completed the findings chapter of the final report ready to begin the natural justice process in 
October. 

• Summarised and prepared a report describing what we heard during our programme of regional 
and national engagements. 

• Completed analysis on the impact of occupational mandates in healthcare and education on 
labour market outcomes. 

• Begun work to prepare lessons, to provide advice about what could be done differently in future. 

  



In the next quarter we aim to: 

• Commence and substantively complete natural justice processes including detailed fact-
checking. 

• Complete a number of targeted engagements to inform Part 3 of our report, ‘Lessons learned.’ 

• Draft and finalise the lessons and recommendations for the final report. 

• Confirm report design layout and begin the development of associated communications 
products in anticipation of delivering the completed report in February 2026.We will ask you for 
your preferred timing to publicly release the report. 

Financial Performance 

In the 2025/26 financial year, the Inquiry has incurred costs to date of $2.068 million, against a full 

year budget of $9.203 million. This is a total lifetime spend of $7.572 million since Phase Two was 

initiated. We are confident that we will deliver our report within the agreed overall appropriation of 

$14.038m. More detail on our financial performance is provided in Appendix 1. 

Risks  

In our last letter, we identified a risk that there may be delays due to Crown Law becoming the 

intermediary for our interactions with the public service. In the main, this risk has proven 

manageable. Whilst it has created significant delays, they have been accommodated.  

As you know, there has been an issue over the redaction of human rights advice provided by Crown 

Law in the period under inquiry. This issue has been resolved subject to confidentiality 

arrangements that have been approved by the Attorney-General. The arrangement will not 

compromise the quality or integrity of our final report.  

Since our last letter we have received correspondence from counsel for Crown Law asserting that in 

three particular aspects we have interpreted our Terms of Reference more broadly than the wording 

permits.  We disagree with this assertion, and have replied accordingly, and with an emphasis on 

both the language in the Terms of Reference, and the Cabinet Minute approving the matters to be 

within our scope.  We cannot rule out Crown Law initiating judicial review proceedings to resolve 

this issue, but consider this is unlikely. 

Furthermore, Crown Law has requested a further 3-4 weeks of additional time for Natural Justice. 

We believe the current allowance of between four and five weeks is sufficient for crown responses, 

however we will continue to monitor this. Should Crown Law introduce delays to these timelines, the 

wider timeline for delivery of the report on 26 February will be under threat (although we reserve the 

right to proceed without their feedback, if it is late). 

None of the four former Ministers we sought to interview as part of our planned hearings agreed to 

participate, which led to a decision to cancel the second week. The Inquiry has issued two further 

procedural Minutes in relation to this. The first set out the rationale for the cancellation, while the 

second set out how we will gather the additional evidence that it requires to complete the Inquiry. 

The Inquiry’s decision has been communicated proactively, but it is evident from feedback that we 

have received, some people feel this decision has undermined the credibility of the Inquiry and its 

likely findings. 

Additionally, we wish to formally advise you of the resignation of Andrew Sweet, the Executive 

Director of the Secretariat. We are confident in our plan to secure a replacement and expect to have 



done so early in November. Other members of the secretariat are beginning to secure their next 

roles, where start and end dates are being managed as much as is practicable for all parties. 

Programme Timeline 

Our progress is substantively consistent with the timeline we provided on 30 July 2025. While there 

has been some movement in actual versus intended delivery dates, most work has been completed 

with limited impact to the overall timeline. Adjustments have been made to deadlines for finalising 

content, with dates in December and January scrutinised to ensure we remain on track. With the 

exception of risks around natural justice, we do not anticipate any impact to the delivery date for the 

final report.  

At this stage pressures on timeframes remain as we require Natural Justice responses from the 

Crown to occur on time, with specific content to be turned around in very short periods before and 

after the Christmas holiday break. 

The updated timeline is included as Appendix 2. Since we provided the last version to you on 30 

July, we have reassessed our detailed plans through until completion. Milestones for approval of all 

parts of the report have been aligned slightly earlier in December, and the date for final text to be 

provided to our report designer is confirmed for 9 January. There will be a number of cycles 

requiring review and proof reading before we lodge the report with the Governor General on 26 

February and a significant amount of time needed to prepare for online publication. 

Consultation and release of this quarterly report 

In line with the previous quarterly report process, we have shared a copy of the quarterly report with 

the Commissions team at DIA and we plan to publish this report on the Inquiry’s website around 14 

November 2025. 

As all quarterly report cover letters have recently been released in response to a Ministerial Official 

Information Act (OIA) request, we propose to also release the historic letters plus this one, when we 

publish this quarterly report on the Inquiry’s website. 

Please do contact me if you have any questions or wish to discuss anything further. We would 

welcome the opportunity to meet with you again in relation to any feedback you may have, or to 

provide you with any additional information about the work of the Inquiry you may require. 

Yours sincerely 

 

 

G M Illingworth KC  

Chair of the Inquiry 



Appendix 1 – Financial Performance 

As of 30 September 2025, the Inquiry has incurred total costs of $7.572 million, including $0.797 

million non-departmental costs for Commissioners. This expenditure is generally in line with normal 

bell-curve spend patterns for Inquiries. 

The underspend from FY2024/25 has now been applied to our budget for the current year, 

increasing it by around $1.054. This underspend mainly related to delayed research and 

consultancy costs with an amount previously held for this purpose in contingency. 

The following table provides a more fulsome breakdown of actual and forecast expenses through to 

end June 2026. The most significant costs are for personnel, evidence gathering research and 

submissions analysis, Commissioners and counsel assisting.  

 

Actual  

(30 June) 

YTD Actual 

(end Sept) Budget 

Whole of Life 

budget 

  

2024/25 

 $million 

2025/26 

 $million 

2025/26 

 $million 

2024 - 2026 

 $million 

Controllable expenditure – operations 3.369 2.068 6.606 9.975 

   Personnel 2.129 1.344 3.882 5.571 

   Other Operating Costs 0.259 0.019 0.743 1.146 

   Consultant, Outsourcing and Professional fees 0.684 0.505 1.102 2.060 

   Rental, Leasing and Accommodation Costs 0.240 0.153 0.766 1.019 

   Travel 0.057 0.048 0.114 0.179 

Uncontrollable expenditure - support 0.902 0.436 1.970 2.873 

Commissioner costs  0.563 0.234 0.627 1.190 

Total Expenditure 4.835 2.737 9.203 14.038 

 

The Inquiry is forecast to complete Phase Two work within the agreed budget envelope.



 

 

Appendix 2 - Delivery Timeline  

This timeline shows key activities to deliver our final report by 26 February 2026.  

 


