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Auditory Announcement

Please note that one of today’s meeting participants has hearing loss. To support clear
communication, please use the microphones, speak clearly, and keep your mouth visible to assist
with lip-reading.

Reports Not Council Policy

The reports included in this agenda are provided for consideration only and do not represent Council
policy unless or until they are formally adopted. If you require further information about any report,
please contact the Chief Executive, the Chairperson, or the Deputy Chairperson.

Public Forum

Members of the public are welcome to address the Council or committee during the public forum at
the start of the meeting. To participate, please complete the public forum request form available on
Council’'s website by 4.00pm on the day prior to the meeting.

Livestreaming and Recording

Meetings held in the Council Chamber are livestreamed on Council’'s YouTube channel, and
recordings are uploaded shortly after the meeting.

Karakia Timatanga — opening prayer gifted by Iraia Bailey of Ngati Tlwharetoa to Taupd District
Council

Tuia ki te mauri o te whenua Connect to the life essence of the land

Tuia ki te mana o te tangata Connect and respect to all

Tuia ki te pono, te aroha
Kia piki, kia eke
Ki te taumata

Hui e, Taiki e

Be honest and compassionate

(As we seek) to improve, to exceed
Expectations

To aim/reach for the summit

(As we) come together

Karakia Whakamutunga — closing prayer gifted by Iraia Bailey of Ngati Tiwharetoa to Taupd District

Council

Unuhia te rito o ténei hui
Kia watea i runga

Kia watea i raro

Aro ki te tika

Aro ki te pae

Hui e, Taiki e!

Remove any angst/stress that may have arisen
during this gathering

To be free of anything that impacts your
wellbeing

That we will act with integrity
As we pursue our goals

(As we) come together




Ordinary Council Meeting Agenda 28 July 2026

Order Of Business

1 Karakia
2 Whakapaha | Apologies
3 Nga Whakapanga Tukituki | Conflicts of Interest
4 Whakamanatanga O Nga Meneti | Confirmation of Minutes
Nil
5 Nga Kaupapa Here Me Nga Whakataunga | Policy and Decision Making

5.1 Head Start - consideration Of OptiONS........cooiiiiiiii e 4
6 Nga Korero Tamataiti | Confidential Business
Nil
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5.1 HEAD START - CONSIDERATION OF OPTIONS
Author: Nick Carroll, Policy Manager
Authorised by: Julie Gardyne, Chief Executive

TE PUTAKE | PURPOSE

This report provides Council with background information and seeks a decision on how to respond to the
Government’s Head Start process by the 9 August 2026 deadline.

This report references discussions which have taken place with elected members or officers of several
neighbouring councils. However, it is important to note that those councils are still working through their own
decision-making processes, and there is the potential that their positions stated in this report change. At the
time that this report was prepared Waitomo and Otorohanga District Councils had agreed to prepare a Head
Start proposal together. Ruapehu, South Waikato and Rotorua Lakes Councils had yet to make formal
decisions on how to proceed.

WHAKARAPOPOTOTANGA MATUA | EXECUTIVE SUMMARY

The Government has provided the Head Start pathway for councils who are ready to amalgamate to form
new unitary authorities. This is currently a voluntary process, however there has also been a clear threat that
remaining councils will be forcibly amalgamated through a future Backstop process.

Four options have been investigated to better understand the opportunities for Taupd District Council to
amalgamate with others. It has become clear that Taupd District Council is in good financial condition with a
strong and well managed asset base, and there is no amalgamation option where the Taupd community
would be appreciably better off. Not pursuing amalgamation at this point is a good option for the Taupd
district.

There is the potential that amalgamations become mandatory at some point in the future. The analysis
suggests Taupo district would be better off as part of a smaller subregional unitary authority and should
resist being pulled into a single Waikato unitary authority.

Depending on decisions by other councils, there may be the potential to join a Head Start proposal with
South Waikato and Rotorua Lakes councils now. That would provide Council with more certainty but there
are some challenges with that proposal. Instead of joining that proposal now it is recommended that Council
wait for Cabinet to make decisions in September.

The Cabinet decisions will provide clarity on how real the risk is of Taup0 district being required to join a
single Waikato unitary authority, which subregional options are likely to be successful, and which one would
offer Taupd district the best long-term outcomes. Waiting for more information is attractive but does come
with the risk that there is no opportunity to join a subregional proposal that has already been submitted,
leaving Council to work through a future Backstop process with less leverage.
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NGA TUTOHUNGA | RECOMMENDATION(S)
That Council

1. Acknowledges that the Head Start process is being driven by Central Government with a specific set
of objectives, aimed at enabling councils who have been preparing already to amalgamate quickly.

2. Confirms its opposition to mandatory local government amalgamations and ongoing concerns that
the Government’s suggested efficiencies for local communities may not be realised.

3. Recognises that amalgamation discussions in the Waikato region involving Taupd District Council
are not as well progressed as some other regions and require further engagement and exploration.

4. Acknowledges that under the current circumstances the Taupd district community would likely be
worse off as a result of a mandatory amalgamation.

5. Acknowledges that the financial analysis shows that Taupd District Council could be a sustainable
and viable unitary authority.

6. Confirms that if required to amalgamate in the future, a subregional unitary authority would deliver
better long-term outcomes for the Taupd district compared to a single Waikato unitary authority.

7. Acknowledges that following the Cabinet decisions in September, more information will be available
on potential risks and the likely success of subregional proposals.

8. Directs officers to prepare a response to be submitted to the Government by 9 August to:

a. Express concern at the threat of mandatory amalgamations in the future, particularly where
the Taupd district community will likely be worse off.

b. Express frustration at the short timeframes associated with the Head Start process and
particularly the challenges that has created engaging the community to build understanding
and support for change.

c. Encourage flexibility through any subsequent amalgamation process, like Backstop, for
councils to present their own agreed amalgamation proposals rather than having
amalgamation arrangements dictated by Government.

d. Confirm that if required to amalgamate in the future our preferred approach is the formation of
a subregional unitary authority.

e. Explain that Taupd District Council has an ongoing interest regarding the proposals of
neighbouring councils and wants to engage Government officials to understand the impacts of
Cabinet decisions on those proposals and the possible involvement of Taupo District Council.

f.  Explain why Council is not supportive of being included in alternative proposals proposed by
other councils.

9. Directs officers to report back to Council on 6 August 2026 with the proposed response to be
submitted to the Government.

10. Directs the Chief Executive to actively engage with Government officials involved in the Cabinet
decision-making process and report back to Council in September.

TE WHAKAMAHUKI | BACKGROUND

Council has had a previous workshop on the Head Start process on 9 June 2026. A workshop was also held
on 7 July where officers from Waikato Regional Council provided an overview of the functions they deliver
and the associated funding arrangements.

At a meeting on 30 June 2026 Council identified a series of priorities to be considered alongside the
Government’s own criteria for success and directed officers to investigate four options:

A. A single unitary authority for the Waikato region.
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B. A central North Island unitary authority including Ruapehu, Waitomo, Otorohanga, South Waikato
and Taupd district councils or various combinations of those councils.

C. A cross-boundary unitary authority that could include various combinations of Rotorua Lakes,
Ruapehu, South Waikato and Taupd district councils or various combinations of those councils.

D. Don’t submit a Head Start proposal, remain as Taupd District Council and prepare for a potential
Backstop process.

The agenda report presented on 30 June set out the background to the Head Start process and the
Government’s intentions around reforming local government. It is important to remember that while the
Government has clear intentions to reform local government, the Head Start process is voluntary, is reliant
on legislation that has yet to be drafted and may be subject to change following the general election in
November.

The Government has also signalled that councils not involved in the Head Start process can expect to be
amalgamated into new unitary authorities sometime after 2028. The process and timeframes have yet to be
decided, new legislation will be required and there is a risk that the progression of the process is similarly
influenced by the November election.

Head Start proposals may not be submitted by minority groups of councils or individual territorial authorities.
Two or more territorial authorities may submit a proposal if they represent a majority of either the:

o Directly affected territorial authorities, or
e Population across directly affected areas.

A directly affected authority is one that is proposed to be part of the creation of a unitary authority. It may or
may not be a supportive party to the proposal.

The Government has signalled that it is open to considering up to three subregional unitary authorities in
large and complex regions like the Waikato (see Attachment 5 for further details).

Council’s starting position
Officers understand Council’s starting position to be:

e The Government has not provided a compelling case for the need to amalgamate territorial
authorities across the country to form new unitary authorities. There will be situations where
amalgamation has the potential to deliver efficiencies, however the case has not been made to
support wholesale amalgamation.

e The threat of forced amalgamations, through the yet to be designed Backstop process, has been
unhelpful in achieving sensible and sustainable long-term solutions. There has been insufficient time
for meaningful engagement to build understanding and support for change, nor has Taup0 District
Council had the necessary time to fully explore and discuss options with other councils. Council
recognises that the best future unitary arrangement for the people of the Taupd district may not be
able to be achieved through the Head Start process.

e There are some current local government arrangements where localised amalgamations could
deliver benefits for the communities involved. Council acknowledges that the Head Start process
provides a pathway where those affected councils are ready and willing to proceed. Taupé District
Council is not currently in that position.

e Council acknowledges that some form of future change in local government structure is the most
likely outcome as opposed to the maintenance of the status quo. The current Government has a
clear policy intent that would be reinforced by legislation if it is re-elected. Even if there is a change
in government there is a recognition that the previous Labour Government also signalled a need for
long-term reform.

e The proposed Backstop process has the potential to result in the creation of a new unitary authority
including the Taupd district, that has significant disadvantages for the existing community of the
Taupd district. That risk is concerning and has driven the need to explore the four potential options
so Council is better prepared to make informed decisions.

e The Head Start process offers the potential to have more influence over which councils form part of
any new unitary authority. However, there is a trade-off between maintaining some control over the
shape of a new unitary authority and settling for a suboptimal amalgamation arrangement.
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Council’s objectives should guide decision-making

The decision-making required in relation to the Head Start process is complex involving many variables,
some of which are beyond the control of Council. The reality is that Government’s process and timeframes
have pushed Council into a position where it will need to make this decision in the context of imperfect
information. However, keeping the Council’s objectives at the forefront may well make it easier to navigate
the complexity. Officers understand that Council’s objectives are to:

1. Prioritise the future wellbeing of residents of the Taupd district, ideally ensuring that they are better
off under future amalgamation arrangements.

2. ldeally maintain some control over which councils we might form a future unitary authority with. In
the current circumstances, that could be achieved by proposing an amalgamation option through the
Head Start process, however we won’t do that at any cost to the Taupd community.

3. Continue to maintain good working relationships with other councils. That means being respectful of
their individual circumstances and not including other councils in a proposal we submit when they
are not supportive.

4. Make it clear to the Government why we do not support proposals from other councils that include
the Taup0 district.

5. Demonstrate to the Government that we are open to working constructively to achieve sensible and
sustainable reform of local government structures. That needs to be done collaboratively and in a
reasonable timeframe that involves the community in a meaningful way with a clear case for change.

NGA KORERORERO | DISCUSSION

This report examines the four options Council identified and seeks a decision from Council on how to
proceed. If Council wishes to lodge a Head Start outline proposal it will need to be submitted to the
Government by Sunday 9 August 2026.

There is no guarantee that a proposal will be accepted by the Government. Cabinet is set to make decisions
in September on which proposals will proceed to the next stage. If successful in September, substantial
further work is required to prepare a Head Start final proposal, which must be lodged by March 2027, setting
out the details of the proposed amalgamation.

Attached to this report are:

e Background information on the assessment process. This includes a description of key terms, the
assessment criteria that Council identified on 30 June 2026 and further information on the potential
for subregional unitary authority proposals (Attachment 1).

e An assessment for each of the four options setting out a description, map, analysis against criteria
and the potential challenges and opportunities. This assessment also provides commentary where
Taupo has been included in options by other parties (Attachment 2).

e Supporting information to help elected members understand the contexts for the different options.
There is a wide range of information, including maps, that cover aspects like the new planning
system, economic profiles, catchment management (Attachment 3).

e The Government’s original policy document (Attachment 4).

e The guidance from the Government on what Head Start proposals are expected to address
(Attachment 5).

e A summary of the feedback received from the community on the Head Start process (Attachment
6).

o Written feedback received from iwi authorities at the time of preparing this report (Attachment 7).

e A presentation from Waikato Regional Council presented to a Council workshop on 7 July 2026. It

explains the functions that the regional council currently delivers and how funding is currently
arranged (Attachment 8).
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NGA KOWHIRINGA | OPTIONS

At a meeting on 30 June 2026, Council identified four options for further investigation. Information on each of
the options has been included in Attachment 2 and the analysis below summarises that work highlighting the
key trade-offs or points of difference.

Through the assessment work the following points have become clear:
e There are many factors to consider when weighing up various options for amalgamation.

e The views and preferences of the various councils have shifted over time in response to the many
different factors.

¢ While the assessment provides a narrative highlighting the differences between the options, there
simply has not been sufficient time to undertake all of the due diligence required to fully understand
the implications of different amalgamation options.

e This is a very significant decision for elected members with long-term consequences. There are risks
for the community in rushing that decision-making.

e Most of the factors involved in decision-making require subjective judgements. There are very few
that are quantified and black and white. It is highly likely that different individuals will weigh the
various factors differently in their decision-making and that is appropriate.

e Best endeavours have been made in providing the financial analysis however there are limitations to
the information that is publicly available. To enable modelling, assumptions have had to be made on
matters like the anticipated levels of efficiency gains or transition costs. There will remain high levels
of uncertainty around some of those assumptions until more detailed work is undertaken on a
specific option.

e The Assessment detailed in Attachment 2 looks at the Government’s five criteria as well as the
following criteria that Council identified on 30 June 2026: Decisions on important local issues are
made locally.

¢ We have a strong voice on the significant decisions made by a unitary authority.

e Community infrastructure continues to meet our needs and is delivered when we need it.
e Local services continue to be delivered in a timely manner.

e Our key drivers of our economy are supported.

e The Vision and Strategy for the Waikato River continues to be delivered.

o Existing Treaty based settlement agreements, arrangements and obligations are upheld.
e  Our urban growth and rural priorities are met so we are not held back.

e Our environment is protected, particularly through the integrated management of the Waikato River,
Lake Taupd and its tributaries.

o We consider the potential liabilities associated with new or amplified natural hazard risks such as
tsunami, sea level rise, coastal erosion and inundation.

¢ Any new unitary authority should be financially resilient over the long term and ensure financial
impacts on the Taupd community are mitigated.

Option A: A single unitary authority for the Waikato region.

This option would include all of the councils in the existing Waikato region with the exception of Rotorua
Lakes Council who are located in both the Waikato and Bay of Plenty regions.

This option is unlikely to be feasible as a Head Start proposal given low levels of support from other councils
in the region. Despite that there is still the potential that a small number of councils with a majority of the
regional population promote this proposal without the support of the majority of councils. The Government
may also promote this option via a future Backstop process.
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Advantages Disadvantages

v' Simplest governance arrangement with one % Larger organisation may mean more layers of
Council replacing 11 councils in two separate management, complex operational decision-
layers of local government. This aligns well with making and less innovation.
the cabinet paper outlining the Government’s e
Head Start SroF::ess sugggsting 1-3 unitary x  The short-term transition is likely to be very
authorities for a reqion complex and therefore disruptive to the delivery

gon. of the new planning system. It is unlikely that

v Opportunity for cost efficiencies through the two changes could be made in parallel.
consolidating services, although evidence for . L o
achieving cogst efficiencies is r?ot strong x  This option is likely to be the most expensive in

articularly when organisations becomé ver terms of implementation costs for the councils
IF;r e like zwis one w%uld be y involved given the substantial scale and
9 ’ complexity of merging 11 organisations.

v" Provides a strong single entity with significant e . .
ability to advocate to Government on regional * Er'ffgcrﬁgg;sl:ﬁzrgeri d:igglr;g rvélrt?o?g meanin
priorities. Would help to balance the influence of cu%tomers are less IFi)kgI o gevelo a’ 9
surrounding regions like Auckland and the Bay : L ylode Pa
of Plenty relationship with those delivering services.

v' Larger urban centres, particularly Hamilton x  Covers a very large geogr_aphic area, which may
have the potential to cross subsidise rural areas ?eriagencs:ir:/aell]eensgses for service delivery and local
and smaller towns. P '

v Efficient delivery of reqional services that x  Taupd district is likely to have a limited voice at

L ry of reg . the unitary council table where the significant
require integration like transport, planning, and . L )
catchment management integrated decisions are made. Higher cross
9 ' subsidisation means more decisions are likely to

v/ Large organisational balance sheet and scale. be made at that table.

v" Provides a one stop shop for customers. x  Taupd district would be competing with the rest

v' Potential for cheaper Infrastructure delivery ?ef;gﬁrgZ??nU dnllct:;i“?]cross the region for
through the purchasing power of a large 9
organisation, however the large scale also x A large city will have different priorities and
poses risks that inefficiencies erode those challenges to those of the provincial towns and
savings. rural areas. Balancing of the two may be

v" Supports implementation of the new proposed difficult.
planning system, centred around a regional x  Greater risk of local service delivery gradually
spatial plan and makes delivery of the new being geographically centralised over time to
natural environment plan simpler. achieve economies of scale.

x  Local relationships may be less personal
between the unitary authority and iwi and hapa.

x  No clear evidence a unitary authority at this
scale would deliver the efficiencies expected.

% Risk of financial cross-subsidisation and rating
inequities, including the inheritance of existing
debt and liabilities.

x  Substantially greater implementation costs
compared to other options.

x  Travel distances across the region are
significant, appropriate arrangements will be
needed to ensure elected members can
participate fairly and effectively in council
meetings and associated responsibilities.
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Option B: A central North Island unitary authority including Ruapehu, Waitomo, Otorohanga, South
Waikato and Taupo district councils or various combinations of those councils.

Waitomo and Otorohanga district councils have resolved to submit their own proposal. In addition, Ruapehu
has indicated that they may not be in a position to offer formal support for a proposal at this time. South
Waikato appears to be more aligned with Rotorua Lakes and Taupd district. That means that a feasible Head
Start proposal based on a central North Island unitary authority model is unlikely to be possible.

However, there may be future opportunities to work with these councils depending on whether other
proposals are successful through the Head Start process, or the Backstop process provides sufficient
flexibility for councils to propose new amalgamation arrangements. This should be clearer following Cabinet
decisions in September.

Advantages Disadvantages

v' Greater likelihood that Taupd district retains x  May be more challenging to deliver at an
significant influence over planning and operational level given the large geographic
investment decisions relative to the single extent of the authority.

Waikato unitary authority. x  Less ability to cross-subsidise between large

v" Retains strong alignment with the Waikato River urban centres and smaller or rural communities,
catchment management frameworks, and with Taupd being the main urban centre.

Waikato River governance arrangements. % Including Ruapehu in this option makes it more

v" Dependent on the final arrangement, this option challenging to deliver the new planning system.
could support regional spatial planning and It means needing to coordinate with the other
coordination, however there would need to be councils in the Horizons region on spatial
coordination with other unitary authorities. planning and the natural environment plans.

v"Maintains established local iwi and hap % Catchment management becomes substantially
relationships, assisting with the implementation more complex. At the moment most of our focus
of joint management agreements and is on Lake Taup0 and the Waikato River.
Treaty-based arrangements. Including Ruapehu would mean needing to work

with other councils in the Horizons region to
manage the Whanganui River catchment along
with a number of other smaller catchments.
There are also new challenges associated with
coastal management.

v" The financial impacts on ratepayers in the
Taupo district are likely to be smaller than other
options. This option has relatively low levels of
existing debt to inherit.

v" We have established working relationships with
iwi in the South Waikato district. Introducing the
Ruapehu district would pick up a relatively small
area of the Ngati Tawharetoa rohe in the
northern part of the Ruapehu district.

% Amalgamating with Ruapehu district would
introduce a number of new iwi authorities that
Council does not have any existing relationship
with. There is also the likelihood that their rohe
would be fractured by separating Ruapehu from
the rest of the Horizons region with their natural
orientation toward the coast.

x  Other governance arrangements may be
required for regional functions such as roading,
catchment management, and planning.

x  The other districts potentially involved have
much higher levels of Government subsidies for
roading costs with large rural roading networks.
There is a risk that those subsidy rates are
reduced in the future transferring more costs
onto ratepayers.

Option C: A cross-boundary unitary authority that could include various combinations of Rotorua
Lakes, Ruapehu, South Waikato and Taupo district councils or various combinations of those
councils.

South Waikato and Rotorua Lakes councils are expected to consider the option of forming a new unitary
authority that could also include Taupd District Council. This option has a reasonable chance of being a
feasible Head Start proposal.
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Ruapehu district may not be a strong fit with those other districts given their communities of interest,
economic alignment and the challenges of the geographic separation. Given that, and the added
complexities that Ruapehu district brings, this option is most likely to be successful as a Head Start proposal
if reduced to South Waikato, Rotorua Lakes and Taupd districts.

Advantages Disadvantages

v This currently appears to be the only option for | %  This option crosses into the Bay of Plenty and if
Taup0 district to be part of a feasible Head Start Ruapehu was included, Horizons regions
proposal. creating more complexity for delivering the new

v" There are shared communities of interest and planning system.

housing markets between South Waikato, % The current Taup0 district would have a strong
Rotorua Lakes and Taup0 districts. voice at the unitary council table, however it
would likely be less than South Waikato and

v" A reasonably geographically compact unitary Rotorua combined

authority with three main urban centres. That
may make it easier to support the smaller rural | x Decision making may become less responsive
settlements and areas. That changes if to local issues and priorities. The main office
Ruapehu is added into the arrangement. may be in Rotorua based on it being the largest
urban centre with service centres in Tokoroa
and Taupd. That would move a significant
number of professional employment
opportunities from Taup0 to Rotorua.

v' Strong economic alignment with shared
industries (geothermal, agriculture, tourism) and
some shared labour markets.

v" Much simpler organisational structure than
single Waikato unitary authority making this
proposal less costly and simpler to deliver.

x  Multiple lake and river catchments that need to
be managed. This is likely to require
coordination with other council entities.

v" South Waikato, Rotorua Lakes and Taupd However, we already have working relationships
districts are all expected to continue to with both the Waikato and Bay of Plenty
experience reasonably high population and regions. Those strong working relationships do
economic growth. not exist with the Horizons region.

x  Integrated catchment management becomes
more difficult where catchments are fragmented,
and governance frameworks differ across
regions.

x  Some Iwi and Treaty Settlement areas/rohe may
be split by new unitary boundaries. That is likely
to be a more significant issue in the context of
Ruapehu and Te Awa Tupua (the Whanganui
River). That could be mitigated through
consideration of boundary adjustments in the
northern part of Ruapehu.

x  Regional service delivery could be more
challenging across multiple catchments and the
need to work with more subregional unitary
authorities to achieve integration.

% Without a structure that provides protection for
Taup0 district ratepayers, the financial analysis
of this option is the least favourable.

Option D: Don’t submit a Head Start proposal, remain as Taupo District Council and prepare for a
potential Backstop process.

The Head Start process is voluntary and designed for a small number of councils who are well progressed in
their planning. However, the Government has created an impetus for all councils to consider amalgamation
options now because of the threat of mandatory amalgamations through the Backstop process. There is a
risk that by not submitting a Head Start proposal now, Taupd District Council will have limited or no influence
over what a future amalgamation arrangement looks like.
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Based on the signals from the Government’s policy direction the most likely results of a future Backstop
process would be:

e An amalgamation of all the territorial authorities in the Waikato region into a single unitary authority
(excluding Rotorua Lakes), or

e Two or three subregional unitary authorities across the Waikato region.

There is also a reasonable likelihood that future amalgamations do not eventuate as a result of changing
Government priorities or a change in who makes up the Government.

Advantages Disadvantages

v" This would provide the time for Council to work | % Government may end up defining future

with other councils to better understand the amalgamation options and we may lose the
potential options and how risks or negative opportunity for local determination.
Effects on the Taupd district community could x There may be less options through Backstop if
e managed. .
some councils have already amalgamated

v" Council staff and elected members can focus on through the Head Start pathway. Those who are
existing priorities and delivering important organised and motivated may already be
services and infrastructure. amalgamated.

v" Allows Council to focus on implementation of x  We could be pulled into another Head Start
the new planning system based on current proposal as a nonconsenting authority, initiated
boundaries. This is particularly relevant given by other councils.

the speed at which the new system is expected

o be implemented. x  May result in limited local influence or control

over governance outcomes.

v" Provides the opportunity to continue to work
with other councils on future reform in a less
time pressured environment.

x  May lead to less optimal or less locally tailored
solutions.

x  Creates uncertainty in the interim period prior to

v Provides time to undertake meaningful ; L
final Government decisions.

engagement with iwi and the community on
amalgamation options. x  Could lose the momentum for change.

v Taupd District Council continues to operate until
at least 2031. Potentially longer if Government
priorities change or amalgamations don’t
become mandatory.

v" Avoids the risks associated with compressed
timeframes and rapid decision-making. This is a
significant decision with long-term
consequences for the community, not all of
which may be well understood at this stage.

v' Enables learnings from councils that have
pursued Head Start to be understood and then
applied to ongoing discussions about
amalgamation options.

ANALYSIS OF OPTIONS

Financial analysis

The following table sets out a summary of the key financial metrics for each of the options, where the
“Taupd” column represents Taupd District Council together with its allocated share of regional council
finances. The financial analysis sitting behind this summary table can be found in Attachment 2.

Other councils have also undertaken their own financial analysis to aid their decision-making. They may not
always align with Taupd District Council’s analysis because of different assumptions on aspects like
efficiency gains, a choice of different metrics or the use of different base data.
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The key takeaways from the financial options analysis are:

The key financial metrics are presented in a table below, showing the least favourable to most
favourable financial options against the current baseline (Taup0 District Council together with its
allocated share of regional council finances). This supports a summary that all options will be
unfavourable from the current baseline from a financial perspective. It is possible to structure an
amalgamation in a way that protects existing ratepayers, but doing so would require far more than
simply ring-fencing historical debt.

To genuinely prevent the transfer of financial obligations between communities, any debt ring-
fencing would also need to extend to the associated depreciation funding, operating costs, asset
renewals, local capital expenditure, and the rates that fund those activities. Without these
complementary measures, cross-subsidies are unavoidable, undermining the purpose of ring-fencing
and resulting in some communities contributing towards the historical investment decisions of others.

For the amalgamation options that present the largest financial impact to Taupd District, such as the
proposed options A and C, it may be possible to negotiate financial protections that reduce the
impact on Taupd district ratepayers. This is particularly important for Taupd District Council due to its
strong balance sheet. However, these negotiations would involve multiple parties with differing
financial positions and priorities. We also recognise while it may be possible to negotiate
arrangements that protect Taupd district ratepayers, doing so would create a more complex funding
and rating system that would need to operate for many years after amalgamation.

Even if these protections were achieved, they would largely only preserve Taupd district’s current
financial position, rather than create additional value for its ratepayers. This is supported by financial
metrics which are modelled after efficiencies and Taupd District Council’s strong balance sheet, AA
credit rating, and favourable borrowing costs, meaning the financial upside of amalgamation for
Taupd district ratepayers would likely be limited. This needs to be balanced against non-financial
metrics and the risk of Central Government intervention which forces Taupd district into a less
favourable financial position, without the ability to negotiate.

OPTION COMPARISON: KEY METRICS RANKED
(Ranked from Best to Worst)

Metric Better Direction Taupo Option A Option B Option C
Opex per RU ($000) Lower {, 5.20 5.23 5.34
Debt per RU ($000) Lower 4.32 3.74 7.89
Debt/Revenue Ratio Lower | 72.2% 64.3% 130.5%
Transport Asset Score Higher T 78.8 76.8 71.6
Building Asset Score Higher T 89.8 714 73.9
Operating Surplus Ratio Higher T 13.0% 5.6% 7.6%

LEGEND:

1st (Best)

BRI ath (worst

Taupo District is better off not amalgamating

Based on an assessment of the financial information and non-financial criteria, it appears that the Taupd
district would be worse off as a result of any of the potential amalgamation options that have been assessed.
This view is supported by:

Taupd District Council’s strong financial position with a high level of financial resilience as evidenced
by Taupd District Council’s relatively strong credit rating. This was also recently highlighted by the
Government’s support for Council to continue to deliver three waters services inhouse.
Amalgamating with other councils may result in the Taupd district community having to take on more
debt and subsidise infrastructure and costs of other districts.

The uncertainty about achieving supposed efficiencies. The Government’s policy position suggests
that large unitary authorities will be able to deliver efficiencies, however there is little evidence to
suggest that being bigger will achieve that. In the meantime, there would be substantial costs for the
community, in the tens of millions, to undertake a successful amalgamation process.

ltem 5.1
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The Government’s own objectives are aimed at facilitating quick amalgamation of councils who have
already been planning for this over many years. The reality is that Taupd district has not been having
those discussions, there has not been the imperative given the position the Council is in. In contrast,
there are other councils around the country facing significant financial pressures, closely sharing
housing and labour markets and having closely related infrastructure needs.

The pressing need to implement the new planning system. The bills to replace the Resource
Management Act 1991 are expected to be enacted in September 2026. That will kick off an intense
period of four years where regional spatial plans, natural environment plans and land use plans will
all have to be created. This is a massive undertaking in tight timeframes. Taupd district would be in a
stronger position to take on this generational change in the planning system without the challenges
of simultaneous amalgamation.

The absence of any coastal marine area which would make it simpler for Taupd District Council to
take on the regional council functions as a unitary authority. There would still be some challenges
bringing specialist skills into the organisation, although many of those services are already delivered
from the local Waikato Regional Council office which could assist with the transition.

A subregional approach is better if amalgamations become mandatory

While Taupd District might be in a strong position on its own there remains the threat of mandatory
amalgamations as part of a future Government process. If that were to eventuate then there are risks to
Taup0 district being pulled into a single Waikato unitary authority:

We would have limited representation in decision-making, particularly where decisions impacted the
wider region.

We would probably be competing with the large urban centre of Hamilton and surrounding urban
centres that support it. Our growth priorities and economic development may not be prioritised.

Taupd would probably become a service centre resulting in the loss of a substantial number of
professional jobs from the local economy.

The Taupd district community would probably need to help fund the debt of high growth councils
even if there was some interim ring-fencing.

While the region might have a strong voice with Government given its size our own issues might get
sidelined.

The sheer size of the region raises concerns that the areas at the extremities like our own will get
poorer service delivery or that service delivery might degrade over time through centralisation.

A unitary authority at such a scale has more potential to become a bloated bureaucracy actually
costing more rather than delivering cost efficiencies for the Taupd district community.

There may be less flexibility around how local board structures and financial delegations could be
set up, with a standardised approach more likely to be applied compared to a smaller subregional
approach.

In contrast, forming a smaller subregional unitary of three or four existing districts would enable Taupo
district to:

Have a stronger voice on significant unitary decisions, even if Taupo district has a minority of the
elected representatives.

Argue for bespoke local board structures with associated financial delegations, helping to ensure
that many of the decisions that impact the local community can continue to be made locally.

Have a stronger case for maintaining local service delivery regardless of where the main office might
be located.

Promote our own urban growth and rural priorities. There would be less competition for resources
and more likely to be a mutually supportive approach.

Take advantage of greater purchasing power that comes with a unitary authority with a scale of more
like 100,000 residents, while avoiding the inefficiencies that can come with much larger
organisations.

ltem 5.1
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e Take a less complicated pathway to transition to the new planning system. Forming a smaller
subregional unitary authority is likely to be more deliverable in parallel to the new planning system.
There would still be some challenges having to integrate with surrounding unitary authorities.

There are limited subregional options

We have looked at a range of neighbouring councils to gauge what a subregional unitary could look like.
There is no perfect amalgamation arrangement with a variety of challenges and opportunities outlined in
Attachment 2.

We know that Waitomo and Otorohanga districts have resolved to submit a Head Start proposal. That
currently removes the option for Taupd district to join with them in a subregional option, however that could
change depending on Cabinet decisions in September.

Similarly, discussions to date have indicated that council papers to South Waikato and Rotorua Lakes
Councils will consider the option of a joint proposal that could include Taupd District Council. Joining that
proposal is realistically the only option that Council has if there was a desire to be part of a Head Start
proposal now.

We have had discussions with Ruapehu District, but more time is required to better understand how they
could form part of a subregional unitary authority with other councils that provided long-term benefits to the
community of the Taupd district.

By waiting for the Cabinet decisions in September, Council keeps options open and can make decisions
when there is more information available. The Cabinet decisions will provide an indication of what scale of
subregional unitary authority the Government is willing to approve and how open they are to cross boundary
arrangements. If both of the above proposals are successful it also opens the possibility for Taupd District
Council to argue to become a single unitary authority.

The risk that we are trying to manage is being forced into mandatory amalgamation of all the Waikato into a
single unitary authority. At this time we don’t know how real that risk is, however waiting until September will
help us gauge the degree of risk and then make informed decisions about which subregional option might
best help us mitigate that risk. Waiting for more information is attractive but does come with the risk that
there is no opportunity to join a subregional proposal that has already been submitted, leaving Council to
work through a future Backstop process with less leverage.

This approach is more attractive than rushing into a potentially suboptimal amalgamation arrangement now,
sacrificing the long-term outcomes of the Taupd district community for short term certainty.

NGA HIRAUNGA | CONSIDERATIONS

Nga Aronga Piitea | Financial Considerations

No funding has been provided for work related to potential amalgamation processes in the 2026/27 year or
subsequent years.

There are a number of different decisions that are open to Council at this point in the process, each with their
own financial consequences.

Waiting until September for Cabinet decisions will provide more information around potential risks and
subregional options. At that stage Council could weigh the likely costs of joining a subregional proposal. The
expectation is there would be a need for substantial external support to progress through the detailed
proposal design phase in a short space of time before March 2027. Best estimates at this early stage simply
to get to the detailed design stage put those costs at between $700,000 and $1,000,000 (excluding GST),
however there is substantial uncertainty around those costs.

In response to public feedback, advice is being sought regarding the ongoing protection of Council’s Taupo
Electricity (TEL) fund as an important community asset in the case of any amalgamation.

Looking further into the future, the amalgamation of council organisations comes at significant costs to
ratepayers. While transition costs have been assumed to be debt funded by the new entity, there would be
transition costs that would fall to existing entities, such as redundancies, data transition, aligning computer
systems, and using consultants to help fill resourcing gaps. No detailed work has been done for Taupd
District Council, with the scale of a future amalgamation proposal driving the likely costs.

In terms of the financial analysis found in Attachment 2, it is important to note that has been conducted in the
limited time available and was primarily collected from publicly available information, with some verification
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completed with councils as required. The financial analysis was also supported by Artificial Intelligence (Al),
particularly with the outputs and objective/fairness checks (rather than data collection and composition itself).
Financial data was collected manually, with an internal peer review completed to support accuracy.

The main financial metrics were budgeted metrics at a set point in time - 30 June 2026 (from 2025/26 Annual
Plans), which was the most up to date financial information available at the start of this process. This was
also supported by data from the 2024/25 Annual Reports, 2025 Water Service Delivery Plans, and other
publicly available financial information. Financial information from the 2026/27 Annual Plans was available
nearer to the end of this process and was collected and compared to 2025/26 data but council officers did
not replace the dataset in the final metrics due to additional complexities with the transition of water services
for most councils. The longer-term outlook was gathered from Councils’ Long-term Plans, asset
management plans, valuations, and other available data.

Nga Aronga Ture | Legal Considerations

Part 3 of the Local Government Act 2002 provides processes for the reorganisation of councils. The reality is
that those processes have proven time consuming with hurdles that are hard to overcome. The Government
has recognised those limitations and proposed the Head Start pathway as an alternative.

At this point the Head Start and Backstop processes that the Government has been promoting are only a
policy direction. They will require new legislation to enable them to have actual effect. The Government has
indicated that new legislation is being planned for 2027 assuming that they are re-elected.

The Government has been pushing the Head Start process at pace, however the reality for councils is that
the decision-making requirements in Part 6 of the Local Government Act still need to be complied with. This
is particularly challenging when it comes to section 78 that requires a Council to give consideration to the
views and preferences of persons likely to be affected by, or to have an interest in, the matter.

The tight timeframes have meant that Council has not been able to undertake the level of engagement with
the community that would normally be the case. A summary of the results of the public survey and feedback
from iwi authorities has been attached to this report to help guide Council’s decision-making.

If Council decides to join a Head Start proposal there would be the opportunity to undertake more detailed
engagement during the design phase, between October 2026 and March 2027, before deciding whether to
submit a final proposal.

Nga Hiraunga Kaupapa Here | Policy Implications

This is a workstream that was not anticipated in the Annual Plan 2026/27 or the current version of the Long-
term Plan.

A decision to join a proposal for amalgamation would have far reaching implications for the organisation and
the community. Council’s policy framework would be overhauled as part of transitioning to a new
organisation. That has the potential to create a period of uncertainty for the community in terms of strategic
direction and transparent, consistent decision-making.

Te Korero tahi ki te Maori | Maori Engagement

Taupo District Council is committed to meeting its statutory obligations including in relation to Te Tiriti o
Waitangi/Treaty of Waitangi principles, consideration of Maori interests and meaningful engagement with
Maori. In meeting its statutory obligations, Council is committed to acting reasonably and in good faith and
consistently with a partnership-based approach. Te Tiriti/Treaty principles include but are not limited to active
protection of Maori interests, informed decision-making and enabling effective Maori participation in Council
processes.

In line with these obligations and commitments we’'ve made Council has undertaken a series of hui with iwi
partners. These have been focused on explaining the Government’s process, how it potentially impacts
Council, the proposed options and decision-making process that Council is using.

The feedback that has been received is attached and has helped inform the assessment of options. In
particular, there has been a focus on:
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e How water management can be undertaken in an integrated way.
e Maintaining the integrity of the rohe.
e Preserving and implementing existing agreements and Treaty settlement obligations.

e Enabling iwi representation and involvement in future decision-making processes along with
appropriate funding and resourcing to enable that involvement.

Nga Turaru | Risks

The primary risk we are concerned about is being pulled into a single Waikato unitary authority by a future
Government process. We are unsure how real that risk currently is and propose to mitigate that by waiting for
Cabinet decisions in September. At that stage we could then decide if a subregional option would be
required to mitigate that risk and if so which option would be best for the Taupd district.

Council has decision-making requirements in the Local Government Act 2002 that need to be met. This is
challenging in the face of the Government’s curtailed timeframes. Council can partially mitigate this risk by
undertaking further engagement as part of the detailed design phase if a proposal is lodged. This risk is
decreased if Council adopts the approach signalled in the recommendation at the start of this report.

Iwi authorities have expressed deep concerns about the potential risks to their established relationships and
agreements with Council. This needs to stay forefront as part of Council’s decision-making now and as part
of any future work on amalgamation options.

Being part of a successful proposal approved by Cabinet brings a new set of risks for Council. There would

be a substantial amount of work required in a short matter of months to prepare a final proposal. That would
drive the need for a large amount of unbudgeted expenditure and there would be a very significant drain on
existing staff resources.

There are specific risks for the development of the next Long-term Plan if a Head Start proposal were to be
successful. The Long-term Plan development will be peaking at exactly the same time that the detailed
design of the Head Start proposal is demanding substantial time from the Executive team and elected
members.

This process has been very challenging for our neighbouring councils. There are risks that our good working
relationships are undermined by the pressures created by this process. We have tried to manage those risks
through open dialogue at governance and staff levels and by avoiding proposals that force other councils to
be part of a proposal. Maintaining respectful relationships is key to achieving sustainable long-term change.

The threat of future amalgamation has been disruptive for staff worried about change that they don’t fully
understand. This has the potential to adversely impact staff engagement and retention. The Executive team
have been actively addressing this risk through open communication and engagement with staff.

TE HIRANGA O TE WHAKATAU, TE TONO RANEI | SIGNIFICANCE OF THE DECISION OR PROPOSAL

Council’s Significance and Engagement Policy identifies matters to be taken into account when assessing
the degree of significance of proposals and decisions.

Officers have undertaken an assessment of the matters in the Significance and Engagement Policy (2022),
and are of the opinion that the proposal under consideration is of high significance. This means that Council
needs to take a considered and thorough approach to meeting the decision-making requirements in the
Local Government Act 2002.

Officers have undertaken a substantial assessment process that has been documented in this agenda report
and attachments demonstrating how Council has adhered to those decision-making requirements.

Realistic efforts have been made to ensure that Council has an idea of the views and preferences of those
who might have an interest in the matter. However, if Council is going to be part of a Head Start proposal it is
recommended that further detailed engagement with the community occurs prior to any final proposal being
considered for lodgement in March 2027.
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TE KORERO TAHI | ENGAGEMENT

Engagement took place with the community via a survey, face to face meetings and through communications
via the Council website and social media channels. A summary of the results has been attached to this
report and elected members have been provided with full copies of the original community feedback.

While the community has been able to express their thoughts on potential amalgamation options, they have
not had the ability to review the assessment material attached to this report. Nor have they been able to
express their views on the four options that elected members asked officers to investigate.

The Government’s tight deadline has made it impossible for any further rounds of engagement prior to this
decision being made on 28 July. If Council is going to continue to explore amalgamation options, it is
important that engagement is built into the review process.

TE WHAKAWHITI KORERO PAPAHO | COMMUNICATION/MEDIA

Council’s decision in relation to this matter will be communicated to the community via a proactive media
release, through digital media channels and through direct communication with Council’s iwi partners.

WHAKAKAPINGA | CONCLUSION

The Government has created the Head Start pathway for councils who are ready to amalgamate. They
intend to bypass the existing difficult processes in the Local Government Act 2002 and set up a new
legislative pathway. At this point the process is voluntary, however the Government has made it clear that
the remaining councils across the country will eventually be amalgamated into a series of unitary authorities.

Faced with the possibility of mandatory amalgamation Council has asked officers to investigate whether
there are feasible and attractive amalgamation options. This report responds to that request and sets out the
assessment of four potential options.

It is clear that Taupd District Council is in a good financial position compared to many of our neighbouring
councils, and that amalgamation is unlikely to provide a net improvement for the Taup0 district community.

However, the threat of future amalgamation is still there. Being required to be part of a single Waikato unitary
authority would likely have negative consequences for the Taupd district. Instead, the options analysis
suggests Taupo district would be better off as part of a smaller subregional unitary authority.

To help manage that risk it is recommended that Council wait until Cabinet makes decisions in September.
That will help clarify how real the risk of a single Waikato unitary authority is, whether other subregional
proposals have been successful and which options would best help Council mitigate the risk.

NGA TAPIRIHANGA | ATTACHMENTS

Background Information for Head Start Options Analysis §

Head Start Option Assessment 1

Supporting Information I

Head Start Pathway - Government policy document §

Guidance for Head Start outline proposals 4

Taupd District community survey results summary - June 2026 §
Written feedback from iwi authorities §

Waikato Regional Council presentation on regional council functions §

ONOORWON =
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Background information

Key terms

1. Head Start Pathway

The Government's fast tracked amalgamation process for local government. Territorial authorities
have three months (from 5 May to 9 August 2026) to prepare proposals for the amalgamation of
councils to form unitary authorities. Territorial authorities can decide not to participate in Head Start.

2. Backstop

A mandatory amalgamation process for Councils that are not selected to participate in the Head
Start process. The details for this process are currently unknown. Based on information available at
this time, timing is expected to result in new unitary authorities being in place by the 2031 local body
elections.

3. Territorial authority

Responsible for a wide range of local services including roads, management of solid waste, libraries,
parks and reserves, recreation services, local regulations, community facilities and economic
development, policy and planning. A number of territorial authaorities still deliver and manage water
services.

4. Regional council

Regional councils play a core role in the management of natural resources including land, air, and
water; supporting biodiversity and biosecurity; providing regional transport services and the
management of natural hazards and climate change.

5. Unitary authority

The Government is seeking to establish unitary authorities. These are a combination of both territorial
and regional councils, who deliver both functions and services to the areas they serve. An example of
an existing unitary authority is the Gisborne District Council.

6. Asubregional proposal

A subregional proposal involves only some of the councils in a region being grouped together to form
anew unitary authority.

7. Cross-boundary groupings

A cross-boundary grouping would include territorial authorities that are not located within the same
region. These groupings need to consist of two or more territorial authorities.

8. NMNew planning system

This refers to the replacement of the Resource Management Act (RMA) with two new pieces of
legislation: the Planning Bill and the Natural Enwironment Bill. The Planning Bill introduces integrated
spatial planning through Regional Spatial Plans alongside new Land Use Plans to guide land use and
development. The Matural Environment Bill establishes Matural Environment Plans to manage
resources within environmental limits. All three plans will be consolidated into a single regional
combined plan.

9. Catchment management

Integrated planning and management of land, water, and natural resources within a river or lake
catchment, taking a holistic approach to matters such as ecosystem health, water gquality,
biosecurity, and flood protection.

10. Representation (Elected Members/Councillors)

(1]
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Taupd District Council's current representation arrangements are based on the statutory 210 percent
rule. For our district this equates to approximately one councillor for every 2,900-3,600 residents. The
Council currently comprises a Mayor and 12 councillors.

Head Start proposals can propose bespoke representation arrangements to accommaodate
amalgamation scenarios, however it is unlikely that the Government would support a wide variation
of representation models across the country.

A good outcome for the Taupo District

11. Council have identified the following outcomes that describe what a good amalgamation
arrangement should deliver for the Taupd community. There is no weighting between the different
outcomes. It may be that these outcomes can be achieved via a number of amalgamation
arrangemants.

a. Decisions on important local issues are made locally.
b. We have a strong voice on the significant decisions made by a unitary authority.
Community infrastructure continuas to meet our needs and is delivered when we need it.

[
d. Local services continue to be delivered in a timely manner.

e. Our key drivers of our economy are supported.

f.  The Vision and Strategy for the Waikato River continues to be delivered.

g. Existing Treaty based settlement agreements, arrangements and obligations are upheld.
h.  Qururban growth and rural priorities are met so we are not held back.

Our environment is protected, particularly through the integrated management of the Waikato
River, Lake Taupo and its tributaries.

i.  We consider the potential liabilities associated with new or amplified natural hazard risks such
as tsunami, sea level rise, coastal erosion and inundation.

k. Any new unitary authority should be financially resilient over the long term and ensure financial
impacts on the Taupo community are mitigated.

The practicable options

12. A Head Start proposal must come from two or more territorial authorities (city or district councils).
The group must either:

. represent a majority of the territorial authorities directly affected, or
. represent a majority of the population in the affected area.
13. Proposals can:
. Cover all or part of a region.
. Include neighbouring councils from different regions (where it makes sense).

. Result in one or more unitary authorities (generally one, but in some cases two or three per
region).

14. Taupd district currently sits within four regional council boundaries - Waikato, Bay of Plenty, Hawkes
Bay and Horizons (Manawatd-Whanganui) Regional Council.

15. Based on the above criteria and work undertaken to date, there are four broad options that are being
investigated by Council with no identified preference:

« Option A: Form a single unitary authority with all other councils in the Waikato region.

(2]
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» Option B: Form a central Morth Island subregional unitary authority including various
combinations of Ruapehu, Waitomo, Otorohanga, South Waikato and Taupo district
councils.

+  Option C: Form a cross-boundary unitary authority that could include various combinations
of Rotorua Lakes, South Waikato, Ruapehu and Taupo district councils.,

+ Option D: Don’t submit a Head Start proposal, remain as Taupo District Council and
prepare for a potential Backstop process.

Opportunity for subregional unitary authorities

16. The Government has signalled that it is open to considering subregional outline proposals where
there is an improvement of outcomes for the whole region. Any such proposal will clearly be
considered within the context of the broader region suggesting that proposals that only have a benefit
for part of the region to the detriment of other parts are less likely to be successful.

17.

18.

For subregional proposals the Government is interested in:

a.

b.

How the delivery and governance of regional services will be improved.

How different subregional unitary authorities could work together to deliver regional planning
outcomes and regional services such as catchment managementin an integrated way despite
being separate crganisations.

Whether the subregional approach delivers better outcomes for communities of interest or
labour market areas. Conversely, they want to understand whether there would be some
communities that would be negatively impacted.

Why a subregional approach would deliver better outcomes compared to a single regional unitary
authority.

How regional functions and services might be delivered if only part of the region is amalgamated
through Head Start.

The Government is very clear that any subregional unitary authority formed through the Head Start
pathway would still be required to contribute to the development of the first regional spatial plans
based on existing regional boundaries. Once new unitary authority boundaries are confirmed there is
likely to be a rationalisation of the regional spatial plans to better align with the new regional
boundaries.

(3]
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Option A

A single unitary council for the Waikato region

All the territorial authorities in the Waikato region, excluding Rotorua Lakes, would combine to form one
unitary authority.

There could be further discussion about whether any boundary adjustments take place for the likes of the
Rotorua and Taupo districts where parts of the district are in adjacent regions. There has been insufficient
time to progress discussions about potential boundary adjustments as part of this options analysis. That
could be signalled as an area for further investigation as part of any Head Start proposal that is lodged.

There would be a group of elected members who would form the new unitary council, making decisions
that have impacts across the region. Based on current legislation, that representation would be based on
population with larger urban areas having more elected representatives than less populated areas.

The expectation is that there would also be groups of elected members chosen to represent local
communities at more of a district scale - like the local boards in Auckland. They could make decisions
and have financial delegations that only impact their local communities.

The assumption is that service centres would be located at strategic points across the region, including
Taupd town, with frentline operational staff to deliver services like animal control and reserve
maintenance. The head office staff looking after functions like IT, human resources, planning and asset
management would likely be located in Hamilton.

Haurahi

Matamata
Piako

South
Winikata

(1]
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Criteria for Government and the Taupd community

Economies of scale

Central Government has suggested that larger entities are fundamentally more
efficient than smaller ones. However, there is little evidence to suggest that
population alone delivers any efficiencies’. Population density is however strongly
correlated with efficiency when it comes to the provision of capital-intensive
services such as transport, water and wastewater. It is important to note that
fundamentally none of the proposals that could be submitted to government alter
the density of existing districts or urban centres. This means that minimal efficiency
gains can be expected from any proposal with respect to infrastructure.

Numerous studies cite a U-shaped efficiency curve when it comes to the size of
local government authorities. They suggest that optimal sizes range between
60,000 and 100,000 people® ®. This single unitary model would have a population of
over 500,000,

Alarge unitary authority may provide a greater resource pool and therefore
opportunities to innovate and improve delivery. Things like creating centres of
excellence for asset management, introducing new digital tools, and removing
single person risks with larger teams.

Delivery of regional services that traverse most of the region, like catchment
management and integrated transport planning, would probably be most efficiently
delivered via this option.

However, given the size of an all of Waikato unitary authority, from both a population
and geographic extent, any efficiency gains may be absorbed by increased
complexity, multiple layers of decision-making and split attentions. At that scale
there is also a greater risk of reduced accountability to the more remote
communities of the region.

' Does size matter? The impact of local government structure on cost efficiency, New Zealand
Infrastructure Commission July 2022 (https:/tewaihanga.govt.nzfour-work/research-insights/does-size-
matter-the-impact-of-local-government-structure-on-cost-efficiency)

? Drew, ., Kortt, M. A., & Dollery, B. (2016). Did the Big Stick Work? An Empirical Assessment of Scale
Economies and the Queensland Forced Amalgamation Program. Local Government Studies, 42(1), 1-14.
* Governance Options for the Wellington and Wairarapa Regions: An Economic and Financial Assessment
(IDB-Advisory-Assessing-regional-governance-options-2013. pdf)

(2]
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Financial resilience and impacts on the Taupo community

The financial analysis indicates this option is unfavourable for Taupo when
compared with the baseline (Taupd District Council together with its allocated
share of regional council finances).

A single Waikato unitary authority would have a larger balance sheet and greater
overall financial scale. While this option provides the greatest opportunity for
efficiencies, the modelling shows higher operating costs per rating unit than the
Taupd baseline, even after optimistic efficiency assumptions. This creates risk in a
future rates cap environment, where higher operating costs could reduce the ability
to maintain current service levels.

Option Ais also less favourable for debt measures due to the higher debt levels of
some councils in the grouping and would likely involve significant transition costs
because of the scale and complexity of merging 11 councils.

1

e Asset condition also needs to be considered alongside the financial metrics, asitis
nEEE a predictor of future renewal demand, capital expenditure and asset-related

liahility. The financial analysis indicates that the Taupo baseline is the most
favourable for transport assets, while Option A has the strongest transport asset
score of the amalgamation options. However, building asset scores remain less
favourable than the Taupo baseline. This means Option A may still expose Taupo
ratepayers to comparatively more future renewal and capital investment pressures
across a much larger asset base.

As with Option C, itis possible to negotiate financial protection for Taupo
ratepayers but would require complex and long-running funding and rating
arrangements, not just debt ringfencing. These things would likely protect Taupd's
financial position, rather than improve it but it is recognised that this needs to be
balanced with non-financial factors and the risk of a government decision without
the ability to negotiate any ring-fencing.

Further detail is provided in the financial analysis section.

Deliverability

There are challenges making this option deliverable. It requires the support of most
if not all of the councils in the region to be successful, which is unlikely in the short
term under the timeframe available for Head Start. It would likely require the
additional time via the Backstop process to coordinate all the parties and achieve a
reasonable level of buy in.

Implementing this option will involve 11 councils merging into one new entity. That
is expected to be very complicated, not only in terms of the new operational
arrangements but also in terms of the new governance arrangements. As an
example, the complicated Auckland amalgamation process only involved eight
councils in a much smaller geographic area,

While transition costs have been assumed to be debt funded by the new entity,
there would be transition costs that would fall to existing entities, such as
redundancies, data transition, aligning computer systems, and using consultants to
help fill resourcing gaps.

(3]
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Supports the new planning system
This option aligns well with the new planning system.

Given that most of Taupd District falls within the Waikato Region, and the new
combined plan for the Waikato region will be prepared on a regional basis, there are
likely to be benefits from maintaining alignment with existing regional boundaries.
An amalgamated Waikato region would support a more coordinated approach to
O spatial planning and reduce the complexity that could arise from changes to
governance boundaries during the implementation of the new planning framework.

However, the challenge with this option is that a Head Start proposal requires
confidence that the new combined plan can be delivered in parallel to a proposed
amalgamation process. It is highly unlikely that could be achieved in the
timeframes that the Government has indicated for both the Head Start and new
planning system processes.

Simplifies local governance

A single unitary authority for the entire region would be very effective at simplifying
local governance, consolidating two tiers of local government and 11 councils.

From a customer perspective it would be clear where to go for all local government
matters. Howewver, there could be some challenges for customers dealing with an
organisation located physically remote from them, and at a scale where it is much
harder to have a personal relationship and interaction with the people delivering the
services.

There would still need to be at least one other layer of elected members who could
make local decisions that have a limited impact on other areas. As has been
observed with the local board arrangement in Auckland, any local decision-making
hodies would need to have suitable decision-making and financial delegations to
be truly effective. That could be harder to achieve with a single unitary where there
may be less opportunity for bespoke arrangements compared to smaller unitary
authorities.

Maintains local voice

The benefits of scale and integration of regional service delivery that this option
provides contrast directly with the loss of local voice.

Decisions that impact communities across the region would sit with an elected
unitary council, Given population across the region, Taupo district may have only
limited representation at the table, While the district would continue to have a voice

ONN®] in regional decision making, that voice would be one among many. Influence over
the big decisions made by a unitary is likely to be limited.

o There is the opportunity to propose a lower layer of elected member representation

H to make decisions about matters that are largely limited to impacts on local areas.
These could operate like the local boards in Auckland and make decisions on
matters like local bylaws and place-making.

Such arrangements could help retain local decision making on issues important to
Taupd communities. However, the effectiveness of these mechanisms would
depend on the scope of delegated authority, funding arrangements, and the extent
to which decision-making powers are retained by the unitary council. This could
also be challenging given the higher level of cross subsidisation.

(4]
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Infrastructure and service delivery

Community infrastructure may well be delivered more cost effectively given the
larger organisation would have good purchasing power. However, there would be
competition from communities right across the region for the limited resources. The
fﬂ Taupo community would need to make a case for investment alongside all the other
ﬁ communities.

@ The expectation is that there would likely be a local service delivery office located in
Taupd. However, that is not a guarantee and there is a risk that over time a single
unitary authority may choose to further consolidate service delivery to reduce
costs. As an example in our local context, over many years we have seen some
services that were previously delivered in Trangi being consolidated into a district
wide delivery model for efficiency and staff wellbeing reasons.

Economic drivers and growth priorities

There are risks that the growth priorities for communities of the Taupd district are
not met in a timely manner. There would be competition from communities across
the region for the same resources and funding with areas of high growth and poor
existing infrastructure likely to be prioritised. As an example, investment in growth
related infrastructure in the dense metropolitan centre of Hamilton is likely to
deliver more housing per dollar compared to Taupd.

There are some synergies across the wider Waikato region in terms of economic
drivers like agriculture, pockets of high tourism activity and forestry. A unitary
authority at this scale would represent a substantial economic unit. Undoubtably it
would have significant national influence. That could be important when it comes
to competing with Aukland and the Bay of Plenty for Government investrment.

However, there are also risks that operating at a whole of the region scale moves the
primary focus of effort to the strong agricultural base in the lower Waikato and the
services concentrated in the Hamilton urban centre. Taupd may become less
important in that context and struggle for economic support resources and
investment.

Vision and Strategy for the Waikato River and Treaty settlement obligations

This option retains the current Waikato Regional Council boundary, enabling an
integrated catchment-based whole-of-wai and whole of awa (Lake Taupd and the
Waikato River) approach that supports Te Ture Whaimana o Te Awa o Waikato
(Vision and Strategy). This supports Council in meeting partnership obligations that
have come out of Treaty settlements, including existing Joint Management
Agreements (JMAs). Consolidating the 11 Waikato councils into a single unitary
authority would make it easier for the relevant iwi to work with local government to
.‘Qp achieve the Vision and Strategy.

Q U:ﬁ)j While this option would retain Taupd's existing Treaty settlement and co-

governance arrangements, it would also incorporate a significant number of
obligations from across the wider region, including 178 Treaty settlement
obligations, 215 Joint Management Agreement obligations, 27 co-managed land
agreement obligations, 77 upcoming Treaty settlement obligations, seven
settlements yet to reach Bill stage, seven pending Mana Whakahono a Rohe
arrangements, and 80 statutory acknowledgement areas. Collectively, these
arrangements represent a substantial governance and operational responsibility
and would require a high level of organisational capability to effectively manage
relationships and meet statutory obligations across the region.

(5]
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Matural Hazards & Emergency Management

This entire region model would encompass a diverse range of natural hazards, from
coastal hazards in Thames-Coromandel to the volecanic and earthquake risks
associated with the Taupo Volcanic Zone. While a regional approach may provide
greater capability, some of Taupd's hazard issues are unigue and will require
specific focus within a wider Waikato hazard management framework.

Onone hand a single unitary provides the opportunity to pool substantial resources
to deal with natural hazards. On the other hand, it creates a situation where the
people of the Taupd community would then be contributing to deal with high-cost
hazard areas.

Taupo is already an active participant in the Waikato Civil Defence Emergency
Management Group and is connected to the Waikato Group Emergency
Coordination Centre (GECC). The GECC provides regional coordination for large-
scale emergency events, shared expertise, and shared funding of regional response
and recovery capability. While a Waikato-wide amalgamation would maintain
Taupd's existing connection with the GECC, some of Taupa's hazard risks are
closely aligned with the central North island and Bay of Plenty. Accordingly, strong
cross-regional emergency management relationships would remain important
under any future governance arrangement.

Indication of representation based on population

X

XX

#  This option would have an overall population of 535,071 with the current population of the
Taupd district being approximately 8% of the overall population.

*» The actual governance arrangements of any future unitary authority would need to be the
subject of further negotiations between the parties as well as being subject to current or
future legislative requirements.

(6]
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Potential opportunities

¥ Simplest governance arrangement with one Council replacing 11 councils in two separate layers
of local government. This aligns well with the Government’s Head Start guidance.

¥ Oppaortunity for cost efficiencies through consolidating services, although evidence for achieving
cost efficiencies is not strong, particularly when organisations become very large like this one
would be.

v Provides a strong single entity with significant ability to advocate to Government on regional
priorities. Would help to balance the influence of surrounding regions like Auckland and the Bay
of Plenty.

¥ Larger urban centres, particularly Hamilton, have the potential to cross subsidise rural areas and
smaller towns.

v Efficient delivery of regional services that require integration like transport, planning, and
catchment management.

Large organisational balance sheet and financial resilience.

Provides a one stop shop for customers.

Potential for cheaper Infrastructure delivery through the purchasing power of a large
organisation.

¥ Supports implementation of the new proposed planning system, centred around a regional
spatial plan and makes delivery of the new natural environment plan simpler.

Potential challenges

¥ Larger organisation may mean more layers of management, complex operational decision-
making and less innovation.

X The short-term transition is likely to be very complex and therefore disruptive to the delivery of
the new planning system. It is unlikely that the two changes could be made in parallel.

% This option is likely to be the most expensive in terms of implementation costs for the councils
involved given the substantial scale and complexity of merging 11 organisations.

®  Difficult for customers dealing with an organisation that is physically remote, meaning customers
are less likely to develop a relationship with those delivering services.

x  Covers avery large geographic area, which may create challenges for service delivery and local
responsiveness.

x  Taupd is likely to have a limited voice at the unitary council table where the significant integrated
decisions are made. Higher cross subsidisation means more decisions are likely to be made at
that table.

% Taupd would be competing with the rest of the communities across the region for resources and
funding.

x  Alarge city will have different priorities and challenges to those of the provincial towns and rural
areas. Balancing of the two may be difficult.

x  Greater risk of local service delivery gradually being geographically centralised over time to
achieve economies of scale.

¥ Localrelationships may be less personal between the unitary authority and iwi and hapu.

Mo clear evidence a unitary authority at this scale would deliver the efficiencies expected.

[7]
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% Risk of financial cross-subsidisation and rating inequities, including the inheritance of existing
debt and liabilities.

¥ Substantially greater implementation costs compared to other options.

¥ Travel distances across the region are significant, appropriate arrangements will be needed to
ensure elected members can participate fairly and effectively in council meetings and
associated responsibilities.

(8]
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Option B

A central North Island unitary authority including Ruapehu, Waitomo,
Otorohanga, South Waikato and Taup0 district councils or various
combinations of those councils

A subregional unitary authority is one that involves only some of the councils in a region. The Government
has indicated that for large and complex regions it is open to considering subregional outline proposals
that improve the outcomes for the region as a whole. In larger more complex regions, like the Waikato,
two or at most three subregional unitary authorities could be considered.

Taupo district could be part of a subregional unitary authority that combines a number of councils in the
southern part of the Waikato region. That would achieve the Government’s intention of only having two or
three subregional unitary authorities. A variation could alse include Ruapehu District Council, given their
close proximity, making it a cross-regional proposal as well.

This option would leave the balance of the Waikato region needing to be reorganised into one or two
subregional unitary authorities. There are a number of subregional unitary authority options being
explored by other councils in the region. Matamata-Piako, Hauraki and Thames Coromandel all sit
outside of the Waikato River catchment, creating less certainty about where they might sit in terms of a
naorthern or southern subregional unitary authority or indeed potentially a third unitary authority.

The Head Start timeframe does not allow for a detailed review of district boundaries. Given more time, it
may be worth considering whether boundaries better reflect communities of interest, catchments, or
rohe, particularly in Ruapehu where northern areas are more connected to Taupd and southern areas to
Whanganui.

Otorchanga

South
Waikato

Waitomo

Taupe

Ruapehu

(9]

Item 5.1- Attachment 2 Page 30



Ordinary Council Meeting Agenda 28 July 2026

Criteria for Government and the Taupd community

Economies of scale

Central Government has suggested that larger entities are fundamentally more
efficient than smaller ones. However, there is little evidence to suggest that
population alone delivers any efficiencies®. Population density is howevear strongly
correlated with efficiency when it comes to the provision of capital-intensive
services such as transport, water and wastewater. It is important to note that
fundamentally none of the proposals that could be submitted to government alter
the density of existing districts or urban centres. This means that minimal efficiency
gains can be expected from any proposal with respect to infrastructure.

Numerous studies cite a U-shaped efficiency curve when it comes to the size of
local government authorities. They suggest that optimal sizes range between 60,000
and 100,000 people® ®. This proposed entity would be marginally above the upper
band of this range with 102,800 people.

The current delivery of many regional services is cross subsidised by the large urban
population in Hamilton City. Moving to this unitary model in the south of the region
with its very large land area and relatively small population could pose funding
challenges in terms of delivery of regional services. Including Ruapehu exacerbates
those cost tensions further. It also increases an already extensive rural roading
network that is heavily reliant on Government subsidies further.

Financial resilience and impacts on the Taupd community

The financial analysis indicates this option has the least unfavourable financial
impact of the amalgamation options assessed, although it is still less favourable
than the Taupo baseline overall,

Option B performs comparatively well on debt measures, with low debt across the
councils included in the option. Howewver, the modelling still shows operating costs
par rating unit above the Taupd baseline, even aftar optimistic efficiency
assumptions.

There is also revenue risk because some councils in this option have highar NZTA
Funding Assistance Rates, which may be reset following amalgamation. This option
could also face cost increases due to potential of eross-subsidisation of regional
services across a large geographic area with a relatively small rating base.

Asset condition also needs to be considered alongside the financial metrics, asitis
a predictor of future renewal demand, capital expenditure and asset-related
liability. The financial analysis indicates that Option B is less favourable than the
Taupd baseline for both transport and building asset scores and building asset
scores are the weakest of the options assessed. This suggests a comparatively
higher risk that future expenditure reguirements may emerge over time, particularly
where asset condition or data quality is weaker.

Further detail is provided in the financial analysis section.

* Does size matter? The impact of local government structure on cost efficiency, New Zealand
Infrastructure Commission July 2022 (https:/tewaihanga.govt.nzfour-work/research-insights/does-size-
matter-the-impact-of-local-government-structure-on-cost-efficiency)

® Drew, )., Kortt, M. A., & Dollery, B. (2016). Did the Big Stick Work? An Empirical Assessment of Scale
Economies and the Queensland Forced Amalgamation Program. Local Government Studies, 42(1), 1-14.
" Governance Options for the Wellington and Wairarapa Regions: An Economic and Financial Assessment
(IDB-Advisory-Assessing-regional-governance-options-2013. pdf)
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Deliverability

A southern subregional unitary authority would be less challenging to deliver
compared to a single unitary, given the reduced number of councils involved.

Amalgamating four councils (possibly five with Ruapehu) will still present
challenges for these smaller sized councils, particularly in terms of resourcing.
Additional resource would be needed to manage the implementation of new
governance and operational arrangements, while continuing to serve current
communities during this time.

While transition costs have been assumed to be debt funded by the new entity,
there would be transition costs that would fall to existing entities, such as
redundancies, data transition, aligning computer systems, and using consultants to
help fill resourcing gaps.

Taupo District Council delivers waters services in-house, with South Waikato,
Waitomo and Otorohanga joining the Waikato Waters entity. Ruapehu has formed a
Council Controlled Organisation (CCO) with Whanganui District Council. Should
this option progress, this matter would need to be addressed early through the
implementation phase.

Support for the new planning system

The initial regional spatial plans, natural environment and land use plans are
expected to align with existing regional council boundaries.

Because forming a subregional unitary authority at this scale would be less
complex, there would be less risk that the delivery of the first set of plans under the
new planning system would be adversely affected.

Long-term it would mean several subregional entities continuing to work together to
deliver subsequent plan versions and ongoing monitoring. That is a more complex
approach but still reasonable given the large geographic scale of the region.

Introducing the Ruapehu district into this option increases the complexity. It
involves a new regional spatial plan and associated natural environment and land
use plans that would need to be integrated with the relevant parts of the equivalent
Waikato plans. In the long-term this would also mean needing to work closely with
other subregional unitary authorities in the Horizons region in addition to those in
the Waikato regian.

Simplifies local governance

A subregional unitary authority would be very effective at simplifying local
governance, consolidating two tiers of local government and four or five councils.

There would still need to be at least one other layer of governance, for example a
local board who could make local decisions that have a limited impact on other
areas, this would also contribute to ensuring local voice is maintained in a new
arrangement, Communities will still have their unique characteristics in the short to
medium term, such as bespoke bylaws to address a matter impaortant to that
cammunity.

A smaller subregional unitary arrangement offers more opportunity for bespoke
local board arrangements where decision-making and delegations can be tailored
to community needs.

[11]
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Maintains local voice

Under this option, the area currently administered by Taupo District Council
contains approximately 40% of the population represented within the proposed
unitary authority. South Waikato would make up 25% with the remaining share split
between Ruapehu, Otorohanga and Waitomo. However, representation
arrangements for a new authority would be determined through a future
representation review and would not necessarily align with existing council
boundaries. Representation would instead be based on factors such as population
distribution and communities of interest.

This option presents some challenges for local voice given the sheer number and
diversity of communities involved across such a large geographic area.

A subregional authority could still enable local decision-making on issues
important to the current Taupo district. However, the cansolidation of services and
funding across a larger area may result in greater levels of cost sharing and cross-
subsidisation than occur under current arrangements, depending on the final
governance, rating and funding model adopted.

Infrastructure and service delivery

Community infrastructure may be delivered more cost effectively through greater
purchasing power compared to the current situation, but there would also be
increased competition for limited resources. Investrnent decisions would need to
be pricritised across the subregion, requiring the current Taupd communities to
make a case alongside other communities in any new structure.

Itis expected that a local service delivery presence would be retained in Taupo,
supporting continued access to services and responsiveness to local needs. There
may also be a case for bolstering a service centre offering in Thrangi to serve the
needs of communities in the northern Ruapehu area.

An assumption may be that the main office would be in Taupd given its role as the
largest urban centre.

Economic drivers and growth priorities

This option creates a more coherent rural and resource-based economic area
where Taupd is a major anchor for GDF, jobs, business activity, population and
tourism. The districts in this option share similar economic foundations across
primary industries, forestry, manufacturing, rural services and natural resource use.
This makes the economic story easier to explain and gives Taupd strong influence
within the grouping especially in the rural sector.

The trade-off is that the combined area has less overall scale and a more
fragmented services base, with several districts relying on neighbouring centres for
health, tertiary, government and infrastructure services that would sit in other
regional authorities.

(2]
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Vision and Strategy for the Waikato River and Treaty Settlement Obligations

All options being considered will need to recognise and provide for existing Treaty
(Te Tiriti o Waitangi) partnership cbligations, co-governance entities and Joint
Management Agreements (JMAs) across the area covered by the new unitary
authority. This would require careful consideration of representation and decision-
making arrangements to ensure the interests of all iwi partners are appropriately
recognised and provided for.

While this option would retain a strong connection between Lake Taupd and the
upper Waikato River catchment, it would not provide the same level of integrated
management across the wider Waikato River system as a Waikato-wide unitary
authority. Ongoing collaboration with neighbouring councils, iwi authorities and co-
governance entities would therefare remain important to ensure a catchment-
based approach continues to support the delivery of the Vision and Strategy for the
Waikato River and associated Treaty settlement responsibilities.

Ruapehu District sits across several iwi rohe and settlement areas, including
interests associated with:

+ Ngati Rangi

»  Uenuku

»  Whanganui iwi and hapa

*  Mgati Maniapoto

»  Mgati Haua (Taumarunui area)

This means a southern unitary authority including Ruapehu would need to work
across a broader range of Treaty settlements, statutory acknowledgements,
relationship agreements and iwi governance entities than a Waikato-only
arrangement.

The most significant distinguishing feature is the presence of the Whanganui River
headwaters within Ruapehu District. The Te Awa Tupua settlement established the
Whanganui River as a legal person and created a unique governance framework
that applies to the River from the mountains to the sea. This framework differs
substantially from the Waikato River co-governance arrangements and would need
to be recognised alongside them in any future governance modal.

Natural hazards & Emergency Management

Volcanic, geothermal, and faultline hazards present across the central plateau and
Ruapehu sections of the proposed region. Coastal hazards including potential need
for future managed retreat present in Otorohanga and Waitomo.

Taupd is an active participant in the Waikato Group Emergency Coordination Centre
(GECC). While a sub-regional unitary authority could weaken this existing
connection with the Waikato GECC, some of Taupd's hazard risks are closely
aligned with the central North island and Bay of Plenty. Accordingly, strong cross-
regional emergency management relationships would remain important under any
future governance arrangement.

[13]
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Indication of representation based on population

# This option would have an overall population of 102,800 with the current population of the
Taupad district being approximately 40% of the overall population.
* The actual governance arrangements of any future unitary authority would need to be the

subject of further negotiations between the parties as well as being subject to current or
future legislative requirements.

Potential opportunities

v

v

Greater likelihood that Taupd retains significant influence over planning and investment
decisions relative to the single Waikato unitary authority.

Retains strong alignment with the Waikato River catchment management frameworks, and
Waikato River governance arrangements.

Dependent on the final arrangement, this option could support regional spatial planning and
coordination, however there would need to be coordination with other unitary authorities.

Maintains established local iwi and hapa relationships, assisting with the implermentation of joint
management agreements and Treaty-based arrangements.

The financial impacts on ratepayers in the Taupd district area are likely to be smaller than other
options. South Waikato and Ruapehu district councils have relatively low levels of existing debt.

We have established working relationships with iwi in the South Waikato district. Introducing the
Ruapehu district would pick up a relatively small area of the Ngati Tawharetoa rohe in the
northern part of the Ruapehu district.

Potential challenges

x

May be more challenging to deliver at an operational level given the large geographic extent of the
authority.

Less ability to cross-subsidise between large urban centres and smaller or rural communities,
with Taupd being the main urban centre.

Including Ruapehu in this option makes it more challenging to deliver the new planning system. It
means needing to coordinate with the other councils in the Horizons region on spatial planning
and the natural environment plans.

Catchment management becomes substantially more complex. At the moment most of our
focus is on Lake Taupd and the Waikato River. Including Ruapehu would mean needing to work
with other councils in the Horizons region to manage the Whanganui River catchment along with
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a number of other smaller catchments. There are also new challenges associated with coastal
management.

x  Amalgamating with Ruapehu district would introduce a number of new iwi authorities that
Council does not have any existing relationship with. They are likely to have established Treaty
settlement arrangements and obligations we are not familiar with. There is also the likelihood
that their rohe would be fractured by separating Ruapehu from the rest of the Harizons region
with their natural orientation toward the coast,

X  Other governance arrangements may be required for regional functions such as roading,
catchment management, and planning.

[15]
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Option C

A cross-boundary unitary authority with a combination of Rotorua
Lakes, South Waikato, Ruapehu, and Taupd, district councils.

While the Government has confirmed that combining councils in a region is the most straightforward
approach, they have also noted that a cross-boundary grouping could include territorial authorities from
neighbouring regions. This is particularly relevant for Taupd given we have a foot in four different regions.

There is an opportunity to establish a unitary authority comprising Taupd, Rotorua Lakes and South
Waikato with the ability to also consider the inclusion of Ruapehu. Depending on the final configuration,
the unitary authority could span the Waikato, Manawatd-Whanganui, and Bay of Planty regions.

It is not feasible in the context of the Head Start timeframes to properly explore the opportunities to
amend district boundaries. However, if the amalgamation process is given more time there may be value
in considering how current boundaries could be better aligned to communities of interest, catchments or
rohe. This is particularly relevant for Ruapehu where there are more connections with the Taupo district in
the northern areas of Ruapehu, while the southern areas may be more aligned with Whanganui.

South
Walkato

Rotorua
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Criteria for Government and the Taupd community

Economies of scale

Central Government has suggested that larger entities are fundamentally more
efficient than smaller ones. However, there is little evidence to suggest that
population alone delivers any efficiencies’. Population density is however strongly
correlated with efficiency when it comes to the provision of capital-intensive services
such as transport, water and wastewater. It is important to note that fundamentally
none of the proposals that will be submitted to government alter the density of
existing districts or urban centres. This means that minimal efficiency gains can be
expected from any proposal with respect to infrastructure.

Numerous studies cite a U-shaped efficiency curve when it comes to the size of local
government authorities with optimal sizes ranging between 60,000 and 100,000
people® ®. This proposed entity is significantly past the upper band of this range with
160,150 people.

Delivery of regional services under this option may have some cost implications
depending on the final geographic area. A combination of Rotorua, South Waikato
and Taupd is relatively tight and more likely to provide economies of scale.
Introducing Ruapehu substantially increases the land area without providing a
substantial increase in rating base. This is particularly pertinent for the delivery of
regional services like catchment management, biodiversity, pest management as
well as management of the roading network.

" Does size matter? The impact of local government structure on cost efficiency, New Zealand
Infrastructure Commission July 2022 (https:/tewaihanga.govt.nzfour-work/research-insights/does-size-
matter-the-impact-of-local-government-structure-on-cost-efficiency)

¢ Drew, )., Kortt, M. A., & Dollery, B. (2016). Did the Big Stick Work? An Empirical Assessment of Scale
Economies and the Queensland Forced Amalgamation Program. Local Government Studies, 42(1), 1-14.
® Governance Options for the Wellington and Wairarapa Regions: An Economic and Financial Assessment
(IDB-Advisory-Assessing-regional-governance-options-2013. pdf)
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Financial resilience and impacts on the Taupo community

The financial analysis indicates this option is less favourable for Taupd when
compared with the current baseline (Taupd District Council together with its
allocated share of regional council finances) and other options.

Option C performs least favourably on operating costs per rating unit and debt
measures which are two key financial indicators. This creates risk in a future rates
cap envirenment, where higher operating costs could reduce the ability to maintain
current service levels. This option could also face cost increases due to potential of
cross-subsidisation of regional services. It is more favourable than Options Aand B in
relation to operating surplus. Asset condition also needs to be considered alongside
the financial metrics, as itis a predictor of future renewal demand, capital
expenditure and asset-related liability. The financial analysis indicates that Option C
has the weakest transport asset score of the amalgamation options, although it has
the strongest building asset score of the options assessed. Overall, it remains less
favourable than the Taupd baseline and may expose Taupd ratepayers to
comparatively higher future asset renewal and capital investment pressures,
particularly given the larger and more varied asset base associated with the inclusion
of other Councils.

As with Option A, itis possible to negotiate financial protection for Taupd ratepayers
but would require complex and long-running funding and rating arrangements, not
just debt ringfencing. These would likely protect Taupd'’s financial position, rather
than improve it but it is recognised that this needs to be balanced with non-financial
factors and the risk of a government decision without the ability to negotiate any ring-
fencing.

Further detail is provided in the financial analysis section.

Deliverability

A cross boundary unitary authority with Rotorua, South Waikato and Ruapehu district
councils would be more deliverable as this involves only five Councils.

Amalgamating four councils (possibly five with Ruapehu) will still present challenges,
although the greater resourcing of Rotorua would support the transition. Additional
resource would be needed to manage the implementation of new governance and
operational arrangements, while continuing to serve current communities during this
time.

While transition costs have been assumed to be debt funded by the new entity, there
would be transition costs that would fall to existing entities, such as redundancies,
data transition, aligning computer systems, and using consultants to help fill
resourcing gaps.

Both the Taupd District Council and Rotorua Lakes Council currently deliver waters
services in-house, while South Waikato District Council is part of the Waikato Waters
entity and Ruapehu also part of a separate CCO. Should this arrangement progress,
the parties would need to consider how this is managed through the implementation
phase.
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Supports the new planning system

This option is the least aligned with the new planning system during the transition
period, as the first generation of Regional Spatial Plans will be developed using
existing regional boundaries. A cross-boundary unitary authority spanning parts of
the Waikato, Bay of Plenty and Manawatd-Whanganui regions would need to work
across multiple regional planning frameworks, creating additional complexity until
future planning arrangements are reviewed and aligned with new governance
boundaries.

Because forming a subregional unitary authority at this scale would be less complex,
there would be less risk that the delivery of the first set of plans under the new
planning system would be adversely affected.

Long-term it would mean several subregional entities continuing to work together to
deliver subsequent plan versions and ongoing monitoring. That is a more complex
approach but still reasonable given the large geographic scale of the region.

Having Rotorua Lakes and Ruapehu districts in this option increases the complexity.
Itinvolves regional spatial plans and associated natural environment and land use
plans that would need to be integrated with the relevant parts of the equivalent
Waikato plans. In the long-term this would also mean needing to work closely with
other subregional unitary authorities in the Bay of Plenty and Horizons regions in
addition to those in the Waikato region.

Simplifies local governance

A cross-boundary unitary authority would be effective at simplifying local
governance, consolidating two tiers of local government and five councils.

There would still need to be at least one other layer of governance, for example a
local board who could make local decisions that have a limited impact on other
areas, this would also contribute to ensuring local voice is maintained in a new
arrangement. Communities will still have their unique characteristics in the short to
medium term, such as bespoke bylaws to address a matter important to that
community.

A smaller unitary arrangement offers more opportunity for bespoke local board
arrangements where decision-making and delegations can be tailored to community
needs.
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Maintains local voice

Of the options presented this option is a middle ground when it comes to local voice
when compared to current District Council arrangements and a full Waikato region
unitary option. Based on current populations, the area presently administered by
Taupo District Council would comprise approximately 30% of the population of the
proposed unitary authority, with Rotorua accounting for around 50%, South Waikato
around 20%, and Ruapehu contributing a relatively small share. However,
representation arrangements for a new authority would be determined through a
future representation review and would not necessarily align with existing council
houndaries. Representation would instead be based on factors such as population

O O distribution.
There are existing communities of interest that extend across current district
o boundaries, including connections between Taupd and South Waikato communities
‘III‘ such as Mangakino and Tokoroa, and between Taupd and Rotorua communities such

as Broadlands and Reporoa.

A cross boundary unitary authority could continue to support local decision-making
on issues important to Taupd communities, particularly where there are shared
interests in tourism, geothermal resources, and economic development. However,
decision-making would need to balance needs and priorities across multiple
communities with differing regional contexts, reducing the focus on Taupd-specific
outcomes.

Taupa would likely have a strong level of representation at the governance table, but
this influence would be moderated by the broader cross-boundary structure and the
need to reconcile different regional priorities and planning frameworks.

Infrastructure and service delivery

Community infrastructure may be delivered more cost effectively through greater
purchasing power compared to the current situation, but there would also be
@ increased competition for limited resources. Investment decisions would need to be
ﬁ prioritised across the subregion, requiring Taupd to make a case alongside other
communities. There is the potential for the larger urban centre of Rotorua to
@ dominate the demands for resources and funding.

Alocal service delivery presence in Taupo may be retained. However, there is
potential for some services and decision-making functions to be centralised in
Rotorua, removing a range of jobs from the local economy.

Economic drivers and growth priorities

By including Rotorua, this option creates a larger and more diversified economic
platform. Rotorua adds significant weight in health, education, professional services,
tourism, public services, population and infrastructure. This makes the grouping
stronger from a services, workforce, investment and regional corridor perspective, It
also creates broader industry coverage by connecting Taupd’s energy, geothermal,
tourism and primary sector strengths with South Waikato’s manufacturing base,
Ruapehu’s rural and visitor economy, and Rotorua’s larger service and tourism
economy. The trade-off is that Taupd has less direct influence within the new region
but a stronger voice at the national level because of its scale,
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Vision and Strategy for the Waikato River and Treaty settlement obligations

While this option would retain a connection between Lake Taupd and the upper
Waikato River catchment, it would not provide the same level of integrated
management across the wider Waikato River system as a single Waikato unitary
authority.

Ongoing collaboration with neighbouring councils, iwi authorities and co-governance
entities would therefore remain important to ensure a catchment-based approach
continues to support the delivery of the Vision and Strategy for the Waikato River and
associated Treaty settlement responsibilities.

Ruapehu District sits across several iwi rohe and settlement areas, including
interests associated with:

+« Ngati Rangi

s Uenuku

*  Whanganuiiwi and hapta

¢ Ngat Maniapoto

¢ Ngati Haua (Taumarunui area)

The most significant distinguishing feature is the presence of the Whanganui River
headwaters within Ruapehu District. The Te Awa Tupua settlement established the
Whanganui River as a legal person and created a unique governance framewark that
applies to the river from the mountains to the sea. This framework differs
substantially from the Waikato River co-governance arrangements and would need to
he recognised alongside them in any future governance model,

Rotorua Lakes Council has a partnership arrangement with Te Arawa. One of the
most significant Treaty settlements in Rotorua relates to the Te Arawa Lakes, which
recognises the special relationship of Te Arawa with 14 lakes across the Rotorua
district and established ongoing arrangements for lake management,

Rotorua also sits within a wider Bay of Plenty network of co-governance
arrangements relating to freshwater management, including:

* Te Maru o Kaituna River Authority
* Rangitaiki River Forum
»  Tarawera Awa Restoration Strategy Group

Overall, a Rotorua-Taupd-South Waikato-Ruapehu unitary authority would need to
operate within a diverse and complex iwi partnership environment. While this would
create opportunities for stronger collaboration across a wider area, it would also
require careful consideration of governance, representation and engagement
arrangements to ensure the various settlement frameworks and iwi partnerships are
appropriately recognised and provided for,
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|

Matural hazards & Emergency Management

Voleanic, geothermal, and faultline hazards are present across the central plateau,
Rotorua and Ruapehu sections of the proposed region. This option does have the
advantage of not including any coastal areas with associated hazards and potential
future liabilities.

While a cross-boundary unitary authority presents the greatest complexity from an
emergency management perspective, some of Taupd’s hazard risks are closely
aligned with the central North island and Bay of Plenty. Accordingly, strong cross-
regional emergency management relationships would remain important under any
future governance arrangement.

Indication of representation based on population

?
)

+  This option would have an overall population of 180,150 with the current population of the
Taupd district being approximately 30% of the overall population.

+  The actual governance arrangements of any future unitary authority would need to be the
subject of further negotiations between the parties as well as being subject to current or
future legislative requirements.

XXXE

Potential opportunities

v

There are shared communities of interest and housing markets between South Waikato, Rotorua
and Taupa.

A reasonably geographically compact unitary authority with three main urban centres. That may
make it easier to support the smaller rural settlements and areas. That changes if Ruapehu is
added into the arrangement.

Reasonably strong economic alignment with shared industries (gecthermal, agriculture, tourism)
and some shared labour markets,

Much simpler organisational structure than combining 11 councils making this proposal less
costly and simpler to deliver.

South Waikato, Rotorua and Taupd are all expected to continue to experience reasonably high
population and economic growth.
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¥ There is strong alignment in terms of managing the Waikato River catchment. With South
Waikato, Rotorua and Taupd all having reasonably large areas in the Waikato catchment.

Potential challenges

% This option crosses into the Bay of Plenty and Horizons regions creating more complexity for
delivering the new planning system.

x  Taupd would have a strong voice at the unitary council table, however it would be balanced by
South Waikato and Rotorua.

%  Decision making may bacome less responsive to local issues and priorities. The main office is
likely to be in Rotorua with service centres in Tokoroa and Taupd. That moves a significant
number of professional employment opportunities from Taupd to Rotorua.

% Multiple lake and river catchments that need to be managed. This is likely to require coordination
with other council entities. However, we already have working relationships with both the
Waikato and Bay of Plenty regions. Those strong working relationships do not exist with the
Horizons region.

& |ntegrated catchment management becomes more difficult where catchments are fragmented
and governance frameworks differ across regions.

x  Some lwi and Treaty Settlement areas/rohe may be split by new unitary boundaries. That is likely
to be a maore significant issue in the context of Ruapehu. That could be mitigated through
consideration of boundary adjustments in the northern part of Ruapehu.

¥ Regional service delivery could be more challenging across multiple catchments and the need to
work with more subregional unitary authaorities to achieve integration.
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Option D

Don’t submit a Head Start proposal, remain as Taupo District Council
and prepare for a potential Backstop process.

The Head Start pathway is a voluntary process, Council could choosa not to submit a formal outline
proposal. The Government has signalled that councils which are not part of Head Start would be partof a
subsequent process called Backstop.

At this stage the future Backstop process is expected to be mandatory. It is unclear exactly what it will
look like, however the Government has said that its design will pick up on the lessons learned through the
Head Start process. There are likely to be further opportunities for councils to influence the design and
outcomes of the Backstop process. There does remain the risk that future reforms result in amalgamation
arrangements being imposed that do not suit the Taupd community.

Just as the design of the Backstop process has yet to take place, there is uncertainty around the timing.
The assumption at this stage is that any new unitary authorities created through Backstop would be
formed in time for the 2031 local body elections.

If Council does not submit a Head Start proposal, or its proposal is not accepted, then the expectation is
that work would continue with other councils to prepare for the Backstop process.

While local government reform has been on the Government agenda for some time, there is no guarantee
that the Backstop process will eventuate. Itis currently a policy signal by the current Government and
does not yet have a legislative basis. Both the Head Start and Backstop processes will require new
legislation. The national election in November has the potential to change the makeup of the
Government, and changing circumstances and Government priorities could also influence the timing and
nature of future legislation.

Potential opportunities

v Council staff and elected members can focus on existing priorities and delivering important
services and infrastructure.

v Allows Council to focus on implementation of the new planning system based on current
boundaries. This is particularly relevant given the speed at which the new systemn is expected to
be implemented.

¥ Provides the opportunity to continue to work with other councils on future reform in a less time
pressured environment.

v Provides time to undertake meaningful engagement with iwi and the community an
amalgamation options.

¥ Taupd District Council continues to operate until at least 2031. Potentially longer if Government
priarities change.

¥ Avoids the risks associated with compressed timeframes and rapid decision-making. Thisis a
significant decision with long-term consequences for the community, not all of which may be
well understood at this stage.

v Enables learnings from councils that have pursued Head Start to be understood and then applied
to ongoing discussions about amalgamation options.
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Potential challenges

x

Government may end up defining future amalgamation options and we may lose the opportunity
for local determination.

There may be less options through Backstop if some councils have already amalgamated
through the Head Start pathway. Those who are organised and motivated may already be
amalgamated.

We could be pulled into another Head Start proposal as a nonconsenting authority, initiated by
other councils.

May result in limited local influence or control over governance outcomes,
May lead to less optimal or less locally tailored solutions.
Creates uncertainty in the interim period prior to final Government decisions.

Could lose the momentum for change.
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Financial Analysis
Methodology

Financial analysis has been conducted in the limited time available and was primarily collected from
publicly available information, with some verification completed with Councils as reqguired. The financial
analysis was also supported by Artificial Intelligence (Al), particularly with the outputs and
objective/fairness checks (rather than data collection and composition itself). Financial data was
collected manually, with an internal peer review completed to support accuracy.

The main financial metrics were budgeted metrics at a set pointin time - 30 June 2026 (from 2025/26
Annual Plans), which was the most up to date financial information available at the start of this process.
This was also supported by data from the 2024/25 Annual Reports, 2025 Water Service Delivery Plans,
and other publicly available financial information. Financial information from the 2026/27 Annual Plans
was available nearer to the end of this process and was collected and compared to 2025/26 data but
council officers did not replace the dataset in the final metrics due to additional complexities with the
transition of water services for most Councils. The longer-term outlook was gathered from Councils’
Long-term Plans, asset management plans, valuations, and other available data.

The Regional Council allocations have been completed based on rating units, using the primary regional
Council as the cost base; however, it is understood that there is substantial cross subsidisation across
regions. We have not been given detailed information in relation to specific cross subsidisation of all
regional councils, although it believed that the Taupd District is not being subsidised. That means there is
risk of increased operating costs due to cross subsidisation of Councils in option B&C but minimal risk in
the modelling of the Taupd baseline (Taupd District Council together with its allocated share of regional
council finances) and option A (given it covers most of the Waikato Regional Council area).

Based on reports referenced in early sectors from our Australian Local Government counterparts (most
notably Victoria) and the NZ Infrastructure Commission, efficiencies are likely less optimistic than what
has been modelled for this options analysis. It was chosen to model efficiencies and costs based on the
original Auckland Super City Amalgamation projected efficiencies (pre-amalgamation as no post-
amalgarmation report was readily available).

Efficiencies have also been modelled to be realised immediately, which is an extremely optimistic state
(as any efficiencies would be much longer term). Transition costs are also based on present day value of
Auckland Super City projected amalgamation costs [pre-amalgamation), scaled to population. These are
assurmed to be debt funded (rather than adding into operating costs). Based on recent projections for
water services entities, the amalgamation cost projections are likely to be understated, given significant
eost forecasts for water services entities are only transitioning a segment of Council services.

The modelling is favourable to the amalgamation options and ensures there was no bias to the Taupo
baseline (Taupd District Council together with its allocated share of regional council finances); by
providing best-case modelling of wider amalgamation costs and benefits.

It should be noted in response to public feedback regarding the protection of Councils Taupd Electricity
(TEL) fund, that Council is seeking advice regarding how it can achieve specific protection for this
impaortant community asset in case of any amalgamation.

Financial modelling - metrics assessment

Financial metrics have been provided after modelling efficiencies on a per rating unit basis. This provides
away to look at the metrics consistently across the options which are of various sizes and scales. Key
metrics have been presented in the graph below and include revenue, operating costs, and debt.
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Per Rating Unit Metrics (S000) after efficiencies
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Revenue per rating unit has been modelled across the options and is very similar, with a slightly lower
revenue per rating unit for option B. The expected rates capping legislation is likely to limit the extent to
which revenue can increase over time. This makes operating costs a more relevant measure, because
they indicate how readily each option could continue to deliver services within future revenue
constraints.

It should be noted that some significant non-rates revenue may be uncertain over the long-term,
particularly New Zealand Transport Agency (NZTA) subsidies, which may be reset post any amalgamation
and growth revenue, which relies on projected growth to materialise. This is particularly relevant for
options which include Councils who have a higher Funding Assistance Rate (FAR) from NZTA, particularly
option B, with higher FAR (of up 75% subsidy on transportation costs) as it creates a higher future revenue
risk due to the uncertainty of FAR post amalgamation. Higher growth Councils such as the larger Councils
in option A also provide more revenue uncertainty in the longer term, given the reliance on growth revenue
to service past and future growth costs.

Even with the generous efficiencies applied, the Taupo baseline (current state plus Taupd’s share of
regional council costs) has lower Operating Costs per rating unit than all options, providing good evidence
that the baseline is the lowest cost overall and all options have the potential to have an unfavourable
impact on operating costs, with a flow-on effect on the longer-term delivery of services to the community
under a rates cap environment.

The debt per rating unit, and debt to revenue ratio show option B being the most favourable with low debt
across these Councils. Option A and C are significantly less favourable due to the relative higher debt of
Councils in these options, comparative to the Taupd baseline and Councils in option B. These metrics
were modelled from a gross debt perspective, but Taupd would be by far more favourable if the Taupo
Electricity Limited (TEL) fund was deducted (as an indicator of net debt). These metrics also need to be
read in conjunction with asset condition metrics as indicators of future capital expenditure {and
associated debt).
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Further supporting the assessment of the financial strength of Taupo District Council over the long-term
are Councils credit ratings. Taupo District Council has an A& credit rating from SP Global (previously
Standard and Poors), which holds the largest market share in the global credit rating landscape, rating
large organisations and governments globally. Not only is this independent assessment but it is also a
reliable, standardised and objective measure which supports the assessment of forward-looking
financial sustainability and creditworthiness of Taupd District Council comparatively. Only 3 other
Councils in New Zealand have an AA (stable) rating with SP global; Auckland Council, New Plymouth
District Council, and Whangarei District Council.

Comparing this with the options, the larger Councils in option A have credit ratings with the highest being
an AA+ (negative outlook) with rating agency Fitch and the lowest being an A with SP Global, with the
latter being the largest Councilin the group. No other Councils from option B have credit ratings. The
largest Councilin Option C (Rotorua) has an AA- credit rating with rating agency Fitch with the others
being unrated. While credit ratings would need to be assessed on their merits post any potential
amalgamation, all options would likely be unfavourable frorm a credit rating perspective.

Debt/Revenue Ratio
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While present day data was used in these assessments, long-term plan projected debt was gathered from
Long-term Plan information and Councils’ asset management plans. This information has not been
included in this summary given the historic unreliability of later years of Councils’ long-term plans. We
have included asset information as a more relevant dataset, being a predictor of required spend and
future liability.

Waters asset information was gathered for Taupo District Council and Rotorua Lakes Council, given the
waters are currently delivered in house but it was not considered a key financial consideration for options
analysis, given all other Councils are planning to deliver water services externally, making it more
consistent to exclude water services. This was also supported by the ability of both Taupé District Council
and Rotorua Lakes Council to deliver water services through alternative methods.

The more relevant considerations were two of the larger asset classes which will remain after the transfer
of council's water services (excluding Taupo and Rotorua). These are transportation (roading) assets and
councils’ building assets. These have been given scores out of 100 based on the combination of asset
condition and data quality and are shown on the next two graphs. These show the quality of these asset
classes in relation to the various options, providing a good indication of future expenditure and/or asset
related liability.
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Transport Asset Score out of 100 (Higher = Better)
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The transport asset scores across the options were able to be assessed for all Councils and has been
averaged across options. This has been checked for consistency and fairness using Al and shows the
Taupd assets being the most favourable, with option A providing the best transport asset scores out of the
options, followed by options B then C.

Building Asset Score out of 100 (Higher = Better)
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The building asset scores across the options were assessed based on the available data, with 5 Councils
missing across all options. The average was still able to be assessed across each option and the larger
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Councils had available data. This also shows the Taupd baseline to be the most favourable (significantly
so), with option C providing the best building asset scores out of the options, followed by options A and B.

Operating surplus shows the extent to which operating revenue exceeds operating costs. Although
measured at a pointin time, it is generally a useful indicator of long-term financial sustainability because
it shows whather current revenue is sufficient to cover the cost of delivering services, including
depreciation. A positive operating surplus can also indicate the capacity to contribute to debt repayment
or future capital investment, based on current revenue. In a rates cap environment, an operating surplus
is critical to Council’s ability to maintain financial sustainability, given future revenue constraints.

Where depreciation is not fully funded, operating revenue will generally be lower than the full cost of
service delivery and use of a council’s assets, which can negatively affect the operating surplus ratio. This
may occur even where a council is repaying debt, as debt repayment is a financing decision rather than
an operating expense. The Taupd District Council baseline shows a far superior operating surplus,
reflecting Council's financial strategy to keep debt at sustainable levels. Option A and B have the lowest
operating surpluses, with option C being slightly more favourable than either other option.

Operating Surplus Ratio
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Key financial metric comparison and financial summary:

The key financial metrics are presented on a table below, showing the least favourable to most favourable
financial options against the current baseline (Taupd District Council together with its allocated share of
regional council finances). This supports a summary that all options will be unfavourable from the current
baseline from a financial perspective. However, it is possible to structure an amalgamation in a way that
protects existing ratepayers, but doing so would require far more than simply ringfencing historical debt.
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To genuinely prevent the transfer of financial obligations between communities, any debt ringfencing
would also need to extend to the associated depreciation funding, operating costs, asset renewals, local
capital expenditure, and the rates that fund those activities. Without these complementary measures,
cross-subsidies are unavoidable, undermining the purpose of ringfencing and resulting in some
communities contributing towards the historical investment decisions of others.

For the amalgamation options that present the largest financial impact to Taupd District, such as the
proposed options A and C, it may be possible to negotiate financial protections that reduce the impact on
Taupd ratepayers. This is particularly important for Taupd District Council due to its strong balance sheet.
However, these negotiations would involve multiple parties with differing financial positions and
priorities. We also recognise while it may be possible to negotiate arrangements that protect Taupo
ratepayers, doing so would create a more complex funding and rating system that would need to operate
for many years after amalgamation.

Even if these protections were achieved, they would largely only preserve Taupd’s current financial
position, rather than create additional value for its ratepayers. This is supported by financial metrics
which are modelled after efficiencies and Taupd District Council’s strong balance sheet, AA credit rating,
and favourable borrowing costs, meaning the financial upside of amalgamation for Taupd ratepayers
would likely be limited. This needs to be balanced against non-financial metrics and the risk of Central
Government intervention which forces Taupd into a less favourable financial position, without the ability
to negotiate.

OPTION COMPARISON: KEY METRICS RANKED
{Ronked from Most Favoumble to Least Fovourable)

Better Direction Option C

Opex per RU (5000} Lower |
Debt per AU (5000 Lower ||
Debt/Revenue Ratio Lower L
Transport Asset Score Higher T
|Building Asset Score Higher 1
Operating Surplus Ratio l Higher T

LEGEND: 1t [Mbersr Favourabie)

SUMMARY: RANKING POSITION COUNT

Pasition Taupd Option A Option B

1st Place (Most Favourable ) 4 0 2 0
2nd Place 2 1 | 0 | 2
3rd Place o 4 | 2 | o
dth Place Least Favourable) 0 1 2 a

AVERAGE POSITION 1.3 7 33

NEB: In the two metrics where the Taupd baseline is ranked a close second (debt per rating unit and debt to
revenue), this is gross debt and if a net debt position was taken, these metrics would be substantially
maore favourable for the Taupd baseline, with Taupd ranking most favourable for every financial measure.

[31]

Item 5.1- Attachment 2 Page 52



Ordinary Council Meeting Agenda

28 July 2026

Other proposals where Taupo has potentially been included

Proposal

Council

Proposing

Description

Response

Waikato Provincial
Unitary

Thames-Coromandel, South
Waikato, Waipa, Taupa,
Otorohanga and Waitoma
Districts

Hamilton Metro Waikato This model carves the major This model provides more local voice to communities than the whole of Waikato
Unitary District and urban area of Hamilton City and | option as the most populus urban area would be in its own unitary authority.
(Futureproof Waipa the surrounding towns into a However local decision making across such a geographically extensive area would
boundaries) + wider Hamilton Metro unitary still be diluted compared to the options assessed.
Wa.lkato Rural authority along the c_urrent Many of same challenges with a single unitary authority for the region also apply to
Unitary futureproof boundaries. The . ) S . X " )
o this model given the significant distances, disparate communities of interest and

rest of the region is then placed lack of cohesion.

into a Waikato towns/rural

Unitary. The two unitary

authorities would share regional

Council functions.
Extended Eastern | Hauraki Hauraki, Matamata-Piako, This option presents challenges for local voice for Taupo District communities as it

is a moderate sized authority over a significant geographic area. Additionally, there
are limited shared communities of interest or economic linkages with the northern
coastal councils.

This option has a significant amount of coastal hazard areas especially with
Thames-Coromandel’s exposure to severe weather events.

Other than South Waikato and Taupo these authorities are predominantly in the
Waihou-Piako catchment rather than the Waikato River catchment.
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Proposal

East/\West Split or
Dual Catchment
Authorities

Waikato Waters
plus Taupd

Council

Proposing

Waipa, South
Waikato,
Hamilton

Waipa

Description

East/West Split or two
catchment based unitary
authorities based on the
Waikato-Waipa and the
Waihou-Piako catchments.

With Taupd included in the
Waikato-Waipa proposal or
excluded entirely as there are
multiple variants.

Water services based unitary
authority

Response

This option presents challenges for local voice given the inclusion of Hamilton City
in the Waikato-Waipa catchment. It also carries significant debt related to growth
infrastructure in north of the catchment.

While this unitary option aligns with water entity arrangements, and Taupd’s
previous consideration of joining Waikato Waters, it also comes with a sizeable
amaount of debt due to the growth infrastructure in the north of the catchment.

Local voice would also be spread further out when compared to some of the other
options as Waipa has a population of approximately 62,000 people and we share
fewer potential communities of interest with some of the Councils.
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Functions of Territorial Authorities & Regional Councils

Territorial Authority

Aterritorial authority is a city or district council. Territorial authorities cover smaller geographic areas and
are responsible for:

essential local services, such as roads, water supply, wastewater, stormwater, rubbish collection
and disposal and recycling services, parking and public toilets

community facilities, including libraries, parks, sports fields, pools and playgrounds

resource management planning, developing and monitoring district plans for land use and
subdivisions

community health and safety, including animal control, building control and liguor licensing.

Regional Councils

New Zealand currently has 11 regional councils. Regional councils are responsible for functions that are
best delivered at a regional scale, including:

managing natural resources such as water, soil, air, geothermal areas and coasts

planning regional transport and providing passenger transport services

protecting and restoring indigenous biodiversity

biosecurity - controlling harmful plant and animal pests

providing flood protection and drainage schemes

keeping water users safe

responding to pollution incidents

helping communities prepare for civil defence emergencies and coordinating responses when
disastaers occur.

Maost functions relate to cross-boundary environmental systems and major regional or catchment-based
infrastructure assets. These clearly relate to a defined community of interest and manage externalities
that cross TA boundaries and urban-rural environments.

(2]
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The New Planning System

The Government has introduced two bills to replace the current Resource Management Act:

e The Planning Bill plans for and manages the use, development and enjoyment of land. The
objective is to provide for a more enabling system centraed on the enjoyment of private property
rights.

» The Natural Environment Bill manages the use of natural resources and protects the
environment. The new system introduces clear, nationally set environmental limits for things like
water quality and air pollution. This is intended to give stronger and more consistent protection
for the natural environment.

The intent of the reform is to simplify the planning system by moving away from separate district and
regional plans towards a more integrated regional planning framework. The intention is to reduce
duplication and improve consistency by replacing multiple planning documents with a coordinated set of
regional plans.

In the new system, there must be a combined plan for each region consisting of a Regional Spatial Plan, a
Land Use Plan for each district in the region, and a Natural Environment Plan.

The legislation also provides for:

#  joint land use plans across multiple districts; and
» integrated planning documents prepared by multiple authorities together.

One of the five assessment criterion for the Government is how well a proposal supports the
implementation of the new planning system. Proposals will need to demonstrate clear support for the
ongoing development of Regional Spatial Plans and Natural Environment Plans and show that any
transition arrangements would avoid or minimise disruption to those processes,

The timeframes indicated for transitioning to the new planning system are tight, which may create
resourcing and capacity challenges for councils. The introduction of local government reform and
potential amalgamation alongside these changes may create additional implementation challenges, as
councils balance planning reform, organisational restructuring and service continuity. With all four
proposed options, transition planning and adequate resourcing would be required to minimise disruption
and maintain progress on both reform programmes.

Iwi Engagement in the planning process

The legislation also requires meaningful engagement with iwi in the development of both Regional Spatial
Plans and Natural Environment Plan, reflecting their central role in shaping environmental and land use
outcomes. With each option proposed the number of councils and decision-making bodies involved
varies. This affects the complexity of consultation and plan making processes by increasing the number
of parties involved and the level of coordination required between them. Options B and C would also
encompass multiple catchments, Treaty settlement areas, co-governance arrangements, Joint
Management Agreements, each with their own relationship and engagement requirements. In practice,
this would increase the resources required to engage effectively and may create additional complexity in
aligning the interests and aspirations of multiple iwi partners within a single planning framework.

(3]
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Example of Who Develops Strategy, Policy & Plans

The number of core statutory plans is likely to be similar across all options. However, each plan
represents a significant statutory process, requiring formal preparation, consultation, hearings, and
approval. As the number of councils and communities involved increases, so too does the number of
stakeholders, and decision-making bodies required to approve and adopt these plans. This is likely to
result in more complex and potentially slower plan-making processes overall, which may extend the time
required to develop and implement planning documents.

Function

Status Quo

Options B & C

Regional Spatial

All councils within a region appoint the

For the first generation of plans, itis

submissions, recommends changes

Waikato regional council leads
development of a single regional plan

Plan Spatial Plan Committee to develop the assumed that councils would continue
plan. to participate in the Regional Spatial
, Plans prepared under existing regional
Independent Hearings Panel hears prep 1cer existing regl
bmissi ds ch boundaries. Taupd District Couneil
submissions, recommends changes would likely continue to be involved
Taupé District Council actively with the development of the Waikato
contributes to the development of the Reglonal Spatial Plan and take a more
Waikato Region Spatial Plan and, given | imited role |n_the preparation of the
that only small parts of the district fall | 0ther four regional plans that touch on
within neighbouring regions, would our district.
likely take a more limited role in the Langer term, planning arrangements
preparation of those Regional Spatial would likely be reviewed and realigned
Flans. to reflect any new unitary authority
boundaries.
Matural Prepared by Regional Councils Dependent on timing of the Natural
Environment Independent Hearings Panel hears E_nwn:lnrnen_t Bill |mplementat_mn,the
Plan first generation of Natural Environment

Plans would be developed using
existing regional boundaries OR the new
Unitary council will lead development
of the Plan.

Land Use Plan

Prepared by Territorial authorities

Independent Hearings Panel hears
submissions, recommends changes

Taupd District Council and other
councils within the Waikato region each
develop a Land Use Plan that will be
included as a chapter within the
combined plan for the Waikato region.

Dependent on timing of Planning Bill
implementation, the first Land Use
plans will either be developed by each
Territorial authority within the Waikato
region OR the new Unitary council will
lead development of a single integrated
Land Use Plan
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Sequencing of Planning and Local Government Reform

The Planning Bill establishes a mandatory sequence for plan-making. The Bill expressly states that
regional spatial plans must be prepared first, followed by Natural Environment Plans and Land Use Plans.
During transition, the Resource Management Act remains in force until the first generation of plans has
been notified.

This means planning reform and local government reform occur at the same time. Spatial planning work
will begin before any new unitary authority is established, but land use planning is likely to occur around
the same time as the new governance arrangements come into effect.

Sequencing of Reform

Year | Planning Reform Head Start Reform
2026 | New legislation enacted Amalgamation proposals submitted
Spatial Plan Committees established Cabinet agrees proposals in principle

Regional Spatial Plan work programme

established
2027 | Regional Spatial Plans prepared Final proposals completed and confirmed
Draft notified within 156 months of Royal Governance design and transition planning

Assent (or 6 months after first National

Policy Direction) Enabling legislation introduced

2028 | Regional Spatial Plans approved (within 6 New unitary authorities established (1 July)
months of notification)

2028 | Land Use and Natural Environment Flans Mew authorities assume functions

repared
prep Backstop begins

2029 | Land Use and Natural Environment plans Organisational transition — may potentially
notified (within @ months of the Regional extend into the early 2030s.
Spatial Plan decisions)

Options Assessment

Option A
This option aligns well with the new planning systern.

Given that most of Taupd District falls within the Waikato Region, and the new combined plan for the
Waikato region will be prepared on a regional basis, there are likely to be benefits from maintaining
alignment with existing regional boundaries. An amalgamated Waikato region would support a more
coordinated approach to spatial planning and reduce the complexity that could arise from changes to
governance boundaries during the implementation of the new planning framewaork.

However, the challenge with this option is that a Head Start proposal requires confidence that the new
combined plan can be delivered in parallel to a proposed amalgamation process. That is likely to be
difficult given the complexity of amalgamating 11 councils.

(5]
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Option B

This option is less well aligned with the new planning system, at least during the development and
implementation of the first generation of plans.

Under the Planning Bill, Regional Spatial Plans will initially be prepared on the basis of existing regional
boundaries. As the majority of the proposed southern Waikato unitary would sit within the current
Waikato Region, it would be included in the development and implementation of the first Waikato spatial
plan during the transition to the new planning system.

The possible inclusion of Ruapehu District Council would introduce a cross-regional dimension, as
Ruapehu primarily sits within the Manawato-Whanganui region (Horizons Council). The legislation
provides mechanisms to address inter-regional matters, and cross-boundary coordination could also be
supported through the preparation of the Natural Environment and Land Use Plans. However, additional
effort will be required to align planning frameworks, timeframes, and implementation across regions,
particularly during the first generation of plans.

Itis anticipated that regional planning boundaries would ultimately be reviewed and adjusted to align
with the new governance structures. While transition arrangements would need to be managed, the
longer-term direction would be towards a planning framework that reflects the revised regional
configuration,

Option C

This option does not align well with the regional structure of the new planning system, compared to
options A and B. It is assumed that the Waikato regional spatial plan will be developed using the current
Waikato regional boundary, within which most of Taup District sits. A cross-boundary unitary authority
that includes Rotorua Lakes Council, South Waikato and Ruapehu would span Waikato, Bay of Plenty, and
Horizons (Manawatd-Whanganui) regions, each with its own Spatial Plan. This would create greater
complexity than options that align more closely with existing regional boundaries, particularly during the
transition to the new planning system. Differences in planning priorities, implementation programmes
and timeframes across regions may require additional coordination and governance arrangements.,

While the legislation provides mechanisms for addressing cross-boundary issues through the preparation
of Natural Environment Plans and Land Use Plans, these will be more complex to develop given the
geographical spread of the districts and the need to implement three regional spatial plans.

Option D

The Government's Head Start Policy document states that Councils that do not progress through Head
Start will continue te focus on delivering the new planning systerm, including development of the first
generation of plans. Reform for those councils will not occur until after the 2028 local elections, through
the compulsory backstop process.

This approach gives councils more time to concentrate on planning system implementation before any
mandatory governance changes take effect, while still providing a strong indication of when and where
future reform will occur.

(6]
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Catchment Management

A key consideration under the Head Start pathway is the extent to which catchment management can
continue to be delivered effectively.

River and catchment systems do not align neatly with administrative boundaries. Decisions relating to
discharges, water takes, land use and flood protection in one location can have direct impacts elsewhere
in the catchment. For example, would the authority responsible for issuing discharge consents also be
accountable for downstream water quality outcomes? Regional councils currently provide a single point
of oversight for these interconnected issues across entire river systems. A key challenge for any
alternative governance arrangement would be ensuring that integrated catchment management is
maintained and that decisions continue to reflect the cumulative effects of activities occurring
throughout the catchment, rather than within individual jurisdictions alone.

The following outlines existing arrangements across the three regions that cover the four Head Start
options being assessed.

Waikato Regional Council

Governance of Integrated Catchment Management

Waikato Regional Council has eight catchment zones - Coromandel, Waihou-Piako, Lake Taupd, Upper
Waikato, Central Waikato, Lower Waikato, Waipa, West Coast.

There is an Integrated Catchment Management Committee who are responsible for:

* Providing governance oversight of Council’s science, biodiversity, biosecurity, catchment
planning and management, flood protection, river management and land drainage activities.

»  Guiding the development and implementation of regional, sub-regional, catchment and
community plans and fostering community-led and iwi-led partnerships for integrated
catchment outcomes.

» Receiving infrastructure performance, state of environment and ecosystem monitoring reports to
inform adaptive management and policy review,

s Considering emerging infrastructure and environmental issues and recommending actions to
strengthen infrastructure sustainability, ecosystem resilience and biosecurity protection.

» Recormmending to Council actions and partherships that support integrated freshwater,
biodiversity, and biosecurity outcomes.

There are two subcommitees - Waikato & Hauraki Scheme Subcommittee. The Subcommittees provides
local community advice to the Integrated Catchment Management Committee on:

* Proposed Annual flood protection and river management activities

* Proposed Annualland drainage activities

« Scheme and level of service reviews.

»  Matters affecting the operation, maintenance, and renewal of flood protection and land drainage
infrastructure within the above schemes.

*  Priority areas for scheme investment in the above schemes.

Horizons Regional Council & Ruapehu District Council

Horizons Regional Council has catchment programmes, river management schemes, iwi partnership
arrangements and Treaty settlement governance bodies, rather than standing committees.

Te Awa Tupua (Whanganui River) arrangements

The most significant catchment governance framework in the region is the Te Awa Tupua (Whanganui
River Claims Settlement) Act 2017, which established:

» Te PouTupua (the human face and voice of Te Awa Tupua)

[7]
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» TeKopuka na Te Awa Tupua (a collaborative strategy forum)
» Te Heke Ngahuru ki Te Awa Tupua (the catchment strategy framework)

These arrangements influence planning and management across the entire Whanganui River catchment,
including parts of Ruapehu District,

Maniapoto Relationship Arrangements

Horizons Regional Council is party to the Relationship Agreement with Te Nehenehenui under the
Maniapoto Claims Settlement Act 2022 alongside Ruapehu District Council and Taranaki Regional
Council, This agreement includes provisions relating to freshwater, resource management, monitoring
and catchment management.

Catchment Operations Committee
A Catchment Operations Committee is responsible for oversight of:

L river management

» flood protection

s drainage

- arosion control

* land management activities

Bay of Plenty Regional Council & Rotorua District Council

The Bay of Plenty has three catchments Western Bays, Rotorua and Eastern Bay of Plenty. Integrated
catchment management within the Rotorua and wider Bay of Plenty area is supported through a series of
statutory co-governance bodies, including the Rotorua Te Arawa Lakes Strategy Group, Te Maru o Kaituna
River Authority, Tarawera Awa Restoration Strategy Group and Rangitaiki River Forum. These
arrangements bring together iwi and councils to manage catchments at a scale aligned with natural
systems rather than administrative boundaries.

The western portion of the Rotorua District extends into the Waikato Region, managed by the Waikato
Regional Council.

Option Assessment for Catchment Management
Option A

This option ensures that planning and management of Lake Taupd and the Waikato River are well
integrated. It aligns strangly with the delivery of the Vision and Strategy for the Waikato River and the
related treaty settlemeant responsibilities. Consolidating these into a single unitary authority would make
it easier for the relevant iwi to work with local government to achieve the Vision and Strategy Te Ture
Whaimana o Te Awa o Waikato.

Option B

This option retains strong alignment with the Waikato River catchment and existing Waikato River
governance and catchment management arrangements, noting that the headwaters of the Waikato River
are located within Ruapehu District. As a result, many of the existing Waikato catchment-based
relationships and management arrangements could potentially be retained.

However, catchment management would become more complex overall. Ruapehu and Waitomo districts
contain distinct catchment systems, including the Whanganui River catchment and other catchments
that extend into the Manawatd-Whanganui (Horizons) region. While integrated management across
catchment boundaries is achievable, it requires additional coordination and introduces a greater risk of
fragmentation where environmental regulation, flood management, and catchment planning are currently
managed at a broader regional scale. Including Ruapehu would also require ongoing collaboration with
councils in the Horizons region to manage the Whanganui River catchment and a number of smaller
catchments, as well as introducing additional coastal management considerations. While Taupd District
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Council has well-established relationships within the Waikato, equivalent operational relationships with
the Horizons region do not exist.

The preparation of the Matural Environment Plan from 2028 may partially mitigate these risks through the
increased national consistency of environmental regulation envisaged under the new planning system.
While governance and operational responsibilities may become more fragmented, a more standardised
regulatory framework could help maintain consistency in the management of catchment-related issues
across jurisdictional boundaries in the longer term.

Other mechanisms to support integrated catchment management could include joint committees,
shared service arrangements, Council Controlled Organisation (CCO), and other forms of inter-council
collaboration.

Option C

Taupd and South Waikato districts are part of the Waikato catchment and associated governance and
planning arrangements. Rotorua district sits partially in the Upper Waikato Zone Plan but also has
different catchment and regional management frameworks in other parts of the district. Ruapehu
introduces additional considerations, including the headwaters of the Whanganui River, Te Awa Tupua
arrangements, and catchment management frameworks that extend into the Manawatd-Whanganui
region.

Establishing a cross-boundary unitary authority would require careful consideration of how service
delivery and existing planning, co-governance and catchment management arrangemeants are maintained
and integrated under a new governance structure. This would likely require ongoing coordination with
neighbouring council entities and governance bodies. While Taup® District Council has established
working relationships with both Waikato and Bay of Plenty councils, those strong working relationships do
not exist with the Horizons region. Mechanisms such as joint committees, shared service arrangements,
Council Controlled Organisations (CCOs) may assist in maintaining strategic alignment and integrated
management outcomes across catchments and regions.

Compared with a whole of region or sub-regional option, this option presents greater planning
complexity, higher transition risk, and less direct alignment with the region-based approach that
underpins the new planning system.

(9]
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Economy, Industries & Services Assessment for Options

B&C

Across the economic, services and industry data, the choice between the key two options is not simply
about which grouping is larger. Itis a choice between two different models of regional fit for Taupo. The

following is based on the current and historical state of the economy and what the combination looks like

currently.

«  Option B - Taupd + South Waikato, Ruapehu, Otorohanga, Waitomo - gives Taupd the clearest
leadership role with a strong rural base

* Option C - Taupd + South Waikato, Ruapehu, Rotorua - gives Taupo greater regional scale, a
diversified econamy, service depth and a national voice.

Option B

Gives Taupo the Clearest Leadership Role

It creates a more coherent rural and resource-based economic area where Taupd is a major anchor for

GDP, jobs, business activity, population and tourism. The districts in this option share similar economic
foundations across primary industries, forestry, manufacturing, rural services and natural resource use.

This makes the economic story easier to explain and gives Taupd strong influence within the grouping
especially in the rural sector. The trade-off is that the combined area has less overall scale and a more
fragmented services base, with several districts relying on neighbouring centres for health, tertiary,
government and infrastructure services that would sit in other regional authorities.

Option C

Gives Taupo Greater Regional Scale, Economic Diversity & Service Depth

By including Rotorua, this option creates a larger and more diversified economic platform. Rotorua adds

significant weight in health, education, professional services, tourism, public services, population and
infrastructure. This makes the grouping stronger from a services, workforce, investment and regional

corridor perspective, It also creates broader industry coverage by connecting Taupd’s energy, geothermal,

tourism and primary sector strengths with South Waikato's manufacturing base, Ruapehu’s rural and

visitor economy, and Rotorua’s larger service and tourism economy. The trade-off is that Taupd has less

direct influence within the new region but a stronger voice at the national level because of its scale.

Assessment Lens

Option B: Taupo-Led
Rural/Resource Economy

Option C: Larger Regional Growth
Corridor

around primary industries, forestry,
manufacturing, mining, and rural
services,

Economy Stronger for Taupd leadership and Stronger for scale and broader regional
influence. Taupd is a major share of | weight. Rotorua increases the size,
the combined economy and would be | diversity and market reach of the
one of the main growth anchors. combined economy.

Industry base More coherent. Strong shared story More diversified. Connects Taupd’s energy

and tourism strengths with Rotorua's
services, health, tourism and professional
economy and a significant primary sector.

Services and
infrastructure

Taupd is a strong service anchar, but
the wider netwaork is more rural,

Stronger overall service platform,
particularly through Rotorua's hospital,
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Assessment Lens

Option B: Taupo-Led
Rural/Resource Economy

Option C: Larger Regional Growth
Corridor

dispersed and reliant on neighbouring
centres.

tertiary, public sector, airport and
destination infrastructure.

Strategic meaning

A Taupd-led economy with clearer
identity, stronger local influence and
stronger alignment with comparable
districts.

Alarger central North Island corridor with
greater capacity, as a larger economic
powerhouse having more leverage on a
national stage.

Economic options

The historical economic indicators show Taupd entering from a position of strength. Taupd’s 2025
economy is smaller than either of the grouped options, but its 10-year growth profile is stronger across

several of the most important indicators. Taupo grew faster than both options in GDP, filled jobs, business
units, population and tourism expenditure. It also had lower unemployment and a lower, improving NEET
rate. This matters because it means Taupd is not a passive addition to either option. Itis a growth engine.

The economic distinction between the two options is best understood through the trade-off between
influence and scale. Option B gives Taupd more influence because It represents a larger share of the
combined economy and will help bring the other economies up. Option C gives Taupd more scale
because Rotorua adds a larger population, a larger labour market, a larger services base and broader
economic diversity to withstand sector shocks.

Option B at +11.1% and Option C at
+13.7%.

Indicator What the Data Shows Strategic Insight

GDP Taupd GDP grew +18.1% over 10 years, |Taupd is growing faster than both
ahead of Option B at +11.2% and Option | groupings, strengthening either option as
Cat+14.3%. an economic anchor.

Filled jobs Taupd filled jobs grew +20.5%, ahead of | Taupo has demonstrated strong

employment momentum and labour
market growth,

Business units

Taupd business units grew +24.6%,
compared with Option B at +11.9% and
Option C at +13.4%,

Taupd's enterprise base has grown
materially faster than both grouped
options.

expenditure

+27.8%, ahead of Option B at +17.4%
and Option C at +3.7%.

Population Taupd population grew +16.0%, ahead [ Taupd has stronger population growth,
of Option B at +10.2% and Option C at supporting local demand and workforce
+9.8%. depth.

Tourism Taupo tourism expenditure grew Taupd has a highly resilient visitor

aconomy and is especially important in
the Option 2 stary.

Exports

Taupd exports grew +40,1%, below
Option B at +70.5% and Option C at
+50.9%,

Exports are a relative weakness for Taupd
compared with the grouped economies.

[11]

Iltem 5.1- Attachment 3

Page 65



Ordinary Council Meeting Agenda

28 July 2026

Indicator

What the Data Shows

Strategic Insight

Productivity

Taupd GDP per filled job declined -2.0%,
while both options were broadly flat but

The main caution is that Taupd’s strong
jobs growth has not yet translated into

slightly positive. productivity growth.

Social/labour
indicators

Taupd enters either option with a stronger
labour and social outcomes position.

Taupod had lower unemployment at
4.50% and a lower NEET rate at 13.60%
than both grouped options.

Option B Economic Story
Leadership, Coherence & Anchor Weight Around Rural

Option B is the clearest economic leadership option for Taupd. By combining Taupd with South Waikato,
Ruapehu, Otorohanga and Waitomo, the grouping creates a rural and resource-based economy where
Taupd is ohe of the dominant economie anchors. Taupd contributes substantial weight across GDP, jobs,
business units, population and tourism expenditure.

This option works because the surrounding districts have broadly compatible economic foundations.
South Waikato adds manufacturing and primary production (with some challenges around recent large-
scale factory closures). Otorohanga adds a strong rural production economy, Waitomo adds mining,
primary industries and Ruapehu adds some agriculture and visitor economy strengths. Together, these
districts create a coherent story around production, resources, tourism, energy and rural resilience.

The benefit for Taupd is influgnce. The grouping is large enough to create a wider regional economic
platform, but not so large that Taupo is diluted. Taupd would have a strong ability to shape shared
priorities around investment, infrastructure, workforce, tourism, energy and value-added primary
production at least in the region, but could limit influence on a national stage. The limitation is that the
combined economy is smaller and more exposed to rural sector cycles (and perhaps some challenges
with government environmental policy), commodity conditions and seasonal visitor patterns.

Option C Economic Story

Scale, Diversity, Regional Corridor & Growth Potential

Option C creates a larger and more diversified economy by combining Taupd with South Waikato,
Ruapehu and Rotorua. Rotorua is the district that changes the scale of the option. It adds a much larger
economic base, a larger population, deeper services, a stronger tourism sector, greater public-sector
depth, and a broader labour and business market.

For Taupd, this option is less about leadership and more about access to scale. It creates a broader
central North Island corridor that links Taupo's energy, geothermal, tourism and primary sector strengths
with South Waikato’s manufacturing base, Ruapehu's rural and visitor economy and Rotorua’s larger
service, tourism, health and professional sectors,

The benefit is resilience and market reach. A larger, more diversified economy is better positioned to
attract investment, develop the workforce, advocate for major infrastructure, and strengthen regional
positioning. The limitation is that Taupd’s relative influence is reduced. Taupd remains important, but it
becomes a strong contributor within a larger and more complex regional system.

Industry options

The industry tables reinforce the same story as the economic indicators, Taupd has a distinctive base in
energy and geothermal resources, primary industries, tourism, construction and local services. The
question is whether Taupo is better placed as the lead anchor of a more aligned rural/resource economy,
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or as part of a larger and more diversified industry corridor. The data is historical and perhaps doesn't
represent future growth industries into a longer-term future (see economic ambition 2080).

The industry choice is therefore about coherence versus diversity. Option B has a simpler, more
consistent industry rural identity. Option G has a broader and more resilient industry mix.

District

Core Industry Story from the Data

How Does It Contribute to the Options

Taupd

Energy, geothermal,
agriculture/forestry, tourism,
construction and local services.

Core anchor in both options. Strong national
energy positioning and a diversified district base.

South
Waikato

Manufacturing and primary
industries dominate, with strong
agriculture/forestry/fishing and
manufacturing GDP signals.

Importantin both options as a manufacturing
and production contributor.

Otorohanga

Rural production economy led by
dairy and agriculture,

Adds rural production coherence to Option B,

Waitomo

Primary industries, mining, energy,
tourism and construction.

Adds resource, mining and rural tourism depth to
Option B.

Ruapehu

Agriculture and tourisim are the key
anchors.

Adds rural and visitor economy depth to both
options.

Rotorua

Larger, more diversified economy
with agriculture, health care,
tourism, professional services and
retail.

Transforms Option C by adding scale, services,
tourism depth and economic diversity.

Option B Industry Story

A Coherent Rural and Resource Economy

This has the cleanest industry logic. The districts share a strong connection to land, natural resources,
production and some visitor experiences. Taupd brings energy, geothermal, tourism, construction and
primary sector strengths. South Waikato brings manufacturing and primary production. Otorohanga
brings dairy and rural production. Waitomo brings mining, primary industries and tourism. Ruapehu
brings agriculture and visitor economy assets.

This creates a straightforward industry narrative: a productive rural and resource economy with Taupd as

the lead anchor. The shared opportunities are also relatively clear. They include energy and geothermal
development, value-added primary production, forestry and wood processing, rural infrastructure,
warkforce attraction, tourism product development and better transport and service connections.

The strength of this option is that the industry story is easy to explain and easier to align around. The risk

is that the economy is less diversified and more exposed to the performance of primary industries,
manufacturing, and seasonal tourism. It is coherent, but narrower.
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Option C Industry Story:

A broader and more resilient industry corridor

Option C has a broader industry profile. It keeps Taupd's strengths in energy, geothermal, tourism,

primary industries and construction, retains South Waikato's manufacturing and production base, and

includes Ruapehu's rural and visitor economy. The difference is Rotorua. Rotorua adds health care,
tertiary education, professional services, larger-scale tourism, retail and public services.

This changes the story from a rural resource economy to a broader growth corridor. The combined

industry base is less uniform but larger, more diverse, and potentially more resilient. It provides a stronger

platform for workforce development, skills pathways, investment attraction, tourism collaboration,
regional branding, and service-sector growth.

The opportunity is a more rounded central North Island economy that connects energy, tourism, forestry,
manufacturing, health, education, professional services and regional investment. The risk is complexity.

Roterua changes the character of the grouping, and Taupd’s distinctive strengths would need to be
deliberately protected and promoted so they are not lost inside a broader regional narrative.

Industry Question

Option 2 Answer

Option 3 Answer

What is the dominant
identity?

Productive rural and resource
econamy.

Diversified central North Island
growth corridor.

What does Taupd
contributa?

The lead anchor: energy,
geothermal, tourism, primary
industries, construction and
services.

A strategic contributor: energy,
geothermal, tourism and primary
industries within a larger corridor.

What is the main strength?

comparable districts.

Coherence and alignment across

Diversity, resilience and larger
economic capacity.

What is the main risk?

service-sector depth.

MNarrower industry base and less

More complex story and reduced
Taupo dominance.

Services & Infrastructure Options

The services table is where Option C becomes strongest. The economic and industry data show real
advantages for both options, but the evidence on services and infrastructure is clearer: Rotorua
materially strengthens the overall service platform. It adds hospital scale, tertiary education, public-
sector depth, airport infrastructure, destination management, and a larger urban service base.

Taupb already has a strong district-level service base, with Taupé Hospital, Tarangi health services, Taupd
Airport, MSD service centres, Amplify, Destination Great Lake Taupd / Love Taupd and strong state
highway connections. The question is whether Taupo is better placed as the strongest service anchorin a
maore rural grouping, or as part of a more complete regional services corridor on a national scale.

Service Area Option 2 Service Story Option 3 Service Story

Health Taupd is strong locally, but several | Rotorua Hospital adds major health
districts rely on neighbouring service scale, with Taupd, Tokoroa
centres such as Te Kaiti, Hamilton, | and Taumarunui adding rural service

Waikato or Taumarunui. reach.
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Service Area

Option 2 Service Story

Option 3 Service Story

Tertiary and vocational

Taupd and South Waikato have
local trades/vocational provision,
but Otorohanga, Waitomo and
Ruapehu have more limited direct
campus access.

Rotorua adds Toi Ohomai Rotorua
and Te Wananga o Actearoa,
materially strengthening the
education and skills platform.

Government services

MSD coverage exists across key
centres, but the network is more
dispersed and some areas rely on
neighbouring towns.

Rotorua adds a larger public sector
base, alongside Taupd, Tokoroa,
Taumarunui and Ohakune service
access.

Economic
development and
tourism

Taupd’s Amplify and Destination
Great Lake Taupd are strong, with
smaller or contracted functions
across other districts.

RotoruaMZ adds both EDA and RTO
scale, creating a stronger regional
economic and destination
management platform.

Air and transport

Taupo Airport is the main
commercial airport asset,
supported by airfields and strong

Taupo Airport and Rotorua Airport
together strengthen the regional air
and visitor infrastructure story.

state highway links.

Option B services story

Taupd as the Rural Service Anchor

Option B positions Taupo as one of the strongest service centres in the grouping. Taupo brings a strong
district service base, including a hospital, an airport, economic development, destination management,
government services and strong road connections. In a group that includes South Waikato, Ruapehu,
Otorohanga and Waitomao, Taupd would carry significant service leadership.

The limitation is the wider network. Several districts have lighter direct service bases or rely on
neighbouring centres for health, tertiary, employment and government services. Otorohanga has the
lightest direct service base, Waitomo has an important rural service function but limited scale, and
Ruapehu performs strongly relative to its size through Taumarunui Hospital, MSD, courts, DOC, Visit
Ruapehu and Waiouru Military Camp. Overall, the service system is rural, dispersed and more dependent
on external centres.

This does not make Option B weak, but it means the service story is different from the economic story.
Economically, Option B gives Taupd influence. From a services perspective, it gives Taupa responsibility.

Option C services story

A Stronger Regional Service Corridor

Option C has the strongest overall services and infrastructure platform. Rotorua adds the depth that is
missing in Option B: a major hospital, tertiary education, airport, larger public sector base, courts,
professional services and stronger population-serving infrastructure. Taupé then becomes a
complementary service centre rather than carrying the service story alone.

This creates a more resilient regional service corridor. Taupd, Rotorua, South Waikato and Ruapehu
together provide stronger health, education, government, economic development, tourism and transport
coverage. Itis not as Taupo-led, but it is more complete.

[15]
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For Taupd, the value of Option Cis that it fills service gaps without removing Taupé's own strengths, Taupd
retains its district-level service base and strategic transport position, but gains proximity to a larger
ecosystem of institutional and public services. This is the clearest argument in favour of Option C.

Summary

Scenario B - Taupo’s Leadership Role with a Strong Rural Base

This scenario creates a smaller but more coherentinland central North Island economic grouping. It
brings together districts with similar economic foundations: primary production, forestry, natural assets,
tourism, energy, rural service towns, smaller communities and land-based industries,

From a Taupo perspective, this scenario has the strongest economic fit. It reflects the way many of
Taupd's opportunities already function across district boundaries. Forestry supply chains do not stop at
district lines. Tourism corridors connect Taupd, Waitomo and Ruapehu. Energy and geothermal
opportunities link to industrial land, processing, infrastructure and workforce needs across the central
Marth Island.

This scenario also has the highest indicative GDP per filled job, which suggests a relatively productive
economic base. For councillors and stakeholders, that matters because it points to a grouping with
strong productive sectors, not just population scale.

What This Could Mean for Taupd
Potential Economic Benefits

» Strong alignment with Taupo’s economic structure and future opportunities.

»  Clearer focus on inland New Zealand, rather than urban metropolitan growth.

» Stronger collective story around energy, geothermal, forestry, food production, tourism and rural
resilisnce.

» Some fit for advocating on issues such as workforce shortages, transport links, land use,
biseconomy development, regional tourism and energy-enabled industry.

+  Taup?d could play a natural leadership role because of its economic scale, location, visitor brand
and energy assets,

Key Economic Risks

» Thetotal economic scale is much smaller than the whole Waikato or Rotorua-inclusive option.

» Some districts in the grouping have lower population growth, smaller rating bases and more rural
infrastructure challenges.

* Amerged economic geography could increase expectations on Taupd to carry regional
leadership.

* The grouping may have less national visibility unless it develops a very clear central North Island
economic proposition.

«  Without strong governance design, Taupd could inherit broader rural service and infrastructure
pressures without gaining enough strategic influence,

Scenario C - Taupo Greater Regional Scale, Economic Diversity & Service
Depth

This scenario creates a larger central Morth Island economy by bringing Rotorua into the grouping.
Rotorua changes the economic profile significantly. It adds scale, population, labour force depth, visitor
economy strength, health and social services, education, Maori economic presence, urban services and
a globally recognised tourism brand.

For Taup@, this scenario is both attractive and more complex, It creates a stronger central Morth Island
story and a larger economy than Scenario B, It could support a more compelling investment proposition
around energy, tourism, forestry, wood processing, Maori enterprise, workforce pathways and lifestyle-led
growth,

[16]
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However, Rotorua also introduces a strong competing centre. In tourism, Rotorua and Taupd are
complementary in some respects, but they also compete for visitor nights, product investment, event
attraction, government attention and destination marketing focus. In a merged structure, Taupo would
need to ensure it is not positioned as a secondary visitor destination or lifestyle satellite.

What This Could Mean for Taupo

Potential Economic Benefits

Larger combined GDP and employment base than Scenario B.

Stronger central North Island visitor economy proposition.

Better labour market depth and access to a broader skills base.

Strong alignment across geothermal, tourism, forestry, Maori economy and environmental
assets,

Greater potential to advocate for central Morth Island infrastructure, destination development,
workforce training and investment.

Opportunity to position Taupd and Rotorua together as a globally significant geothermal and
visitor economy corridor.

Alignment with government services including health, education and social services

Key Economic Risks

Taupd may compete with Rotorua for tourism investment, events, accommodation development
and government support.

Rotorua’s larger urban service base may shift priorities toward social services, housing, urban
regeneration and city infrastructure.

Taupd’s high-value energy and lifestyle-growth story could be less prominent unless specifically
protected.

There may be tension between Rotorua-led destination development and Taupd-led visitor
economy priorities.

[17]
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Taupo Options Comparison

Two different strengths for Taupé

Option B offers stronger Taupd leadership and rural coherence. Option C offers greater scale,
diversity, service depth and a stronger national voice.

Option B

Taup6 + Ruapehu + South Waikato +
Otorohanga + Waitomo

Clearest leadership role with a strong rural base

Jd &2 @ B

GDP Jobs
$7,582.4m 47,447

Business units Exports
13,974  $3,8439m

Key industries

' Primary industries ‘ Forestry d Manufacturing

¥ Rural services A Natural resources

Potential benefits

+ Strong alignment with Taupd's economic structure

« Clear inland New Zealand focus

» Strong story around energy, forestry, food
production, tourism and rural resibence

+ Good fit for workforce, transport, land use and
bloeconormy advocacy

» Taupd plays a natural leadership role

Key risks

Smaller scale than the Rotorua-inchusive option
Some districts have lower growth and smaller
rating bases

Taupd may need to carry more regional leadership
Lower national visibility undess the proposition is

Option C
Taupd + Ruapehu + South Waikato +
Rotorua

Regional scale, a diversified economy, service
depth and a national voice

At a glance
a 2 @
GDP Jobs Business units Exports

$10,918.5m 75,165 18,333  $4,489.2m

Key industries
‘ Forestry

el Manutacturing o Health € Education

’ Energy ' Primary industries

.thmulm . Tourlsm m Public services

Potential benefits
Larger combined GDP and employment base
Strong central North Iskand visitor economy proposition
Broader labour market and skills base
Strong alignment across geothermal, tourism, forestry,
Maorl economy and environmental assets

* Stronger case for inf) . destination d o

force training and
* Opportunity for a Taupd-Rotorua geothermal and
visitor economy corridor

Key risks
* Taupd may compete with Rotorua for tourism
i , events and g support
« Rotorua's urban service base may shift priorities toward
housing, regeneration and city infrastructure
« Taupd's energy and lifestyle-growth story may be less

very clear 3
* Taupd could inherit wider rural service and EFRTTMNE Nt proy
infrastructure pressure g k
What this means

Option B is best if the priority
is Taupd leadership, a strong
rural base and a clear inland
economic identity.

Option C is best if the priority
is regional scale, service depth,

‘. ‘ economic diversity and stronger
(=) national influence.

Option B = leadership and coherence. Option C = scale and capacity.
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Treaty Settlements & Co-Governance Arrangements

The Head Start Pathway requires councils to demonstrate how existing Treaty settlement obligations and
co-govarnance arrangements would be maintained under any proposed unitary authority. This will require
engagement with relevant Post Settlement Governance Entities (PSGEs) and iwi and hap( partners to
ensure settlement commitments are preserved and continue to have equivalent effect following any
rearganisation,

Existing Governance Arrangements Between Councils & Iwi in the Waikato
Region

Governance arrangements with iwi in the Waikato region are primarily shaped by Te Tiriti Waitangi
settlements. These include formal co-governance and co-management models that provide iwi with
direct statutory decision-making powers as well as memoranda of understanding and other informal
partnership agreements.

In practice, Te Tiriti o Waitangi settlernents are reflected in Joint Management Agreements (JMAs)
involving the five river iwi Waikato-Tainui, Ngati TOwharetoa, Raukawa, Te Arawa River lwi, and Maniapoto.
Other agreements or arrangements cover an array of iwi and hapl across the region.

lLocal Government Entity |[Co-governance arrangements and Partnership Obligations

Waikato Regional Council |IMAs with Waikato-Tainui, Raukawa, Te Arawa River

WRC) Iwi, Te Mehenehenui (Ngati Maniapoto), Towharetoa Maori Trust Board
(WRC has transferred specific freshwater monitoring functions to the Trust
Board for Lake Taupd)

Hamilton City Council PMA with Waikato-Tainui

Waikato District Council UMAs with Waikato-Tainui, Ngati Maniapoto (via Te Nehenehenui),

Memorandum of Understanding with Ngaa Uri o Maahanga and Ngaati
Haua

ITai Tumu Tai Pari partnership framework.

Waikato River settlement cbligations.

Waipa District Council UMAs with Ngati Maniapoto (via Te Nehenehenui) and Waikato-Tainui
Maniapoto relationship arrangements.

MNgati Apakura and Waikato-Tainui partnership frameworks.

ﬁtorohanga District UMA with Mgati Maniapoto (Te Nehenehenui)
Council

South Waikato District UMAs with Raukawa Settlement Trust and Te Arawa River Iwi Trust

Council Relationship agreements with Raukawa Charitable Trust.

Ngati Towharetoa and Ngati Whaoa engagement arrangements.

Waitomo District Council [JMA with Ngati Maniapoto (Te Nehenehenui)

Taupo District Council UMAs with Ngati TOwharetoa, Raukawa Settlement Trust and Te Arawa
River lwi Trust

Mana Whakahono o Rohe with Ngati Tarangitukua

[18]
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Rangitaiki River Forum

Hauraki District Council Mo formal statutory JIMA but ongoing Treaty of Waitangi settlements via the
Pare Hauraki Collective Redress Bill which establishes statutory
frameworks for future co-governance arrangements

Matamata-Piako District No formal statutory JMA but Maori representation is facilitated through
Council the Te Mana whenua Forum.

Thames-Coromandel Mo formal statutory JMA.
District Council Hauraki Collective arrangements.
Multiple Hauraki iwi settlement relationships.

Co-governance obligations associated with Hauraki Treaty settlements.

Waikato Regional Council Co-Governance Standing Committees

The Waikato Regional Council embeds JMA arrangements through dedicated standing committees
focused on specific iwi relationships (e.g., Waikato Raupatu River Trust, Raukawa, Te Arawa River Iwi, and
Nga Wai o Waipa).

Waikato River Authority (WRA)

A statutory co-governance body established by the Crown and River lwi responsible for the Vision and
Strategy for the Waikato River - the primary direction-setting document for the river catchment.

Maori Involvement in the Future Proof Initiative

The Future Proof initiative, being the development and implementation of a sub-regional growth strategy
led by Waipa and Waikato District Councils, Hamilton City Council and Waikato Regional Council,
included the establishment of a tangata whenua reference group - Nga Karu Atua o te Waka - with
members drawn from lwi and hapu-based groups representing tangata whenua in Waipa District and the
wider region.

Maori Constituencies / Wards in the Waikato Region

All territorial authorities in the Waikato region, except Hamilton City Council, have voted to remove Maori
wards ahead of the 2028 local body elections. Waikato Regional Council is exempt from legislation
requiring councils to either disestablish Maori constituencies or put them to a public referendum.

The Waikato Regional Council currently has two Maori constituencies: Nga Tai Ki Uta and Nga Hau e Wha.
Current territorial authority’s Maori wards:

*  Hamilton City Council (Kirikiriroa Maori Ward)

» Waikato District Council (Tai Raro Takiwaa and Tai Runga Takiwaa Maori Wards)

+  Otorohanga District Council (Rangiatea Ward)

*»  Waipa District Council (Waipa Maori Ward)

» Hauraki District Council (Hauraki Maori Ward)

» Thames-Coromandel District Council (Te Tara o Te Ika Maori Ward)

s  Taupd District Council (Te Papamarearea Ward)

* Matamata-Piako District Council (Te Toa Horopd - Matamata-Piake Ward)

Existing Governance arrangements in the Ruapehu & Rotorua Districts

Ruapehu and Rotorua Districts sit across several iwi rohe and settlement areas.

[20]
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lLocal Government Entity

Co-governance arrangements and Partnership Obligations

Ruapehu Council

Ngati Rangi Relationship Agreement (2023).
Mgati Haua Partnership Agreement.
Maniapoto Relationship Agreement through Te Nehenehenui.

[The Te Awa Tupua (Whanganui River Claims Settlement) Act 2017
establishes a unique co-governance framewaork for the Whanganui River.
The settlement recognises the river as a legal person and introduces a
range of governance and planning arrangements that influence decision-
making across the river catchment. Parts of the Whanganui River
headwaters are located within Ruapehu District.

Rotorua Council

Rotorua Lakes Council operates within a significant and complex Treaty
settlement and iwi partnership environment. The district has 17
completed Treaty settlements and approximately 35 Post-Settlement
Governance Entities (PSGEs).

IThe Council participates in several statutory co-governance and co-
management arrangements established through Treaty settlements,
including:

»  Te Arawa Parthership Agreement.

* Te Arawa 2050 Vision Committee arrangement.

e Approximately 19 formal protocols and MOUs with iwi and hapl
entities (from your council research).

« Rotorua Te Arawa Lakes Strategy Group.

s Te Maru o Kaituna River Authority,

+ Tarawera Awa Restoration Strategy Group.

Maori Wards Rotorua & Ruapehu

Rotorua has a single Maori ward, named Te |pu Wai Taketake. It elects three councillors to the Rotorua

Lakes Council.

Ruapehu District Council features a single, district-wide Maori ward.

The communities of both councils voted to retain Maori wards.

[21]

Iltem 5.1- Attachment 3

Page 75



Ordinary Council Meeting Agenda 28 July 2026

Land Area & Population Stats

Land area across districts in the Waikato region

Tile size shows land area, square kilometres
—_—

Taupo Waikato District
6,333.4 km* 4,404.1 km*

. [ Otorohanga South Walkato ! Waipa
2,207.6 km? 1,999.1 km? 1,818.9 km? 1,755.3 km? 1,470.1 km?

Hauraki Hamilton Gty

Definition. Land area is the area of land within each territorial authority boundary, measured by Stats NZ. Tile size
is proportional to land area

Source. Stats NZ territonial authority 2026 boundaries

Rotorua District Council Land Area 2,615 km?*

Ruapehu District Council Land Area 6,734krn2

Population split between urban and rural
Urban and rural share of population across districts in the Waikato region

Each district to 100 percent, ordersd by urban share

Hamilton City 100% urban

Taupt I 7506 urban

South Waikato P 730 urban
Thames-Coromandel _ 69% urban
Waipa I 679 urban
Matamata-Piako — 61% urban
Hauraki I 5506 urban

waitomo I <o urban

Waikato District D 22 urban
Srorohanga N +0% urban

Urban |l Rural

Definition. Urban and rural popula

a share of each district. 1t refle

he usual resident population by Stats NZ urban and rural areas, shown as

live, not how fand is used.

Source. Stats MZ urban rural 2 tlassification

[22]
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ROTORUA
Population Population Density Urban Area Urban/Settlement
(people/km®) Population
78,000 30 Rotorua 58,000
Ngongotaha 5,200
Mamaku 910
Reporoa 500
Total 64,610
RUAPEHU
Population Population Density Urban Area Urban/Settlement
(people/km?) Population
13,450 2 Taumarunui 4.870
Ohakune 1,220
Raetihi 1,060
Total 7,150

Population per elected member

Waikato Region

Population per elected member

Estimated residents for each elected member, by council
A

Hamilton City o13rn
Walkato District 7,008
Waipa 0 5,655
Taupd ) 3,558
Matamata-Plako ) 3,267
Thames-Coromandel 3,220
South Walkato 2,600
Haurak| (1,700
Waitomao 1,658

Otorohanga 1,189

Definition. Population per elected member divides the estimated resident population by the number of elected members. A
higher flgure means each member represents more people. Ward and community board design shapes represantation beyond

this ratio

Spurce. Stats NZ population estimates at 30 Juna 2025, and council websites
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Horizons Regional Council & Ruapehu District Council

ers

-
7]
=
=
1]
[=]

{Rounded)

Population
MEor Ward
Members

eneral Electoral
(Curre

Méori Electoral
Population
Total Population
Population per
Mamber

Total Mem

G

o

B

&

=

"E

T

o

5

=

Ruapehu District 4,110 9,330 13,440 g 2
Whanganui District 8,900 40,300 48,200 12 2
Rangitikei District 3,180 12,850 16,030 m 5
Manawatu District 3,290 30,700 33,980 11 3
Palmerston North City 10,950 759,600 90,550 15 2
Tararua District 3,040 15,800 18,940 3 a
Horowhenua District 5,590 32,800 38,390 12 5
5,580 31,640 37,220 1 a

7,930 34,700 42,630 12 5

Bay of plenty Regional Council and Rotorua District Council

Constituencies | Population® | Number | Population
of per

members | member
Western Bay 53,640 2 26,820
of Plenty
General
Tauranga 145,830 5 29,166
General
Rotorua 52,410 2 26,205
General
Eastern Bay of 35480 2 17,740
Plenty
Total general 287,360 " 26,124
constituencies
Mauao Maori 23,500 1 23,500
Kéhi Maori 21,700 1 21,700
Okurei Maori 21,900 1 21,900
Total Maori 67,100 3 22,367
constituencies
Total 354,460 14
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Population growth estimates

Growth Estimates (Stats NZ 2023 Base High)
120000

100000
80000
60000 —

20000

ﬂ

2023 2028 2033 2038 2043 2048 2053

Waitomo district

s (Jtorohanga district s South Waikato district
e TaLIp0 district m— Rotorua district — Ruapehu district

Population deprivation

District Deprivation - Share of Population in the Most Deprived Quintile
0% 35000

o 30000

/N AN
40% / \ / 25000
% of Population 30% / \ / 20000

/ 15000

20%
10000
i I I I h
v B :

Otorohanga Waitomo  Ruapehu Taupo South Rotorua

Number of people

District District Walkato District
District
e Mumber of people inthe most deprived quintile  ====1% of population that is the most deprived quintile in NZ
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Current Elected Representation

Breakdown of current elected representation and their ratio to population served by councils in the

Waikato Region & Ruapehu.

lLocal government entity Number of elected Average proportion of
representatives at council level residents per councillor

\Walkato Regional Council 14 councillors (including 2 Maori ward[38,000
members and the Chairperson)

Hamilton City Council 14 councillors (including 2 Maoriward|13,721
members) + mayor

Waikato District Couneil 13 councillors (including 2 Maori wardfs,670
memkbers) + mayor

Waipa District Council 11 councillors (including 1 Maoriward|s,585
member) + mayor

Gtarohanga District Council 9 councillors (including 2 Maori ward 1,157
members) + mayor

South Waikato District Council 10 councillors + mayor 2,425

Waitomo District Council 6 councillars + mayor 1,597

Taupo District Council 12 councillors {including 2 Maori ward[3,558
members) + mayor

Hauraki District Council 13 councillors (including 2 Maoriward|1,727
members) + mayor

Matamata-Piako District Council |12 councillors (including 1 Maori ward[3,157
member) + mayor

Thames-Coromandel District 10 councillers (including 1 Macriward(2,827

(Council member) + mayor

Rotorua Lakes Council 10 elected members (including 3 5,034
Maori ward members) + mayor

Ruapehu 10 elected members (including 3 1,455
Maori ward members) + mayor

[26]
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Overview of Waikato Council’s Financials

Rates revenue across districts in the Waikato region

By coundl, year ended 30 June 2025

Hamiiton City $305.0m
Waikato District $139.3m
Taupd $108.4m
Thames-Coromandel $107.4m
Waipa $84.2m
Matamata-Piako $56.0m
Hauraki $52.0m
South Walkato $43.8m
Waitomo $23.4m

Otorohanga $15.0m

Definition. Rates include all forms of rates, such as uniform annual ge

eral charges, wate

ates and targeted rates

Rates collected on behalf of other local authorities, such as regional coundils, are not included

Source. Stats NZ Local Authority Financial Statistics, year ended 30 June 2025. Definitions follow Stats NZ Datalnfo+

local autho tatistics concepts

The economy

GDP shows the value produced in each district.

GDP across districts in the Waikato region

Modelled district GDP, vear to March 2024

Hamiiton City $18,054m
Waikato District $3,792m
Waipd $3,365m
Taupd $3,223m
Matamata-Piako $2,764m
South Wakato $1,476m
Thames-Coromandel $1,319m
Hauraki $972m
Waitomo $708m

Otorohanga $557m

sz domestic product, is the total value of goods and services produced in an area in & year.

Source. MBIE modelled temtonial suthonty GDP, 2025 release, for the year to March 2024

The ten council areas produce about $36.2 billion in GDP, Hamilton accounts for about $18 billion. Waikato, Waipa
and Taupd each sit between about $3 billion and $4 billion.

[27]

Item 5.1- Attachment 3 Page 81



Ordinary Council Meeting Agenda 28 July 2026

Operating income and expenditure

Operating income and expenditure across districts in the Waikato region

By council, year ended 30 June 2025

Hamiton Gty | #417.6m / $4353.2
Walkato District [ ———— $186.8m / $209.4m
Wolp! P ¥124.9m / §148.6m
LT = £i36.0m / $144.3m

Thames-Coromande| ey #134.1m / $139.0m
Matamata-Plako — §r8.0m § $87.0m

Haurakl oy $66.0m / $75.8m
South Waikato — £56.49m / $62.6m
Waitomo e £38.0m § $42.3m
Btarohanga = $24.8m f $28.3m

Operating income [l Operating expenditure

urrent oparations, which are the

2025, Dafin Stats NZ Datalnfo+

What councils own and owe

Councils own assets and carry debt. Assets are what local authorities own. Borrowings are council debt.

Total assets and total borrowings across districts in the Waikato region
By council, year ended 30 June 2025

Coundil Total u:::lﬁ Total burmv:isn'::
Hamilton City 7,206.5 1,181.1
Walkato District 29727 241.B
Waipa 2,BBD.B 404 .8
Thames-Coramandel 2,270.1 91.0
Taupd 2,226.6 237.0
Matamata-Piako 1,319.6 a5.0
Hauraki 1,133.3 140.0
Waitomo 736.3 a2
South Waikato 6668 50.0
Otorohanga 453.9 12.4
Ten districts 21,866.6 2,476.3

Definition. Total 3
tha next 12 months ply

Source, Stats NZ Lo

what local authorities o
™ dal

a council debt, including short-term debt due within
are in millions of dollars:

Autharity Financial Statisti
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Waikato Region: There are 10 CCO’s across the region

O Name

NZ Local Government Funding Agency (NZ
LGFA)

Bay of Plenty Local Authority Shared
Sorvicos (BOPLASS)

Co-Lab

Walkato Waters Limited (WWL)

Walkato Reglonal Alrport Lid (WRAL)
IAWAI - Flawing Waters

Haurakl Radl Tral

Destination Hauraki Coromandel
Taupd Alrport Authority

Destination Geroat Lake Taupd (OGLT)

Type

National

Regional

Reglonal

Reglonal

Local (sharod)

weal (shared

Local (shaved)

Shareholding Councils

Al 10 councis Sated

Tanipt O anly (of the 10 lsted)

AL 10 counchs Mated

anga 0
mo O © Taug

Hamimon CC (50%) Wakato DC (15.6%) Wailph DC
%) Magamata-Plako DC (15.0%) - Otorohanga (X
3 1%)

Hamison City Councl - Waikata 0

hames-Coromandel DC

T Haurski DC
e

Matamats-Pioko
Thames-Coromandal DI

Toupt X

Tanipts X

[29]

Koy Function

Local govermmant sector finanang

Bay of Prenty shared sery

Walkato shared services (pewdousty WLASS)

Wale
2026404 2027, pi

A wastewstor services (from i

Hamston Airport. inct. Hamiton & Waikato

Tourtsm, Tanium Park

Wate

& wastowater services (fram 1 Jul 2020}

Tl sl management

Regional boursm organisatior
Local sirport aperation

Regicnal ouram organsatior

ltem 5.1- Attachment 3

Page 83



Ordinary Council Meeting Agenda 28 July 2026

Maps
Territorial and Regional Council Boundaries

Waikato Region

(30
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Bay of Plenty Region
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Bay of Plenty Local Council Boundaries
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Manawatu-Horizons Region (Horizons Regional Council)

Part
Stratford

Rangitikei

Manawatu

(32]
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Rotorua Council
Sits within Waikato Regional council and Bay of Plenty Regional Council boundaries,

Adjacent districts (in a clockwise direction starting in the north) are Western Bay of Plenty, Whakatane,
Taup®, and South Waikato.

37

1y

Rotorua General and Rural Wards ROTORU;\H

(33]
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South Waikato District Council

Sits fully within the Waikato Regional Council boundary. Adjacent districts are Taupo, Otorohanga, Waipa,
Matamata Piako, Rotorua and Western Bay of Plenty.

aGambridge ¥ _ N -
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- o 1 ake

A Whakamart) \ /* Ohakup

o

e d -
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Waitomo District Council

95% in Waikato Regional Council and remainder in Manawatu-Whanganui (Horizons) Regional Council.

Western boundary is the Tasman Sea. It is adjacent to the Otorohanga district to the north, Taupa district

to the east and Ruapehu and New Plymouth districts to the south.

Te Malka
Te Watere
Lake Taharoa
Te Anga
Wastomo C 3
Marokopa Te Kunt
° Kum g
Waitomo District
£gnt Mie

(38]
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Otorohanga District Council

Extends from Kawhia and Aotea Harbours on the west coast to the eastern extremity of the Waikato River
near Mangakino. Adjacent districts are Waitomo, Waipa, South Waikato and Taupa.

(36]
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Ruapehu District Council

Situated within Horizons (Manawati-Whanganui) Regional Council boundary and Waikato Regional
Council to the north.

Contains the western half of the Tongariro National Park, including Mount Ruapehu and the western sides
of Mount Ngauruhoe and Mount Tongariro, as well as part of the Whanganui National Park, and the
Whanganui river.

Adjacent districts are Waitomo, Taupo, Stratford, New Plymouth, Rangitikei, Whanganui.
p i
Waitomo District H
S50 335334 :

e
'JJ Tumdlh huwiiaal
Linne] Chindrick
1]
L

. o, pelio o R
1 T a

[ ] -
\

e

New Plymouth Disirict
LG-033-2022-W-1

Taupa District
LG-021-2018-W-1

RUAPEHU
DISTRICT

ol

Tararaki
Ll et

Stratford District
LG-034-2021-W-1

Weingion i
Ll (vwst i

Rangitikel District
LG-038-2022-W-1

Whanganul District
S0 36047

[ ] ] 40 Kikematios
L A i i L " i i ]
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Waikato Catchment

(38]
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Ruapehu Catchments

Raetihi and Ohakune feed into the Whangaehu catchment.

(2] Ruspehu District
Water Catchments

': . Whanganul Catchment
'_- : Whangaehu Catchment

Rangitikei- Turakina Catchment

(39]

Iltem 5.1- Attachment 3

Page 93



Ordinary Council Meeting Agenda 28 July 2026

Rotorua Lakes Catchment

Locality

Rotorua Lakes Catchments

et o gronad Man

[40]
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Appendix 1 — Department of Internal Affairs Council Performance Profiles

&

Rotorua Lakes Council

Small metro and large provincial group

Internal Affairs
Te Tari Taiwhenua

&

B

=

Demographics Result Group median
Population for 2024 (no.) 77,100 57,650
Population change for 2023 to 2024 (%) 0.7 14
Land area for 2025 (km?) 2,409 2,391
Rates revenue Result Group median
Change for 2023 to 2024 (%) 8.4 10.0
Forecast change for 2024 to 2025 (%) 143 154
Forecast change for 2025 to 2026 (%) 9.2 9.2
Debt Result Group median
Credit rating (and rating agency) for 2025 AA- (Fitch) AA
Net debt/total revenue for 2024 (%) 206.1 979
Net debt/total revenue change for 2023 to 2024 -1.9 88
Debt headroom for 2024 83.9 156.8
Operating expenditure Result Group median
Total operating expenditure for 2024 ($5000) 195,311 139,986
Personnel Result Group median
Staff numbers for 2024 (FTE) 368 349
Personnel costs for 2024 ($000) 34,866 31,342
Capital expenditure by activity Capital expenditure Result Group median

f

“#

r 2024 (%)

Total capital expenditure for 2024 (5000) 117,557

Actual/planned capital expenditure for
2024 (%)

to 2027 ($000)

87

Forecast total capital expenditure for 2025 411,569

58,194

87

249,466

Balanced budget Result

Group median

* Roading ® Wastewater
: : Revenue/operating expenses for 2022 (%) 98 104

. Water ® Stormwater
» Flood protection  Other capital Revenue/operating expenses for 2023 (%) 96 92
q Revenue/operating expenses for 2024 (%) 99 93

ﬁﬂ H For more information:
ﬁ . A jal reports
*  Annualpla
/\H s lone-teem plans
h {/Council-measurement/Small-Metro

[41]
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Te Tari Taiwhenua

- 4
Taupo District Council éf Internal Affairs

Small metro and large provincial group

Demographics Result Group median

9 Population for 2024 (no.) 42,200 57,650
md Population change for 2023 to 2024 (%) 1.7 14
Land area for 2025 (km?) 6,333 2,391

Rates revenue Result Group median

/\ Change for 2023 to 2024 (%) 12.4 10.0
a Forecast change for 2024 to 2025 (%) 16.2 154
Forecast change for 2025 to 2026 (%) 9.5 9.2

Debt Result Group median

Credit rating (and rating agency) for 2025 AA (S&P) AA

% Net debt/total revenue for 2024 (%) 53.6 979
Net debt/total revenue change for 2023 to 2024 6.1 88

Debt headroom for 2024 2364 156.8

g Operating expenditure Result Group median
Total operating expenditure for 2024 ($000) 140,707 139,986

Personnel Result Group median

m Staff numbers for 2024 (FTE) 382 349
Personnel costs for 2024 (5000) 31,081 31,342

Capital expenditure by activity
for 2024 (%)

Capital expenditure Result Group median

Total capital expenditure for 2024 ($000) 65,330 58,194
Actual/planned capital expenditure for 112 87
2024 (%)

Forecast total capital expenditure for 2025 207,574 249,466
to 2027 ($000)

Balanced budget Result Group median

* Roading " Wastewater

& sartice - Bt Revenue/operating expenses for 2022 (%) 121 104

» Flood protection = Other capital Revenue/operating expenses for 2023 (%) 107 92
q Revenue/operating expenses for 2024 (%) 93 93

ﬁ For more information:
s Annual plans

[42]
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Ruapehu District Council : Internal Affairs

Small provincial and rural group = ¥ ] Te Tari Taiwhenua

Demographics Result Group median

9 Population for 2024 (no.) 13,550 13,275
m Population change for 2023 to 2024 (%) 0.7 1.1
Land area for 2025 (km?) 6,734 3,505

Rates revenue Result Group median

/\ Change for 2023 to 2024 (%) 6.4 8.3
a Forecast change for 2024 to 2025 (%) 9.1 133
Forecast change for 2025 to 2026 (%) 9.7 B9

Debt Result Group median

Credit rating (and rating agency) for 2025 Unrated AN

% Net debt/total revenue for 2024 (%) 104.2 47.2
Net debt/total revenue change for 2023 to 2024 15.4 12.9

Debt headroom for 2024 708 1324

Operating expenditure Result Group median
M Total operating expenditure for 2024 (5000) 54,528 54,528
Personnel Result Group median

m Staff numbers for 2024 (FTE) 79 B7

Personnel costs for 2024 (5000) 6,409 7,541

Capital expenditure by activity

for 2024 (%)

Capital expenditure Result Group median

Total capital expenditure for 2024 (5000) 22,248 20,281
Actual/planned capital expenditure for 102 B4
2024 (%)

Forecast total capital expenditure for 2025 43,542 81,208
to 2027 (5000)

Balanced budget Result Group median
= Rosding pra— Revenue/operating expenses for 2022 (%) 125 104
" Water ® Stormwater Revenue/operating expenses for 2023 (%) 101 96
" @ provect i (rher capna Revenue/operating expenses for 2024 (%) 98 26

https:/fww. meert.govt.nz/assets/Uploads/Local-government-documents/Council -
measuremeant/Small-Provincial-Rural-Group-PR-July-2025, pdf

[43]
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i

Otorohanga District Council ik Internal Affairs

Small provincial and rural group b E_:,. Te Tari Taiwhenua

Demographics Result Group median

9 Population for 2024 (no.) 10,750 13,275

m Population change for 2023 to 2024 (%) 19 1.1

Land area for 2025 (km?) 1,999 3,505

Rates revenue Result Group median

/\ Change for 2023 to 2024 (%) 7.0 8.3

a Forecast change for 2024 to 2025 (%) 114 133

Forecast change for 2025 to 2026 (%) 95 89

Debt Result Group median

Credit rating (and rating agency) for 2025 Unrated AA-

% Net debt/total revenue for 2024 (%) 276 47.2

Net debt/total revenue change for 2023 to 2024 10,0 129

Debt headroom for 2024 1474 132.4

[=—c] Operating expenditure Result Group median

| ‘4. Total operating expenditure for 2024 (5000) 28,238 54,528

Personnel Result Group median

m Staff numbers for 2024 (FTE) 58 87

Personnel costs for 2024 (5000) 5,416 7,541

Capital expenditure by activity
for 2024 (%)

Capital expenditure Result Group median

Total capital expenditure for 2024 (5000) 11,888 20,281
Actual/planned capital expenditure for 141 B4
2024 (%)

Forecast total capital expenditure for 2025 29,430 81,208
to 2027 ($000)

4

Balanced budget Result Group median
s Roading e Revenue/operating expenses for 2022 (%) 104 104
* Water ® Stormwater Revenue/operating expenses for 2023 (%) 96 96
# Fload protaction @ Othar capita Revenue/operating expenses for 2024 (%) 92 96

hitps:/fwww.mcert, govt.nz/assets/Uploads/Local-government-documents/Council-
measurement/Small-Provincial-Rural-Group-PR-July-2025, pdf

[44]
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. & # §

Waltomo Dlst"ct COLII"ICI| ‘*f‘ Internal Affairs
Small provincial and rural group . E;?. Te Tari Taiwhenua
Demographics Result Group median

v Population for 2024 (no.) 9,950 13,275
mJJ Population change for 2023 to 2024 (%) 1.6 L]
Land area for 2025 (km?) 3,535 3,505

Rates revenue Result Group median

/\ Change for 2023 to 2024 (%) 59 B3
e Forecast change for 2024 to 2025 (%) 114 133
Forecast change for 2025 to 2026 (%) 2.7 B9

Debt Result Group median

Credit rating (and rating agency) for 2025 Unrated AR

% MNet debt/total revenue for 2024 (%) 64.8 47.2
MNet debt/total revenue change for 2023 to 2024 6.3 129

Debt headroom for 2024 110.2 13124

Operating expenditure Result Group median
M Total operating expenditure for 2024 (5000) 41,304 54,528
Personnel Result Group median

m Staff numbers for 2024 (FTE) 76 a7

Personnel costs for 2024 (5000) 7,248 7,541

Capital expenditure by activity Capital expenditure Result Group median

for 2024 (

Total capital expenditure for 2024 ($000) 19,217 20,281
‘ Actual/planned capital expenditure for 85 B4
\ 2024 (%)
'-".!-_\
Forecast total capital expenditure for 2025 57,345 81,208
to 2027 ($000)

Balanced budget Result Group median

s Rosding & Wastewater Revenue/operating expenses for 2022 (%) 120 104
= Wate ® Stormwalter Revenue/operating expenses for 2023 (%) 110 96
® Flood protaction @ Ciher capita Revenue/operating expenses for 2024 (%) 116 96

https:/fwww. meert, govt.nz/assets/Uploads/l ocal-gavernment-documents/Council-
measurement/Small-Provincial-Bural-Group-PR-July-2025, pdf

[45]
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i
South Waikato District Council # " Internal Affairs

Small provincial and rural group - H:E Te Tari Taiwhenua

Demographics Result Group median

9 Population for 2024 (no.) 25,900 13,275

m Population change for 2023 to 2024 (%) 08 11

Land area for 2025 (km?) 1,819 3,505

Rates revenue Result Group median

/\ Change for 2023 to 2024 (%) 209 83

a Forecast change for 2024 to 2025 (%) a7 133

Forecast change for 2025 to 2026 (%) 99 B9

Debt Result Group median

Credit rating (and rating agency) for 2025 Unrated AA-

& Net debt/total revenue for 2024 (%) 345 47.2

Net debt/total revenue change for 2023 to 2024 4.1 129

Debt headroom for 2024 1405 1324

Operating expenditure Result Group median

Total operating expenditure for 2024 (5000) 58,798 54,528

Personnel Result Group median

m Staff numbers for 2024 (FTE) 154 87

Personnel costs for 2024 (5000) 15,161 7,541

Capital expenditure by activity Capital expenditure Result Group median

for 2024 (%)

Total capital expenditure for 2024 ($000) 20,281 20,281

Actual/planned capital expenditure for 73 84

2024 (%)

Forecast total capital expenditure for 2025 111,441 81,208
" to 2027 (5000)

Balanced budget Result Group median

R o Wastewater Revenue/operating expenses for 2022 (%) 107 104
= Water o Stormwater Revenue/operating expenses for 2023 (%) 87 96
BFiad|precaction @ Cthar capiee Revenue/operating expenses for 2024 (%) 96 96

https:/fwww.mcert.govt.nz/assets/Uploads/Local-government-documents/Council
measurement/Small-Provincial-Rural-Group-PR-July-2025. pdf

[46]
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Head Start pathway

Simplifying Local Government

Te Kawanatangao Aotearoa
New Zealand Government
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Ministerial foreword

Local government plays a central role in shaping how New Zealand grows and
develops. Councils understand their communities and regions, and they are key
partners with central government in delivering housing, infrastructure, and

environmental management.

The Government knows councils are
managing significant change, with multiple
reforms happening at once. Alongside
implementing a new planning system,
councils told us through submissions on the
Simplifying Local Government proposal that
they wanted greater flexibility, including the
ability to shape future governance
arrangements themselves and, where they
are ready, to move more quickly.

The Head Start pathway is a direct response
to that feedback. It provides a voluntary,
streamlined option for councils that want to
lead the transition early, while continuing to
deliver the new planning system. Head Start
enables locally led solutions, so councils can
set their own direction and pace rather than
waiting for wider reform settings to apply.

Hon Chris Bishop

Minister Responsible for RMA Reform

Head Start pathway | Simplifying Local Gevernment

The Government has been clear that regional
governance needs to be simpler and more
effective over time. Head Start is voluntary.
Councils that do not opt in will not face
mandatory change until after the 2028 local
elections, giving them space to focus on
delivering the first generation of plans under
the new planning system.,

Together, the Head Start pathway and the
backstop approach provide certainty and
confidence, supporting councils to lead
where they are ready, while setting the
system up to work better for the long term
and delivering the new planning system.

Hon Simon Watts

Minister of Local Government

Iltem 5.1- Attachment 4
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The Simplifying Local Government proposal

In November we consulted on a draft proposal to establish regional boards of mayors, replacing
regional councillors, to lead the development of reorganisation plans for a region. The proposal
can be found at dia.govt.nz/Simplifying-Local-Government#Propaosal.

What we heard

Consultation on this proposal resulted in

more than 1,150 submissions, including

around 70 from councils and local government
sector bodies, and around 60 from iwi/Maori
organisations. Submitters generally agreed
with the need for reform but raised issues

with the specific proposal.

There was more support for regional
reorganisation plans than combined territories
boards (CTBs). Many submitters had concerns
about council capacity to progress these
reforms at the same time as other government
initiatives. Some suggested changes to the
timing, membership, or remit of CTBs.

Many submitters supported keeping regional
councillors in place until the 2028 local

elections - as a practical measure to support
mayors and maintain democratic legitimacy.

Submissions highlighted the important
relationships regional councils have with

iwi Maori, and the Treaty settlement redress
arrangements that relate to regional

council functions.

Head Start pathway | Simplifying Local Gevernment

Other issues raised in submissions included:

preserving and supporting local
democracy, including balancing urban
and rural interests, with some support
for Crown observers

retention of regional service delivery,
particularly environmental management
and river catchment management

mayoral workloads and adopting
a regional perspective; and

funding and process concerns.

Councils told us they wanted greater
flexibility to take locally led approaches

to reform. Some councils and mayors have
been clear that they are ready to move faster,
building on existing regional arrangements
such as mayoral forums rather than
establishing a board of the region's mayors.

The Head Start pathway responds directly
to that feedback, giving councils that are
ready the opportunity to take the lead,
shape their own regional solutions, and
progress at pace.

ltem 5.1- Attachment 4
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What we are doing

We have listened to feedback and refined our approach.

We will introduce a streamlined Head
Start pathway for councils that are ready
to develop and progress reorganisation
proposals, with the aim of creating unitary
authorities within a region through
bespoke legislation.

We will legislate for councils not
progressing through Head Start to enter
a compulsory backstop process after
the 2028 local elections.

We will replace regional councillors at the
2028 local elections with an interim body
(for example, a board of mayors, Crown
commissioners, or a combination of both).
The precise model will be confirmed later.
Retaining regional councillors until the
2028 local elections will provide capacity
during a period of substantial change.

4 Head Start pathway | Simplifying Local Gevernment
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How this fits with the new planning system

We know councils are navigating significant
change, with multiple reforms happening
at once.

The Head Start pathway gives councils that are
ready to move early the confidence to get on
with delivering the new planning system now,
while they shape the governance arrangements
ahead of the 2028 local elections.

Head Start pathway

From 5 May 2026, two or more territorial
and/or unitary authorities can submit an
outline proposal to establish a new unitary
authority covering part or all of a region.
Proposals will need to be submitted by

9 August 2026.

A unitary authority combines the functions of
aregional council and a city or district council
into a single organisation. This can simplify
governance, reduce duplication, and improve
regional coordination.

Councils participating in the Head Start
pathway will continue implementing
the new planning system alongside any
reorganisation activity.

Head Start pathway | Simplifying Local Gevernment

By progressively aligning governance with
how the new planning system is designed
to work, Head Start enables councils to lead
the transition on their own terms, rather
than waiting for wider reform to commence.

Delivering the new planning system remains
core business for all councils and continues in
parallel, whichever pathway councils choose.

Who can submit an outline
proposal?

Any two or more territorial and/or unitary
authorities (except for Auckland) including
cross-boundary groupings, may submit if
they represent a majority of either the:

« directly affected territorial authorities, or

« population across directly affected areas.

Proposals cannot be submitted by minority
groupings, individual territorial authorities or
unitary authorities, regional councils,
individuals or other organisations.

ltem 5.1- Attachment 4
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Eligibility criteria

Proposals must be submitted by two or more territorial authorities that together represent a
majority of either directly affected territorial authorities or a majority of the population across
directly affected districts. The following examples illustrate how this may work.

What types of reorganisation can
be proposed?

Qutline proposals must provide for the
establishment of new unitary authorities.
The most straightforward approach is for
all councils in a region to combine to form
a single unitary authority.

We will also consider outline proposals for
subregional unitary authorities and potential
cross-boundary proposals, where:

+ existing territorial authorities are
combined and regional council functions
are transferred

+ the proposed arrangements would result
in fewer local authorities overall

+ the proposed arrangements would deliver
clearer accountability and effective delivery
of key functions, including regional planning,
transport, and catchment management.

More than one unitary authority in a region
is only likely to be approved if:

the region is large and has more
complex issues

+ the proposal clearly meets the criteria and
doesn’t lead to the fragmentation of key
regional functions where collaboration is
required, such as catchment management.

] Head Start pathway | Simplifying Local Gevernment

Working with iwi/Maori

Treaty settlement arrangements will
continue to be provided for. We will work
with applicants and iwi/Maori affected by
the Head Start pathway to support the
continuation of effective relationships and
uphold settlement redress.

Councils will be expected to engage with
relevant post-settlement governance entities
(PSGEs) to demonstrate how existing Treaty
settlement arrangements could be transferred
to new unitary authorities with equivalent
effect. The Government will also work with
PSGEs directly on proposed arrangements.
Councils will have an opportunity to further
engage with Maori as they continue to develop
outline proposals ahead of final decisions

in 2027.
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Example 1: Majority of directly affected councils

A region contains three territorial authorities: Council A, Council B and Council C. Council A and
Council B jointly submit a proposal that affects Council C.

P 4 This proposal would be eligible for consideration because Councils A and B form a majority of the
directly affected territorial authorities, regardless of population size.

Example 2: Majority of population

A region contains four territorial autherities: Councils A to D. Councils A and B jointly submit a proposal
that also impacts Councils C and D. Councils A and B together represent more than 50% of the population
of the directly affected area, even though Council C and Council D are larger in land area.

J This proposal would be eligible for consideration because the proposing councils represent a
majority of the population, even if they do not represent all councils.

Example 3: Minority of directly affected councils

A region contains five territorial authorities: Councils A to E. Council A and Council B jointly submit a
proposal that also affects Councils C, D and E. Councils A and B together do not represent more than
50% of the population or the majority of affected councils of the directly affected area.

This proposal would not be eligible for consideration because, while it invelves two councils,
it does not represent a majority of councils or population.

Example 4: Subregional unitary authorities

A region contains five territorial authorities: Councils A to E. Council A, Council B, Council C and
Council D jointly submit a proposal for two unitaries for the region affecting Council E.

This proposal would be eligible for consideration because the proposing councils are a majority of
the directly affected territorial authorities, regardless of population of the directly affected areas.

Example 5: Subregional proposal - part of region

A region contains seven territorial authorities: Councils A to F. Council A, Council B and Council C
jointly submit a proposal for a unitary for the three councils within their part of the region. The other
four councils are unaffected.

“ This proposal would be eligible for consideration because there are more than two territorial

authorities proposing amalgamation and the majority of territorial authorities and population affected
by the proposal are in favour of the proposal. Reorganisation plans for the remainder of the region (Councils
D to F) will be required after the 2028 local body elections.

Note: eligibility is not acceptance, and eligible proposals will still need to pass the assessment.

7 Head Start pathway | Simplifying Local Gevernment
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How will outline proposals be assessed?

Five criteria will be used to assess the proposals:

Deliverability: Proposals are realistic and demonstrate how new arrangements
can be implemented in a timely manner.

Supports the new planning system: Shows clear support for implementing the
new planning system - including progress on spatial and natural environment plan
development - and avoids or minimises disruption to that work.

Simplifies local governance: Proposes more efficient regional governance
arrangements, consolidating decision-making and improving alignment between
a region’s councils.

Economies of scale: Supports regional strategic planning and effective delivery
of key regional functions (such as transport and catchment management), and
demonstrates responsible and affordable asset management, infrastructure
investment, and service delivery.

Maintains local voice: Demonstrates fair and effective representation for
communities of interest and how decisions will be made at the local level,
balancing urban and rural interests.

Next steps for Head Start

Once outline proposals have been assessed,
Cabinet will decide which proposals are
accepted into the detailed design phase of
the Head Start pathway.

Once agreed in principle, any support
required to develop detailed reorganisation
proposals will be determined with submitters
and agreed by Cabinet.

8 Head Start pathway | Simplifying Local Gevernment
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Timelines

Head Start
opens

Cabinet agrees
proposals in principle

Final proposals
submitted

Cabinet confirms
proposals

Cabinet approves
legislation

Legislation
enacted

Proposal
implementation begins

Backstop begins

9 Head Start pathway | Simplifying Local Gevernment

Cabinet approves
Head Start

Outline proposals
submitted

Cabinet makes final
policy decisions

Legislation
introduced

Nominations for
local elections

Local elections
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10

Status of regional councillors

We previously proposed replacing regional
councillors with boards of mayors,

Submitters suggested that retaining regional
councillors until the end of their current
elected periods would:

+ support the transition to the new planning
regime, including the first generation of
spatial and natural environment plans

retain institutional knowledge needed to
make the transition

+ provide additional governance capacity
and capability during a period of
substantial change.

Backstop legislation

Progress through the Head Start pathway
will help inform the design of backstop
arrangements for other regions.

Councils that do not progress through Head
Start will continue to focus on delivering the
new planning system, including development
of the first generation of plans. Reform for
those councils will not occur until after the
2028 local elections, through the compulsory
backstop process.

This approach gives councils more

time to concentrate on planning system
implementation before any mandatory
governance changes take effect, while still
providing a strong indication of when and
where future reform will occur.

Head Start pathway | Simplifying Local Gevernment

It is our intention that regional councillors will
not be elected at the 2028 local elections. They
will be replaced by an interim body, for example
a board of mayors, Crown commissioners, or a
hybrid model. We will confirm the exact model
in 2027, when successful Head Start proposals
are approved.

Current regional councillors will stay on through
to the end of the 2028 term to lead regional
councils in their roles in the new planning
system, particularly regional spatial plans.

Regions and councils not progressing
through the Head Start pathway will be
subject to a backstop process. During the
transition, regional council governance
would be exercised by an interim body, with
the precise model to be confirmed in 2027.
Legislation for the backstop will be enacted
before nominations open for the 2028 local
elections. This will ensure candidates
understand any new roles and responsibilities,
and electors can vote with clarity.

The final models of governance will be
informed by lessons from the Head Start,
feedback from consultation on the Simplifying
Local Government proposal, and further
advice from officials.
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Rapid review update

A rapid review of regional council functions
was completed to help guide councils during
reorganisation planning. It was intended to
identify functions that could potentially be
centralised or ceased.

The review found that the key opportunities
for centralisation are already being considered
through existing government work
programmes. For example, a national regulator
for compliance and enforcement is being

considered as part of the new planning system.

The RMA Expert Advisory Group
recommended that, in the new
planning system, compliance and
enforcement functions should be
transferred to a national regulator
with regional compliance hubs.

Policy work on this proposal is
expected to be progressed after the
Planning and Natural Environment
Bills pass. The Government then
expects to engage with local
authorities and others to discuss the
merits of different approaches.

The review concluded that other functions are
still best delivered at a regional or local scale.
In general, centralisation would involve high
transition costs, be disproportionate to the
problem identified, and is unlikely to materially
improve regional or system outcomes. In some
cases, the status quo is functioning effectively
or could benefit from targeted modification
rather than substantial change.

Transport is one key regional function

that requires further consideration as a

part of Head Start proposals. Transport
responsibilities are currently split across
central (NZ Transport Agency) and local
government, with territorial authorities
responsible for local roading while regional
councils are responsible for network planning
and public transport.

Outline proposals do not need to resolve all
issues relating to any transfer of regional
functions. However, proposals should:

+ address the need to consolidate regional
transport functions (such as in a regional
unitary authority, regional joint committee
or regional council controlled
organisation)

- propose interim arrangements with respect
to the new planning system compliance and
enforcement functions, until Government
decisions have been made

+ explain how effective river catchment
management can be maintained.

n Head Start pathway | Simplifying Local Government
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Resources

For further information, including guidance and
how to engage with officials and access support,
see dia.govt.nz/Simplifying-Local-Government

Published by the New Zealand Government
in May 2026
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Purpose

The purpose of this guidance is to support councils to develop outline proposals for Head Start. The
content in your outline proposal will help central government assess alignment with the Head Start
pathway, and enable the Government to make decisions on which proposals should be accepted into
the next phase of the Head Start pathway for detailed proposal development.

This Guidance builds on the Head Start Policy Document and should be read alongside that

document.

Who will assess proposals and
how will they assess them?

Qutline proposals will be assessed by Ministry of
Cities, Environment, Regions, and Transport
officials against the agreed criteria, recognising
that:

outline proposals are intended to be ‘light
touch’, high-level, and strategic

L3

there are no strict content requirements
(guidance is a guide)

*

there are no set thresholds for meeting each of
the criteria; and

Ministers are prepared to make trade-offs when
considering outline proposal assessments.

Cabinet
decisian AT
Sep 2026 [

MCERT assesy
submissians
Prapesal does
Tt prOgress

submitted

For example, while outline proposals should
address all criteria, one might score well
against ‘supports the new planning system’
and ‘economies of scale’ assessment criteria,
whereas another might score well against
those for *maintains local voice and
deliverability’ Outline proposals will be
assessed by how well they meet the criteria
as awhole.

Cabinet will make final decisions on which
outline proposals are agreed in principle for
the detailed design phase. Detailed
proposals approved by Cabinet will be given
effect through primary legislation.

Legislation " X
anacted i ¥
drcision El

May 2027 [ibitsedl oct 2028

Detailed proposal
Aot Hat progriss

con

Past 2028 loeal
election
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Eligibility
Who can submit an online proposal?

Any two or more territorial and/or unitary
authorities (except for Auckland Council)
including cross-boundary groupings, may
submit an outline proposal. To ensure the
right scale, proposals must represent a
majority of either the:

» directly affected territorial authorities; or

+ population across directly affected areas.

A directly affected territorial authority is one
that is proposed to be part of the creation of a
unitary authority or authorities. It may or may
not be a party to the proposal.

A cross-boundary grouping could include a
territorial authority from a neighbouring region
or a proposal that divides existing boundaries
within a region.

Outline proposals cannot be submitted by
minority groupings, individual territorial
authorities or individual unitary authorities,
regional councils, individuals or other
organisations. However, the support for or
contribution to an outline proposal by a
regional council or other organisation can be
highlighted.

For examples of how eligibility criteria may work, see page 7 of the Head Start Policy Document

What types of reorganisations can be
proposed?

Outline proposals must provide for the
amalgamation of at least two territorial
authorities or unitary authorities into a new
unitary authority.

The most straightforward approach is for all
territorial authorities in a region to combine to
form a single unitary authority, which takes on
the functions of the regional council.

We will also consider outline proposals for
subregional unitary authorities and potential
cross-boundary proposals, where:

+ existing territorial authorities are
amalgamated, and regional council
functions are transferred

« the proposed arrangements would result in
fewer local authorities overall

« the proposed arrangements would deliver
clearer accountability and effective delivery
of key functions, including regional planning,
transport, and catchment management.

Mare than one unitary authority in a region is
only likely to be approved if:

* the region is geographically large, contains a
large number of territorial authorities and
has significantly complex issues; and

« the proposal clearly meets the criteria and
doesn't lead to the fragmentation of service
delivery for key regional functions where
collaboration or integration is required.

4 Guidance for Head Start outline proposals | Simplifying Local Government
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Developing your outline
proposal

What level of detail is expected?

Provide a high-level, strategic outline of
your proposal only. Focus on the core ideas,
key trade-offs, and what still needs to be
worked through.

*

Make the case for change, setting out your
evidence base. We don't expect you to
generate new evidence for the proposal or
undertake detailed modelling but rely on
information you already have available.

L]

For each criterion, tell us: how does the
proposal meet the criteria, why it is better
than the current state, what are the
trade-offs and risks, and what still needs
work.

Detailed design will occur in the next phase
(see Finalising Proposals section). Signpost
in your outline proposal what are your
priorities for further work against each
criterion.

Provide the best information you have
available that makes the strongest case for
your proposal being accepted into the
detailed phase.

We are testing whether your proposal is
workable in practice - not whether it is fully
designed.

Subregional proposals

The Government is open to considering
subregional outline proposals that improve
outcomes for the region as a whole.

Officials will consider the merits of a
subregional proposal within the context of
the broader region when assessing it against
the assessment criteria.

For subregional proposals, we are looking for
information on the following questions:

How does the proposal benefit the region

as awhole?

-

Will the governance and delivery of
regional services be improved?

How will unitary authorities created
through the Head Start process work with
the rest of the region to deliver regional
planning outcomes and regional services,
such as catchment management?

Does the proposal provide better outcomes
for particular communities of interest or
labour market areas?

-

How else does a subregional approach
make sense for your region in contrast to a
single regional unitary authority?

What is the impact on councils not included
in the proposal?

* How do you propose regional functions
and services will continue to be delivered
for councils not included in your proposal?

« Are there any communities that are likely to
be negatively impacted by the proposal
through things like changes in regional
service provision or higher rates burden to
meet the costs of existing regional
functions (eg, flood protection
infrastructure such as stopbanks,
regionwide biosecurity, etc.)?

Does the outline proposal leave the door
open for other councils to join at a later
stage?

Any subregional unitary authorities formed
through Head Start must continue with
spatial planning at the regional level at the
time of enactment of the Planning Bill and

Matural Environment Bill. The Bills,
introduced, allow for subregional plans to
feed into the broader regional spatial plan
where this is necessary.

Guidance for Head Start outline proposals | Simplifying Local Government
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What do we expect outline
proposals to cover

How does the proposal meet the eligibility
criteria?

Confirm your proposal is eligible to be
considered. Specifically:

+ identify how the proposal meets the
eligibility criteria covered in the previous
section

identify the territorial authorities and/or
unitary authorities directly affected by the
proposal in the regional or cross boundary
area

= confirm which territorial authorities and/
or unitary authorities support the
proposal

explain what role affected territorial
authorities or the regional council have
played in the development of the
proposal; and

highlight the position of directly affected
territorial authorities that are yet to decide
on or don't support the proposal, orif a

regional council supports the proposal.

What is the proposed structure and
governance arrangements?

We are looking for a high-level description of
your proposed local governance structure and
arrangements. This should focus on how local
governance structures within your region will
be consolidated and the division of roles and
responsibilities. For example:

= aregional unitary authority

« aregion consisting of more than one (two or
three) subregional unitary authorities

+ asubregional proposal

+ any territorial or unitary council being
combined

» local representative and
decision-making bodies, such as local
boards, community boards, or any new
models for local representation and
decision-making

» intended regional spatial plan
governance arrangements; or

» for subregional proposals, how the
authorities will work together to govern
and deliver key regional services (eg,
transport and catchment management,
etc.) through joint committees,
council-controlled organisations, or
other options for regional
collaboration.

6 Guidance for Head Start outline proposals | Simplifying Local Government
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Assessment Criteria
Supports the new
planning system

What we’re asking for

To assess outline proposals against this
criterion, officials will consider how proposals
show clear support for implementing the new
planning system - including progress on spatial
and natural environment plan development -
and avoid or minimise disruption to that work.

At a high level - how will your proposal make
the new planning system easier to deliver and
operate - not harder - and how you will ensure
continuity throughout the process through the
arrangements you are putting in place?

How does this structure help the new system
work in practice?

What we need to know

We are looking for information on the following
questions:

How does this help the new planning system
work better?

+ How does it support delivery of a stable
regional spatial planning process?

* Does it make coordination easier (eg, fewer
plans, fewer layers of governance)?

What are the trade-offs and risks?

+ Could this disrupt or complicate delivery of
the new planning system?

* How will these risks be managed?

* Explain how your proposal reflects integrated
catchment management. If an existing
catchment is split, in your proposal describe
the implications, risks, and potential
mitigations.

What still needs to be worked through?

+ What still needs to be resolved in your detailed
design phase?

What does ‘good’ look like?

+ Focus on practical impacts for the planning
system.

+ Steps or processes that could be applied to
support the planning reforms. Focus on setting
out the initial steps needed to support the
development of a stable regional spatial plan
process.

+ Clear, simple explanation of why this helps.

What we don’t expect in an outline proposal

+ Detailed plan or process design (natural
environment plans, land use plans - detailed
committee structures, formalised delegations
or formed governance arrangements for plan
making, etc).

= Overly technical planning detail, ‘process
agreements’ for regional spatial plans, or
detailed programmes for plan delivery. You
may, however, indicate that these - along with
any specific governance arrangements - will
be developed in a |ater step and may require
more detailed provision in the detailed design
phase.

For an outline proposal, any reference to a
‘region’ in the Planning Bill or Natural
Environment Bill applies to the region that
applied at the time those Bills were introduced
(not any new regional boundary proposed
through an outline proposal).

Irrespective of Head Start outcomes, councils
must move at pace following enactment of the
Bills to prepare regional spatial plans upon
current boundaries.

Guidance for Head Start outline proposals | Simplifying Local Government
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System Shifts for local government in the Planning Reforms

Councils will have statutory functions in the new planning system to:
« jointly make and maintain a spatial plan for the region

make and maintain a regulatory plan (a regional council makes a natural
environment plan, each territorial authority makes a land use plan, and a
unitary authority prepares both); and

administer and implement their regulatory plans including
consenting/permitting, monitoring and enforcing compliance, and regulating
and managing effects.

Regional entities will also set environmental limits for the region and undertake

state of the environment monitoring. The spatial plan, natural environment plan
and land use plans are proposed to be brought together into a combined regional
plan.

8 Guidance for Head Start outline proposals | Simplifying Local Government
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Assessment Criteria
Simplifies local
governance

What we’re asking for

To assess proposals against this criterion,
officials will consider how proposed
governance arrangements will reduce
complexity, improve accountability, and
support effective decision-making.

At a high level - Does your proposal simplify
things? Will it reduce duplication and make
decision-making clearer and more efficient?
Does it reduce complexity and make the system
easier to understand and run?

What we need to know

We are looking for information on the following
guestions:

How does your proposal simplify local
government?

Will your proposal reduce complexity, improve
accountability, and support effective
decision-making? For example:

* how does the proposal demonstrate simpler
governance arrangements compared to the
status quo (ie, how will the proposal reduce
duplication and remove any unnecessary
governance layers)?

+ is there a clear distinction of roles and
responsibilities allocated or delegated to
local representative bodies, including local
boards and community boards?

+ are there innovative approaches to new
forms of local representative bodies (ie, not
constrained by current Local Government Act
2002 options)?

* is the proposed governance structure easy to
understand for communities? Is it clear to
communities who is accountable for what?

does the proposed governance structure
support decision-makers to consider
competing objectives and trade-offs and make
effective decisions?

for subregional proposals, how will the
proposed governance arrangements for the
delivery of key regional services be designed
to minimise complexity and duplication?

What are the trade-offs and risks?

In answering the questions above, please outline
any identified trade-offs for 'simplifies local
governance'. For instance, impacts on local voice
and representation or service delivery.

What still needs to be worked through?

Please outline any further work you intend to
undertake following the submission of your
outline proposal, as part of the detailed design
of your final Head Start proposal.

What does ‘good’ look like?

+ In many cases a single unitary authority would
be a feasible option.

a

In larger more complex regions two or at most
three unitary authorities could be considered.

.

The roles and responsibilities of local
representative bodies are well defined, and it
is clear who is accountable for what.

&

Simple and effective arrangements for
subregional unitary authorities to work with
other councils within the region.

What we don’t expect in an outline proposal

+ Detailed information on all governance
arrangements across councils, including
committee structures and detailed
decision-making delegations.

#

Agreement to have been reached with
non-submitting councils on regional
governance arrangements.

Guidance for Head Start outline proposals | Simplifying Local Government
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Assessment Criteria

Economies of scale

What we’re asking for

To assess outline proposals against this
criterion, officials will consider how proposals
support regional strategic planning and
effective delivery of key regional functions
(such as transport and catchment
management), and demonstrate responsible
and affordable asset management,
infrastructure investment, and service delivery.

At a high level - does your proposal support
regional strategic planning, including spatial
planning, land transport, public transport and
economic development? Will it deliver better
value? How does it improve efficiency, save
maoney over time, and support better asset
management, infrastructure and services?

What we need to know

We are looking for information on the following
questions:

How will functions be effectively delivered?

* How does your proposal support the effective
delivery of regional and territorial transport
functions?

* How will functions that require regional
integration be delivered in a more effective
way? Specifically, consider how catchment
management and transport responsibilities
would be managed effectively.

How will increased economies of scale add
benefits?

* Explain potential impacts on rates and
financial sustainability. For example, through
changes in population or businesses paying
for services, or geographical coverage.

Highlight potential for improved service
delivery, economic development
opportunities, opportunities for innovation,
etc.

What are the expected financial impacts of
reorganisation?

Set out at a high level whether the
reorganisation will promote:

+ improvements in asset
management/stewardship

= infrastructure investment

+ enhanced effectiveness, efficiency, and
financial sustainability of services

+ assurance that the entities proposed will have
the resources necessary to enable them to
effectively perform or exercise their
responsibilities, duties, and powers

+ plans for managing debt for the unitary
+ plans for any council-controlled organisations

« projected costs of implementing the proposed
reorganisation; and

+ improved appetite for risk and innovation.

Where will efficiencies come from?

For example, consider the potential for
economies of scale or economies of scope for:

+ governance of functions

« planning and regulatory functions

« emergency management

+ science, data, systems, and capability

+ asset management and infrastructure
investment/procurement; and

» service delivery (eg, shared services).

What are the trade-offs and risks?

Outline any identified trade-offs and risks for
‘economies of scale’, For instance, impacts on
‘maintains local voice, and how they may be

managed or mitigated.

Guidance for Head Start outline proposals | Simplifying Local Government
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What still needs to be worked through?

Outline any further work you intend to
undertake following the submission of your
outline proposal, as part of the detailed design
of your final Head Start proposal.

What does ‘good’ look like?

* Clear shift to fewer, larger councils with
stronger financially resilience and capability.

* Practical examples of where scale and
efficiency gains are expected.

* Proposals that consider regional services
such as transport, planning and catchment
management and propose either aligning
boundaries, or clear governance and
accountability mechanisms to manage these
functions effectively.

What we don’t expect in an outline proposal

+ Detailed mapping of all regional functions to

the unitary.
+ Detailed financial modelling.

+ Attempts to quantify savings precisely.

Guidance for Head Start outline proposals | Simplifying Local Government
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Assessment Criteria

Maintains local voice

What we’re asking for

For this criterion, officials will consider how
proposals demonstrate fair and effective
representation for communities of interest, and
how decisions will be made at the local level,
balancing urban and rural interests.

At a high level - how will communities continue
to be represented and heard, and how local
voice will be maintained in a larger system?

What we need to know

We are looking for information on the following
questions:

How will people elect representatives?

Set out your high-level approach to
representation arrangements for new unitary
authorities. For example, whether the members
of a unitary authority (other than the mayor)
are proposed to be elected at-large, by wards,
or a mix, and where any wards are likely to be.

We do not expect representation arrangements
to be fully agreed by outline proposals.
However, there should be sufficient

information to assess whether the proposal
supports the fair and effective representation of
communities of interest, and the good
governance of key regional and local functions,
if a distinction remains.

How will communities be represented?

At a high-level, explain the approach to local
representation and decision-making for the
new unitary authorities. For example, whether
a unitary authority is proposed to have local or
community boards, or a new model for local
representation and decision-making—and if so,
where these are likely to be and how members
will be chosen.

How will iwi/Maori participate in
decision-making?

What are the opportunities for Maori to
contribute to local government decision-making
processes, as required under the Local
Government Act 20027 This could involve
identifying any existing relationship agreements
or arrangements between affected councils and
iwi and hap, as well as any other processes that
support Maori to contribute to local
decision-making and considering how these may
transfer to new unitary authorities.

Arrangements provided through Treaty
settlement redress are covered in the ‘Treaty
settlements’ section below.

What are the trade-offs and risks?

Identify any trade-offs and risks for ‘maintains
local voice’. How will the proposal provide
coherent decision making? What are the impacts
on representation of the simplification of local
governance or economies of scale, and how they
may be managed or mitigated? For example:

+ loss of local responsiveness addressed
through the use of service centres; or

+ replacing current representation
arrangements with equally or more complex
local or community board representation.

What still needs to be worked through?

Qutline proposals should set out what issues will
be resolved in the detailed design phase of the
Head Start pathway. For example,
representation arrangements more closely
resembling those proposed as part of a routine
representation review, including more detailed
proposals for local or community boards and
any Maori representation.

12 Guidance for Head Start outline proposals | Simplifying Local Government
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What does ‘good’ look like? What we don’t expect in an outline proposal

+ An agreed list of principles or a framework for « Full representation model design.
representation that can be worked through in

the detailed design phase. + Electoral system detail (ie, ward boundaries

and member numbers per ward, etc.).
+ Clear intent and direction, not detailed
structures.

» Shows balance between scale, complexity
and local input.

+ Considers what level ‘place-making’
decisions are best allocated or delegated to.

13 Guidance for Head Start outline proposals | Simplifying Local Government
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Assessment Criteria

Deliverability

B

For this criterion, officials will consider whether
proposals are realistic and provide confidence
that new arrangements can be implemented by
the 2028 local elections.

What we’re asking for

At a high level - how this can be implemented? is
it realistic and able to be delivered on time?

What we need to know

We are looking for information on the following
questions:

How would you implement the proposal?

Set out your high-level approach to transition
and implementation. That means describing
generally how you would set this up (eg,
transition board or joint committee), who
would be involved and how, any key decisions
already made, and any major risks or
challenges.

How would changes be timed?

Include proposed high-level milestones for the
full reorganisation, describing when the new
authorities could realistically be established,
and any key dependencies or constraints (eg,
elections and proposed ‘backstop’ legislation).

What still needs to be worked through?

Explain what issues you expect to resolve in the
detailed design phase. Officials will help refine
these if your outline proposal is approved. For
example, detailed costs and benefits of
amalgamation, transitional arrangements and
implementation planning (resembling those
proposed as part of a standard reorganisation
pathway).

Are there interactions with other local
government programimes?

Does your proposal align with the approach to
other existing local government programmes,
such as Local Water Done Well, City and Regional
Deals, or is future alignment planned?

What do you need from the Gevernment?

Describe any barriers to implementation and, if
you are seeking reorganisation assistance, the
nature and extent of the support you expect
from the Government, including any additional
changes to the enabling primary legislation,
funding, or other specific support.

What does ‘good’ look like?

+ Realistic and practical proposal to deliver new
arrangements before the 2028 elections.

+ Clear about trade-offs and risks .

* Shows honest assessment of what is known vs
unknown.

+ Specific and realistic about support needed
from Government.

What we don’t expect in an outline proposal
+ Full transition and implementation plan.

+ Drafting instructions for bespoke legislation.

Guidance for Head Start outline proposals | Simplifying Local Government
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Treaty settlements
What we’re asking for

Any Treaty settlement arrangements that
councils have with Post-settlement Governance
Entities (PSGEs) must be upheld with the same
or equivalent effect through the Head Start
process. We are interested in your view on how
settlement arrangements captured in the scope
of your proposal could be transferred to new
unitary authorities. This infermation will be
used to inform the Crown’s engagement with
PSGEs on any changes needed to Treaty
settlement redress.

The Crown is responsible for upholding Treaty
settlements.

What we need to know

To support the Crown to uphold Treaty
settlements, outline proposals must either:

1. explain how existing Treaty settlement
arrangements could transfer to new unitary
authorities with equivalent effect; or

2. propose a plan to work with affected PSGEs
to determine how existing Treaty settlement
arrangements can be given equivalent effect
in the new unitary authority.

In developing your outline proposal, you may
wish to consider:

« what Treaty settlement arrangements will be
affected under the proposal

+ how could these arrangements transfer to
new unitary authorities with equivalent
effect; and

+ have you engaged with affected PSGEs, or if
not, what is your plan to do so.

What does good look like?

« Affected Treaty settlement arrangements are
clearly identified.

» Explains outcomes from early engagement
with PSGEs.

+ Includes provision for working with PSGEs on
giving equivalent effect to Treaty settlements
in the new unitary authority.

What we don't expect in an outline proposal

* You are not expected to determine or agree
any changes to Treaty settlement redress. This
will be worked through between the Crown
and PSGEs as part of broader engagement on
upholding Treaty settlement arrangements in
the new planning system.

* You are not expected to have completed a full
engagement process with affected PSGEs on
how settlement arrangements could be
transferred to new unitary authorities. We
expect engagement will continue after outline
proposals are submitted.

+ If you intend to engage with PSGEs after an
outline proposal is submitted, we will work
with you to ensure alignment with the Crown’s
process.

Guidance for Head Start outline proposals | Simplifying Local Government
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Other supporting
information

Include in your outline proposal any other
supporting information or matters you think
are important to support consideration of your
regional or subregional proposal by officials
and Ministers.

Finalising proposals

As signalled under the assessment criteria
above, it is expected that your outline proposal
will signpost where you think further work is
necessary (ie, distinguishing between what has
been agreed and what could be further
investigated/developed in the detailed design
phase).

Further information will be provided for
submitters accepted into the detailed design
phase. Itis likely that this phase will involve
ensuring the final proposal addresses:

* regional spatial planning (timing alignment
between the new planning system - including
national instruments - and amalgamation
processes)

* regional council functions and services (full
mapping to mitigate the risks of any lone or
under-resourced functions or services.
Proposed interim arrangements with respect
to the new planning system compliance and
enforcement functions will need to be
considered until Gevernment decisians have
been made)

+ cost and benefits (financial analysis of the
impacts of the proposal including projected
transition costs and longer-term financial
sustainability)

+ representative structures (detailed design
including governing bodies, local boards,
community boards, committees or other
innovative variations, and Maori
representation)

*

transitional arrangements (a board, body,
etc.)

-

implementation planning (personnel
transfers, asset transfers, council-controlled
organisations, debt management, etc.)

&

outcomes from any lwi/Maori engagement
for representation and Treaty settlement
redress; and

a

outcomes from any engagement with the
community.

The summary timeline on the next page sets out
the current expected timeframes.

+ Qutline proposals (May to August 2026).

+ Cabinet agrees proposals in principle
(September 2026).

+ Detailed design phase (October 2026 to March
2027},

Cabinet confirms final proposals and makes
final policy decisions (May 2027).

a

Legislation enacted to implement Head Start
proposals and the backstop (Q1 2028).

16 Guidance for Head Start outline proposals | Simplifying Local Government
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Timeline

Head Start opens Cabinet approves Head Start

Qutline proposals submitted

Cabinet agrees
proposals in principle

Final proposals submitted

Cabinet confirms
proposals

Cabinet makes final
policy decisions

Cabinet approves

N Legislation introduced
legislation

Legislation enacted

Proposal implementation
begins

Nominations for
local elections

Backstop begins Local elections

17 Guidance for Head Start outline proposals | Simplifying Local Government
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Contact

There is a rolling FAQ on the Simplifying Local Government website, so please look there for the latest

answers.

For further questions, please contact your Department of Affairs (DIA) Partnership Director below or email
us at Simplifyingl ocalGovernment@dia.govt.nz.

Regions

MNorthland [/ Auckland / Waikato

Bay of Plenty [ Gisborne Tairawhiti / Hawkes
Bay / Manawatl Whanganui / Taranaki

Wellington / Otago / Southland

Nelson City and Tasman / Marlborough /
Canterbury / We: st

Deadline

Partnership Director

Vanessa Blakelock

Rebecca Maplesden

Warren Ulusele

Sarah Polaschek

Contact

Vanessa.blakelock@dia.govt.nz
021832417

Rebecca.maplesden@dia.govt.nz
021 852 853

Warren.ulusele@dia.govi.nz
021 227 8187

Sarah.polaschek@dia.govt.nz
027 281 5617

Final proposals are to be sent to SimplifyinglocalGovernment@dia.govt.nz by 9 August 2026.

18 Guidance for Head Start outline proposals | Simplifying Local Government
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Resources

For further information, including guidance and
how to engage with officials and access support,
see dia.govt.nz/Simplifying-Local-Government

Published by the New Zealand Government
in May 2026
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GREAT LAKE TAUPO
Taupd District Council

Local Government Reform

Community Survey Summary
June 2026
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Overview of communications and engagement

* TDC Engagement Team delivered six in-person engagement events
across the district with an estimated 96 people attending

* Communications: newspaper, radio and digital advertising of the
survey.

* Website: Over 3000 page views making it the most-visited page on
the TDC website for the month to date, with 1763 click throughs to
the survey.

* Social media: Eight Facebook posts with a total of 59,842 views, 630
interactions and 253 click throughs to the survey.

* Survey submissions: 1113 in total including 56 hard copy and 1057
online.

GREAT LAKE TAUPO
Taupd District Council
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O

Feedback themes
* Community is confused about the ‘why’ — what the rationale and purpose

is for amalgamation and the speed at which it’s being done.

* The mood is cautious, concerned and protective of Taupo District’s local

identity, assets and decision-making authority.

* Some responses support reform in principle, mainly for potential

efficiencies, reduced duplication and stronger regional capability. But many
are sceptical that amalgamation will deliver lower costs, better services or
improved accountability.

* A recurring message is that TDC should not be rushed into any

arrangement without clear evidence of benefit and should actively
advocate for its district’s interests rather than accept a govt outcome.

* Expectation that TDC should protect local voice, assets, finances,

environment, identity and community relationships.

GREAT LAKE TAUPO

Taupd District Council
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Q001 -

Had you heard that Central
Government wants to
reduce the number of
councils in NZ and is

wanting councils to merge

together?

Yes No Unsure

GREAT LAKE TAUPO
Taupd Distri il

No
2.5%

Unsure
1%

Yes
96.8%
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Q002 -

What priorities do you want TDC to consider when assessing which
other councils it might want to merge with?

@ Very Important  # Somewhat Important @ Neutral Less Important @ Not Important

Financial sustainability (levels of debt, investment and assets, including infrastructure) —
.

Affordable rates T —

e
Quality services, amenities and infrastructure ~——

.
More efficiency, less duplication F
o

Healthy environment T
3

f—————————
Keep decisions local = —n

e —
Urban growth is properly planned =~
L

Local character is protected I —
=
T —
Maintain relationships with our communities including iwi Maori =~ 00
e

0% 10% 20% 30% 40% 50% 60% 70%

GREAT LAKE TAUPO
Taupo District Council
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Question 2 commentary

Little variance between priorities with the top eight all scoring highly as ‘most
important’ or ‘somewhat important’.

Financial sustainability and debt protection: AndeotentiaI partner to be assessed
carefully, with concern that TDC ratepayers could end up subsidising other
councils with higher debt or poorer infrastructure. Repeated concern that TDC’s
assets and investments such as the TEL fund should be ring-fenced and used for
Taupo District benefit.

Affordable rates and value for money: Comments emphasise keeping rates
affordable, reducuég waste, improving accountability, focusing on core services,
and avoiding spending without clear benefits.

Quality infrastructure and core services: Maintaining a strong focus on water,
wastewater, roading, rubbish, parks, transport, emergency management, and
community facilities.

Protect |local identity and character: any future structure should protect Taupo
District’s unique local character, lifestyle, amenity, and tourism reputation.

GREAT LAKE TAUPO

Taupd District Council
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Q003 -

The Government says we will have to work with at least one other
council to submit a proposal, otherwise it will be decided for us.
Do you have a preferred scenario?

45%

Team up with a nelghbouring council to put forward a proposal to merge.

Join a proposal to create a sub-regional unitary authority
{This is similar to option 1 but would be a smaller council made up of two or
three distriet eauneils whe alse deliver seme regional esuneil funetions.)

Join a proposal to create a regional unitary authority
(This would be a large council made up of several district councils who also
deliver some regional council functions. Similar to Auckland Council.)

13%

Wait for central government to decide who we will be merged with
(this is known as the Back Stop).

GREAT LAKE TAUPO
Taupd District Council
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Q004 -

Do you have a particular preference for which
council/s we should work with?

Wider Waikato Region 264

Rotorua Lakes 244
Taupd District 157
146
52

cout watore [
wusvons [

Waitomo 21

Waipa . 18

Auckland . 10

* In the comments, staying within Waikato region is mentioned often. Feedback also includes South

Waikato as the major preference, with Rotorua coming in second.

* There is a strong preference for Taupo District to remain as status quo and not merge.

GREAT LAKE TAUPO

ouncil
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QO0O0S -
Which part of the district do you belong to?

Tdrangi Tongariro ward _ 18%

Mangakino Pouakani ward 5%
Taupd East Rural ward 5%

Te Papamarearea ward l 2% 19

The question allowed up to 2 choices. It is calculated by dividing the count of responses for an option by the total number of people that
completed the question, then converting to a %. Note the total may not equal 100% due to rounding to the nearest whole number, For multi-
answer questions, the total percentage will be higher than 100%.

GREAT LAKE TAUPO
Taupd District Council
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TUAWHARETOA NGATI TORANGITUKUA

MAORl TRUST BOARD

HEAD START PROPOSAL - FIRST PRINCIPLES

This first principles document has been drafted as a starting paint for local government
specifically for the expressions of interest phase of Head Start.

This document sets out the current thinking of Tiwharetoa Maori Trust Board (Trust Board)
and Ngati Trangitukua Charitable Trust (NTCT) for the Head Start expression of interest
process. Our position may continue to evolve as further information becomes available. This
joint position does not limit either entity’s separate mandate or direct council relationships.

It is not intended to speak on behalf of all Ngati Tawharetoa entities, hap, or whanau. We
participate in this process on behalf of the communities we serve. Partnership with, and
engagement of, Ngati Tlwharetoa remains essential throughout the Head Start process.

Procedural

1. Ngati Tawharetoa must be meaningfully engaged throughout this process. This will
require the establishment of a joint working party and direct engagement pathways
to establish what that will look like.

2. Ngati TGwharetoa' views must be understood and provided for.
Principles
3. Ngati Tiwharetoa Rohe: Any amalgamation should seek to maintain the integrity of

the Ngati Tuwharetoa rohe, This includes our kahui maunga, Taupd Moana, the
Waikato Awa, and the relationships between these taonga.

4, Ngati Tawharetoa Representation: Ngati TOwharetoa representation must be
appropriately factored in to give effect to settlement obligations, land tenure and the
principle of partnership. For NTCT the representation will be focused in and around
the rohe identified in the Mana Whakahono & rohe arrangements.

5. During any transition to new local government structures, existing arrangements and
services must continue without disruption.

6. Existing Relationships: All existing relationships between Ngati Tawharetoa / NTCT
and local government must be upheld. This includes:

(a) Treaty of Waitangi settlement redress: for example, the Joint Management
Agreements required by the Waikato River settlement (TMTB specific), and

(b) Non-Treaty of Waitangi relationship mechanisms: for example, the Mana
Whakahono a Rohe between Taupd District Council and Ngati Tarangitukua
under the RMA (Ngati Tarangitukua specific).

(c) Where local government structures change, these relationships should be
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10.

11.

12

maintained and strengthened. All existing Treaty settlement and statutory co-
governance arrangements, including their practical operation, must continue
in full effect through and into any new local government structure and must
not be weakened or cease to apply.

Shared Decision-Making: Local government should work alongside Ngati
Tawharetoa in decisions that affect our whenua, wai, and other taonga. This includes
recognising and supporting the role of Ngati TOwharetoa as kaitiaki. This principle is
consistent with the findings of the Waitangi Tribunal in Wai 262"

(a) Any future local government structure must provide for our participation in
decisions affecting our rohe, whenua and communities.

(b) Decision-making processes must remain accessible and grounded in the
communities they affect.

(c) Participation in decision-making forms part of the decision process and is not
limited to consultation input only.

QOutstanding Matters: Trust Board note that there are a number of outstanding
matters between TDC and the Trust Board e.g. the JMA as per the Waikato River
Settlement and the licencing of TDC infrastructure on Taupd Waters. These matters
must be addressed to the satisfaction of both parties prior to any amalgamation
decision. NTCT specific outstanding matters must also be identified and addressed
directly with NTCT before any amalgamation decision.

Partnership: TMTB and NTCT will participate in the Head Start process in good faith.
We expect local government to do the same.

Effective and efficient delivery of services: Ngati Tiwharetoa support efficient and
effective service delivery where it protects local voice, existing arrangements and
direct engagement.

Support for Ngati Tuwharetoa to fulfill their roles under any reformed system: Any
new system should include sufficient resourcing and support for Ngéati Tiwharetoa
to enable them to effectively carry out their roles within local government
frameworks.

Point of contact: for ongoing engagement with the entities the following is noted as
the points of contact.

Tawharetoa Maori Trust Board: Maria Nepia (Trustee)

Ngati Turangitukua Charitable Trust: Lauren Fletcher (Chair)

Waitangi Tribunal Ko Actearca Ténei: A Report into Claims Concerning Mew Zealand Law and Policy
Affecting Maori Culture and Identity, Volume 7 (Wai 262, 2011) (Wai 262 Report) at 279,
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NGATI TURANGITUKUA
Ka hui tatou te pokai matakirikiri o Thrangitukua

Ngati Tarangitukua Expectations for Taupd District Council’s
Head Start Business Case

1 Introduction
This paper sets out the matters Ngati Torangitukua expects Taupd District Council to include in any

Head Start business case or outline proposal to the Crown,

This paper should be read alongside any joint Ngati TOwharetoa first principles position, while
preserving Ngati TOrangitukua’s separate mandate, settlement pathway and direct relationship with
Council.

The business case must be designed from the outset around Treaty settlement protection, Ngati
TUwharetoa representation, local authority, operational delegation and taiao-centred decision-
making. wi and hapl matters cannot be added after the core council structure has already been
designed.

2 Position
Ngati Thrangitukua supports a collaborative Mgati Tiwharetoa approach to Head Start and Crown

reform.

That approach must recognise Ngati TGwharetoa in its own right, including whakapapa, Arikitanga, current
PSGE arrangements, recognised iwi structures, hapid relationships, cultural priorities, economic
aspirations and taiao responsibilities. Ngati Tiwharetoa must not be subsumed into a generic Maori
representation model.

In particular TDC must protect what we currently hold, lose no ground or landheldings to other
entities and retain control even in a delegated way over our whenua, unless Ngati Tarangitukua decides
otherwise.

The Mgati Turangitukua settlement is separate and specific. It arises from the history of Turangi
township and the Crown’s acquisition and use of Ngati Torangitukua land. It must be protected in its
own right and must not be merged into a general Towharetoa position, a generic Maori engagement
model, or a broad future council structure.

Ngati Torangitukua is open to scale where scale strengthens Ngati TOwharetoa, improves
infrastructure, supports taiao outcomes, increases economic opportunity and improves regional
coordination. Scale must not result in loss of local control.

The Head Start business case must therefore be designed around this principle:
Scale must strengthen Ngati Tawharetoa collective standing while preserving Ngati Torangitukua
settlement authority and local control while protecting our mana motuhake and economic, cultural

and enviranmental interests.

3 Business case design principles
Taupd District Council’s business case must be based on the following principles.

Principle Business case requirement

1|Page
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NGATI TURANGITUKUA
Ka hui tatou te pokai matakirikiri o Thrangitukua

Ngati Tuwharetoa
stands in its own right

Ngati Torangitukua
settlement remains

separate

Crown responsibility
remains visible

Mana Whakahono is
settlement
implementation

Local control is retained

Representation is
matched by delegation

Existing delegated
authorities continue

Taiaois central
Wider iwi
relationships are

designed

Risk is clearly identified

The proposal must recognise Ngati Towharetoa as unique, with its own
whakapapa, Arikitanga, PSGE arrangements, hapu relationships,
settlement landscape, taiao responsibilities and economic aspirations.

The proposal must identify and protect the Ngati Trangitukua settlement
separately from the wider TOwharetoa collective position.

The business case must identify matters requiring Crown engagement,
legislation, funding or settlement protection.

The Mana Whakahono 3 Rohe must be treated as part of the Ngati
Tarangitukua settlement implementation framewark.

Any larger entity must include local authority, local budgets, delegated
decision-making and operational pathways for Tarangi and southern
Taupad.

Iwi and hap( representation must be supported by delegated functions,
work programmes, funding, staff pathways, monitoring roles and
implementation authority.

Taupd District Council’s current partnership commitments, delegations
and local arrangements must carry forward into any new entity.

Freshwater, biodiversity, reserves, climate adaptation, infrastructure,
environmental monitoring and cultural health must be built into the
proposal.

Any new entity must include a respectful framework for relationships with
other iwi and hapt, based on whakapapa, settlement arrangements,
culture, taiao and economic aspirations.

The business case must state what is protected, what is uncertain, what
requires Crown action, and what must be worked through in detalled
design.

4 Essential layers for the Head Start business case
Required layers in Council's Head Start business case

Taupo District Council should include a dedicated section in its business case titled:
Treaty settlements, Ngati Tdwharetoa representation and local delegation model

That section should include the following layers.

Layer

Crown and Treaty
settlement layer

Ngati Tawharetoa
collective layer

Ngati TOrangitukua
settlement layer

Required content

Identification of Treaty settlement arrangements affected by the
proposal, including matters requiring Crown engagement, legislative
protection or Crown funding.

Recognition of Ngati Thwharetoa through current PSGE arrangements,
Arikitanga, whakapapa, hapi relationships and iwi-wide priorities.

Separate protection pathway for the Ngati Tlrangitukua settlement,
whenua, reserves, Mana Whakahono and Tlrangi Co-Governance
Committee.

2|Page
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Ka hui tatou te pokai matakirikiri o Thrangitukua

Representation layer

Operational delegation
layer

Local control layer

Planning and taiao layer

Reserves, assets and
infrastructure layer

Wider iwi relationship
layer

Funding and transition
layer

Representation model for Ngati TOwharetoa, Ngati Tarangitukua,
other affected PSGE, hap( and Maori communities at wider entity and
local levels,

Local powers, budgets, work programmes, staff pathways, monitoring
functions, reserve management powers, consent processes and
infrastructure pathways.

Place-based decision-making for Trangi and southern Taup6 through
local districts, boards, committees or equivalent mechanisms.

Protection of iwi and hapu roles in spatial planning, natural
environment planning, land use planning, consenting, monitoring,
compliance and environmental limits.

Mapping of reserves, water infrastructure, roading, transport,
stormwater, wastewater, public facilities, community assets and
Council-controlled arganisations.

Principles for respectful relationships with other iwi and hapd in any
new entity.

Funding, technical work, legal work, GIS work, engagement and Crown
support required before detailed design.

These layers must be included in the proposed operating model, not left to later engagement.

5 Ngati Tarangitukua settlement and Mana Whakahono
The Ngati Turangitukua settlement is separate and specific. It arises from the history of Turangi

township and the Crown's acquisition and use of Ngati Turangitukua land.

Any Head Start proposal must identify and protect:
# the Ngati Thrangitukua Deed of Settlement;
» the Ngati Thrangitukua Claims Settlement Act 1999;
» settlement properties and reserve arrangements;
# Council undertakings connected to wahi tapu, planning hearings and Council land;
+ rights of first refusal and other redress mechanisms;
» reserve control, management and public access arrangements;
= existing relationship agreements and operational pathways;
* The Mana Whakahono 3 Rohe;
* The Tarangi Co-Governance Committee;
s Council funding, resourcing and induction commitments;
» monitoring, compliance and cultural advice pathways.

The Mana Whakahono a Rohe must be described in the business case as part of the Ngati
Tarangitukua settlement implementation framework.

It gives practical effect to settlement-related Council commitments. It recognises Ngati Tarangitukua
mana within its rohe. It provides the mechanism for Council and Ngati Tdrangitukua to work
together across resource management, local government, reserves, infrastructure, water,
community facilities, monitoring, funding and co-governance.

3|Page
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Ka hui tatou te pokai matakirikiri o Thrangitukua

The business case must provide that the Mana Whakahono:
Requirement Position

Any successor entity must inherit and uphold the relevant commitments.
Those commitments must continue through and into any successor governance

Continuit ) , . .
¥ ar service delivery arrangement, regardless of the entity exercising the
function.
Scope The Mana Whakahono must continue across planning, local government,
P reserves, infrastructure, water bodies, monitoring and local decision-making.
Autharity It must not be reduced to consultation or advisary participation.
Settlement It must be protected alongside the Deed, Settlement Act and reserve
linkage arrangements.
Funding Ngati Turangitukua participation and implementation work must be resourced.
Review No amendment, transition or replacement should occur without direct

agreement with Ngati Thrangitukua.

The Tirangi Co-Governance Committee is the current aperational machinery for local partnership. It
should be treated as a design precedent for Head Start.
Council’s business case must show how the Committee’s functions will be protected or
strengthened, including:

a) reserve management;

b) local infrastructure priorities;

¢) community facilities;

d) road naming and local place-based decisions;

e) three waters infrastructure updates;

f)  water bodies;

g) long-term plan and annual plan input;

h) policies, plans, strategies and bylaws;

i) monitoring of Council services;

1] communication with local communities.

Any new structure must include a local mechanism with equivalent or stronger authority, budget
pathways and decision-making influence.

6 Tawharetoa Head Start Management Committee
Taupo District Council should establish a Tdwharetoa Head Start Management Committee
immediately.

The committee should work with Council through the Head Start process, detailed design phase,
transition phase and implementation of any new council structure,

This committee should not replace direct engagement with Ngati Tdrangitukua on its settlement,
lands, Mana Whakahono or local matters. Its purpose is to provide a coordinated Thwharetoa-facing
mechanism for the wider Head Start process.
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The committee should be formally recognised by Council and supported by written terms of

reference.

Feature

Formal recognition

Tawharetoa-appointed
membership

Ngati TOrangitukua-specific

representation
Council participation

Independent technical
support

Resourcing
Reporting

Continuity

Regquirement
Council resolution or written terms of reference.

Representatives appointed through current Ngati Towharetoa
PSGE and recognised iwi structures.

Direct Ngati Thrangitukua representation for settlement, Mana
Whakahono and local matters.

Mayaor, Chief Executive, relevant senior managers and Head
Start lead officers.

Legal, planning, GIS, infrastructure, finance and policy advice as
required.

Council funding and Crown funding requests to support
participation,

Regular reporting to Council and to relevant Tiwharetoa
entities.

Cammittee continues through outline proposal, detailed design,
transition and implementation.

The committee should oversee the following workstreams.

Workstream

Towharetoa principles

Settlement protection

Ngati Tdrangitukua
pathway

Representation

Operational
delegation

Taiao and planning

Infrastructure and
assets

Wider iwi relationships
Crown engagement

Communications

Output

Agreed principles for Council's business case.

Settlement and relationship tools matrix.

Separate settlement and Mana Whakahono protection pathway.
Options for collective iwi representation and local authority.

Proposed local powers, budgets, staff pathways and work programmes.

Position on spatial planning, natural environment planning, land use
planning, freshwater and maonitoring.

Review of water, wastewater, stormwater, roads, reserves, public
facilities and community assets.

Principles for engagement with other iwi and hapd in any wider entity.

Identification of matters requiring Crown settlement protection,
funding or legislation.

Shared messages for whanau, hapd, iwi and local communities.
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7 Required content in Council’s business case
Taupd District Council's business case should include the following sections.

Business case section

Treaty settlement
protection

Crown raole

Tuwharetoa collective
representation

Ngati Tarangitukua
settlement pathway

Local control model

Options assessment

Operational delegation
model

Planning and taiao
model

Infrastructure model

Economic development

Wider iwi relationship
framework

Transition plan

Risks and trade-offs

Required content

Identification of all settlement arrangements affected and
explanation of how equivalent or stronger effect will be achieved.
Identification of matters requiring Crown engagement, settlement
negotiation, legislation, policy support or funding.

Recognition of Ngati Towharetoa through current PSGE and
recognised iwi structures,

Separate section on the Ngati Tlrangitukua settlement, Mana
Whakahono and Tarangi Co-Governance Committee.

Proposed local district, board, committee or equivalent structure for
Tarangi and southern Taupd.

Assessment of reasonably practicable governance and local control
options, including the reasons for the preferred option.

Functions, powers, budgets, work programmes and staff pathways
that will sit locally.

Iwi and hapt roles in planning functions, environmental limits,
monitoring, consenting and compliance.

Water, wastewater, stormwater, transport, community facilities and
reserves managed with Ngati Tuwharetoa and Ngati Turangitukua
input.

Maori economic development, procurement, tourism, housing,
waorkforee, infrastructure and investment oppartunities.

Principles for relationships with other iwi and hapi in any new entity.

Role of the Towharetoa Head Start Management Committee, detailed
design process, technical work and funding required.

Clear statement of risks to local control, settlement protection, iwi
representation, taiao, infrastructure and funding.

Council should prepare the following supporting material with Ngati Thrangitukua and TOowharetoa

representatives.
Material
Settlement tools
matrix

Delegation map

Boundary and
interests map
Representation
diagram
Operational model
diagram

Risk dashboard

Transition timeline

Purpose

Identifies Deed, Act, reserves, protocols, Council undertakings, Mana
Whakahono and Committee functions.

Shows current Taupd District Council powers and what must carry
forward.

Shows current Taupo District, Mana Whakahono boundary, Ngati
Turangitukua interests and wider Towharetoa interests.

Shows collective Tiwharetoa representation, Ngati Tarangitukua
settlement representation and local community representation.
Shows how decisions move from wider entity to local district to iwifhapt
operational pathways.

Traffic-light assessment of protected, uncertain, exposed and urgent
matters.

Shows actions required before outline proposal, detalled design, final
proposal, legislation and implementation.

B|Page
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NGATI TURANGITUKUA
Ka hui tatou te pokai matakirikiri o Thrangitukua

8 Decisions sought from Taupo District Council
Ngati Thrangitukua seeks the following commitments from Taupé District Council.

Decision sought Required Council action
Establish a Tiwharetoa
Head Start Management
Committee

Confirm terms of reference, membership process, resourcing and
reporting pathway.

Include Arikitanga, current PSGE arrangements, recognised iwi
structures, whakapapa and collective aspirations as core business
case matters.

Protect Ngati Towharetoa
standing

Include a standalone section on the Ngati Tarangitukua
settlement, Mana Whakahono and Tdrangi Co-Governance
Committee.

Protect the separate Ngati
Tarangitukua settlement

Treat Mana Whakahono as Describe the Mana Whakahono as part of the settlement
settlement implementation  implementation framewark, not merely an RMA agreement.

Identify all current Taupd District Council delegated functions and
partnership commitments that must continue in any new
structure.

Carry forwarddelegated
authorities

Include a local authority model for TOrangi and southern Taupo

Design local control
e with real powers, budgets and operational pathways.

Match representation with Include both representation and operational authority in the
delegation business case.

State clearly what must be resolved with the Crown, including
settlement protection, legislation, funding and successor
obligations.

Identify Crown
respansibilities

Provide funding for Ngati Torangitukua and Tawharetoa
Fund participation participation, legal advice, planning advice, GIS, infrastructure
analysis and engagement.
Confirm that Council will not finalise or support a Head Start
proposal affecting Taupd District without the management
committee process and direct Ngati Turangitukua engagement.

Do not finalise the business
case without iwi input

9 Final position

MNgati Tdrangitukua is open to scale where scale strengthens Ngati TOwharetoa, improves
infrastructure, supports taiao outcomes, increases economic opportunity and improves regional
coordination.

Ngati Torangitukua will not support scale that results in loss of local authority, settlement
protection, delegated powers or direct partnership with local government,

The Head Start business case must therefore be designed around this principle:

Scale must strengthen Ngiti Tuwharetoa collective standing while preserving Ngati Tarangitukua
settlement authority and local control.

MNa matou, na

T )

SR

Lauren Fletcher

Chairperson / Ngati Thrangitukua Charitable Trust

7|Page
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Waikato Regional Council

overview

Waikato
waikatoregion.govt.nz A=a—-4

REGIONAL COUNCIL
T Kaivwhara A Fohe o Waikag
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532,100 * * '

people in

the Waikato et

More than 16,000km of PP
rivers and streams and
more than 100 lakes

@ Popular visitor destinations
1. Coromandel Peninsula

2. Hamilton Gardens
25,000km*

3. Raglan
of land

4. Karapiro

5. Sanctuary Mountain Maungatautari
6. Te Waihou Blue Spring

7. Waitomo Caves

8. Hobbiton

9. Lake Taupo

g

10,000km?
of coastal marine area

O 450 marine farms

1200km
of coastline

TAURANGA

70% of NZ’s
geothermal
resources

Maori asset base

$21.51b

in the Waikato

88%

from 2018
to 2023

o Ky roads
— 1

&5 Major sea port
—

Lq Airport
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Waikato’s contribution to farming, food and forestry GDP

140/ of NZ’s forest
O products industries

- Forestry and logging

- Wood product manufacturing

- Pulp and paper

Exports

NZ $95 billion

Waikato
$121 billion

18% ramiscrns  22% 5

-
- Meat and meat product manufacturing of NZ’s farming
- Seafood processing - Sheep, beef and grain
- Dairy produ.ct - Dairy farming
manufacturing m - Poultry, deer and other livestock

19% iivey g 327% Q68

- Farmers, growers and of NZ’s dairy

aquaculture plus food manufacturing
manufacturing

12.7%

of NZ’s total
exports

NZ’s most
important

dairying
region
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Leader in electricity production

Thermal - Geothermal
e 1 1,379MW 44 7 107amMw

Wind Hydro
64MW 1,531.5MW

More than any other single region

Critical national transport,
freight and logistics corridor

Q/ of NZ'sfreight
© movements

Flood infrastructure

Valued at m
$1.1 billion

Significant mineral producing area

Waikato contributes

~20%

of NZ’s mining GDP

Protecting land that contributes
$2.5 billion to regional GbP

Critical producer of aggregates

Supplying a large proportion of material that supports
economic growth in both the Waikato and Auckland regions

Waikato NZ wide

t t
15.2 e f & B
T
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The Waikato region is made up of:
* two large river catchments

* one city (Hamilton)

* ten districts

| Waikato Region Boundary
& Teritorial Authority Boundaries
w7 waikato River Catchment
«'" waihou Piako ICM Zone
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Statutory obligations
to iwi authorities

178

Current Treaty
settlement
obligations

77

Upcoming Treaty
settlement
obligations

80

Statutory
acknowledgement
areas

215 27

Current Joint Current Co-managed
Management Agreement Lands Agreement
obligations obligations

7 7

Treaty settlements Dbl
notyet at Bl stage Whakahono 3 Rohe
agresments

Te Ture Whaimana o te Awa o Waikato — The
Vision and Strategy for the Waikato River has
legal status as the primary direction-setting
document relating to the Waikato and Waipa
rivers, trumping all other plans.

6

large iwi
. Number W:ihaelis
v of smaller
iwi

Maore than

200

hapu

Principal iwi groups
The principal f groups in our region are
‘Waikata, Waniapoto, Raukses, Haurs,

Te Arawa and Towharetoa.

Within these imi growps there are numans
rat and hapd. The vl areas 5howen in this
mag are owerlapping and are proviced as an
approzimate guide onky.

The map is not intended to degict every i
and hapi srea of interest within our region.
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Regional council functions

State of the Environment
Our reporting interprets decades of data
on the region’s natural environment.

Environment (air, land, water, coastal and marine)

Consenting

and permitted Enwropm?ntal
activities monitoring
13,805 current _>1900 _
consents monitoring sites

Compliance,
monitoring and
enforcement

>1400 reported
environmental incidents

>1000 compliance inspections

Regional and
spatial planning,
policies and
inter-regional
strategies

Science, data
and information
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Regional council functions
$11.8b land transport priorities
Our land transport plan identifies key
priorities to 2030 for funding
Regional public transport and transport policy considerations by central government.

Road safety

6900 children
learning road
safety with Ruben

Transport

5 Interregional rail
policy

ransport journeys

Total Mobility
and community
transport

50,000 Total
Mobility journeys

Buses
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Regional council functions

$1.1b in assets, including: more than 600km
stopbanks, 468 floodgates, 116 pump stations.

Catchment management

River
O, management Biosecurity
planning and )
management 952km rivers 75 declared pests

and streams

Flood
protection

Land

drainage Biodiversity

2017-2025: >5 million plants and trees | >1,700km of fencing | >9000ha of land retired
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Regional council functions

Iwi partnerships
and obligations

Regional
resilience -
natural hazard
risks, emergency
response

Civil Defence
and Emergency
Management

Community
leadership
and economic
development

Maritime
navigation
services
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Environmental monitoring

Monitoring sites

* 115 rainfall and water level (including flood warning)

* 185 freshwater quality (lakes, rivers and summer safe swim)

* 275 groundwater (levels and water quality)

* 185 terrestrial

* 125 geothermal

* 100 coastal (ecology and water quality) 43

* 250 ecology (fish and invertebrates) staff

Partner with territorial authorities (TAs) and
other organisations to access and share data.
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GW Qualit

Coastal & Lake

WEB / ALARMS

Ramfan

River Flow & Ievels
HYDROTEL

LARMS | 255 Hills, NIWA, Eyrofins, HCC, GNS

//' N WisKi / KIECO

B '?tf «
=
LOCATED Beach Profile

-3 Analysis Tool
L = a
S s IRIS - Consents l%
A- e - &

Bore construction S04
& Geology i

roundwater
levels

National
Wells Solution

Freshwater &
Coastal Quality

Coastal Ecology

I o

Invertebrates & Fish

ﬂt

Geothermal

chanan

m’

Beach Profile
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In-house science expertise

* Coastal and marine, geothermal, air, land ecology and
contamination, soil and land, groundwater and hydrology,
water quality and ecology, and matauranga Maori.

* Evidence-based State of the Environment (SOE) reporting.
* Technical and statutory reports.
* Digitally enabled.
» Support policy, regulation, catchment management.
* Work alongside central government, science institutes,
universities, iwi and sectors. 37

scientists
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Waikato Regional Council numbers

$220m operational expenditure

Catchment management = $72m

Flood/drainage, catchments, biosecurity,
biodiversity, hazards, resilience

Transport — $65m

Science & Policy — $36m
Buses, Te Huia, policy v 3

Resource use — $32m

Regulation, education, maritime, dams sedimg Sl S

$1.1b $20m $110m $150m

Flood assets Capital expenditure Investment fund Rates

$85m Targeted rates
14 ElECtEd members 630 FTE S65m General rates
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Integrated catchment management — what is it?

Land drainage

$4.2 million

Biodiversity

$5.5 million \

River management

$7.4 million \

Biosecurity
$14.6 million
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Integrated catchment management — how is it funded?

Fees and charges
3%
Government grants
1%
Targeted rates /
54% ($52.6 million)
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Integrated catchment management — who funds it ($000)?

Landowner contributions
Central government
Waitomo District
Waipa District
Wai kato District
Thames Coromandel District
Taupa District
South Waikato District
Rotorua District
Otorohanga District
Matamata-Piako District
Hauraki District

Hamlltan City

2,000 4,000 6,000 8,000 10,000 12,000 14,000 16,000 18,000

o
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Lower Waikato activity rates funding mix

Flood protection Aka

preve.cam 150%  110%  100%  50%  150%  40%  400%  1000%
Flood protection

Mangawars

TocdpotectonWRC | 1som 110%  100%  50%  150%  40%  400%  100.0%

Flond protection
Waikato District

il 150 1.0 100%  50%  150%  40%  400%  1000%

Zone funding and
Interest
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Passenger Key roads
transport and rail
network
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Public transport — what is it?

Transport policy
$3.2 million
Interregional rail

R e, b
$9.8 million

Urban and rural
transport delivery /

$51.6 million
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Public transport — how is it funded?

General rates
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Public transport — who funds it (5000)?

‘.“'|'.'|i eusers
Central government
Waltomo District
Wailpa District
Waikato District
Thames Coromandel District
Taupo District
South Waikato District
Rotarua District
Otorohanga District
Matamata-Piako District
Hauraki District

Hamilton City

5,000 10,000 15,000 20,000 25,000 50,000
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GOVERNANCE COMPOSITION - CURRENT STRUCTURE

REGIONAL

WAIKATO REGIONAL COUNCIL

* 14 counillors including the regional Chair

—— o &’

g ‘e

Flood Crnd Stratege
protecton detence planning

WAIKATO
DISTRICT

1 Marpor
13
Comne vy

2 M et
coumcilon

()

MATAMATA
Plax0
DISTRICT
1 Mayor
12
Commcibary

T M ey
e e

()

HAMILTON
cny
1 Mayor
aau
)

3 Vs et
Councbun

0

SOUTH
WANATO
DISTRICT

1 Mayor
a 10
Councitan

T et

o

DISTRICT
1 Mayer

Man

o Hamy

1 Mo -t
courcer

o

DISTRICT
1 Mayer

10

Comome

b

TERRITORIAL AUTHORITIES (10 COUNCILS)

0

HAURAK

1 Mayer
13
oo s

1 Macr werd
P

0

OTOROMANGA
oIsTRICY

1 Mayor

a9

Councllor

T Miort et
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CONNECT ourwaikato
W|TH ﬂ /Waikatoregion

US @ waikatoregion.govt.nz
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