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History of forum

Triennial agreement 2010-2013.
MoU leads to formation of Waikato Mayoral 

Forum.
Members = local mayors and regional council 

chair, supported by CEOs.



Who are we



























Purpose
The forum’s role:
• To provide a venue for collective discussion on how to 

maximise the well-being of the regional community through 
taking a “Waikato Inc” approach, where appropriate.

• Develop a vision for the Waikato.
• Act as a collective voice where appropriate.
• Engage with central Government, Iwi and key stakeholders.
• Seek efficiencies in the provision of local government 

services.



What the forum is NOT

The forum is:
ØNOT a decision-making body.
ØNOT looking at local government amalgamations 

in Waikato.
ØNOT proposing larger local council areas
ØNOT proposing new unitary authorities.
ØNOT seeking to over-rule the right of individual 

mayors to speak freely on their council’s issues.



Ongoing forum projects

• Roading
• Planning and governance
• Water and waste water
• Economic development



Personnel – mayors and CEOs
Roading:
Mayors: Brian Hanna, Allan Sanson, John Tregidga.
CEO: Don McLeod.

Economic Development:
Mayors/chair: Peter Buckley, Julie Hardaker, Alan Livingston, John Tregidga.
CEO: Langley Cavers.

Planning & governance:
Mayors/chair: Peter Buckley, Julie Hardaker, Neil Sinclair, Hugh Vercoe.
CEOs: Garry Dyet, Gavin Ion.

Waters: 
Mayors: Glenn Leach, Alan Livingston, Dale Williams.
CEO: David Hall.



The prizes

• Work stream reports indicate multi-million dollar 
potential savings from working together smarter, 
particularly in roading, planning, water and waste 
water.

• “Low hanging fruit” savings in the millions, “harder to 
get” potentially in tens of millions.

• Other efficiencies and opportunities sought through 
better planning and a new economic strategy.

• Work streams to better quantify scale of potential 
savings and opportunities.

• Mayors and CEOs have seen enough to convince them 
the “prizes” are worth pursuing.



Leading change in local government:
A collaborative project?

Peter McKinlay
McKinlay Douglas Ltd



Context
• 30 years of government intervention to promote ‘efficient’ 

local government.

• Massive increases in compliance requirements.

• Enormous on-going change in local government’s 
environment:
Ø globalisation
Ø demographic change
Ø role of local government in relation to major 

services
Ø community governance



Impact of Government intervention

• Some efficiency gains but a compliance culture -
more inwardly focused, with a lack of strategic 
capacity.

• Serious imbalance between roles of elected 
members and management.

• Loss of trust and increasing disconnect with 
community.

• Too often councils have lost sight of the fact that 
they are local government – and communities 
have lost sight of local government’s leadership
role.



A different approach:
New South Wales 

“Local government in New South Wales must 
change. The future is challenging but also full of 
potential. Local councils must embrace the 
challenges and realise the potential. They can be 
catalysts for improvement across the whole public 
sector. They can demonstrate how to tackle 
complex problems by harnessing the skills and 
resources of communities, and how effective place-
shaping can boost the State’s economy and 
enhance people’s quality of life.” New South Wales 
Independent Panel on Local Government Reform -
Emphasis added



Globalisation

• From a protected to an open economy.
• Enormous cost pressure on our tradables 

sector.
• Need for local government to be as cost-

effective as it can be regardless of traditional 
boundaries, roles or practices.

• Policy pressure growing: Better Local 
Government, the Productivity Commission, 
RMA reform.



Rise of metropolitan centres

• This is the century of the city.
• Enormous pulling power based on 

agglomeration economies, the importance of 
face-to-face contact, and connectivity.

• Economic and other cross-border contacts 
increasingly metropolitan centre to 
metropolitan centre.



Demographic change

• Perhaps the least understood but most 
important of all the influences impacting on 
local government.

• Ageing populations and declining workforces 
are now a reality for many developed 
countries, including a number of New 
Zealand’s traditional migration source 
countries.



New Zealand’s territorial authorities

• Between 2011 and 2031, ALL ‘growth’ in 56 (84%) of NZ’s 
67 territorial authorities projected to be at 65+ years.

• All other age groups combined (0-64 yrs) projected to 
decline.

• c.23 of these TAs expected to experience overall decline 
• (some changing of the guard during this period).
• Of the remaining 11 out of 67 TAs: 
• 2 = 95+% of growth at 65+ (Christchurch, Whangarei).
• 3 = 60-63% growth at 65+ (Waikato, Palmerston North, 

Waimakiriri).
• 3 = 44-46% growth at 65+ (Wellington, Selwyn, Tauranga).
• 3 = 36-37% growth at 65+ (Auckland, Hamilton, Queenstown).



The urban/rural balance: Waikato
Local authority Annual percentage change in population 

2006-2031

Hauraki -0.3%

Hamilton City +1.2%

Matamata-Piako 0%

Otorohanga -0.4%

South Waikato -0.9%

Taupo +0.2%

Thames-Coromandel +0.1%

Waikato 1.0%

Waipa +0.7%

Waitomo -0.3%



Some implications

• A ‘one size fits all’ approach to role, function and 
structure of local government unlikely to meet 
the differing needs of our communities.

• The need to address the unique changes in 
different communities suggests a much broader 
role for local government in helping communities 
adjust to very different socio-economic 
circumstances.

• The special case of agricultural productivity –
conflict between declining numbers and need to 
attract and retain high skilled staff.



Role of local government in major 
social services

• Local government under pressure, but higher 
tiers of government facing heavier long-term 
pressure – rising cost of major services, new 
demands. We can no longer send the bill to 
our grandchildren.

• An important role for local government in 
facilitating the more effective design, 
targeting and delivery of major services – with 
real cost and efficiency gains.



Community governance issues

• Major shifts in the way communities want to 
engage with councils.

• Consultation and its shortcomings.
• Declining voter turnout.
• Are new forms of engagement more important 

than voting?
• Community governance – the emergence of new 

practice. (The NSW independent panel will be 
making recommendations on sub-council 
governance in its draft report.)



Leading change

• Status quo not an option.
• Priorities:

• Greater focus on consistency across councils -
differences in regulation and practice should only 
exist where there is strong local justification.

• Shared services.
• Community leadership.



Consistency

• New Zealand local government has grown up 
with individual councils choosing reasonable 
options for regulation, service delivery, etc, 
within their own boundaries.

• Changing technology, the need to minimise 
cost, and to simplify matters for anyone 
affected by council activity demand change –
why should the Waikato have 12 different 
classification systems for roads?



Shared services

• Councils have been very slow to develop serious 
shared services initiatives.

• Some promising initiatives (BOPLASS; Waikato 
LASS) but nothing like what is needed.

• Technology, risk management, strategic 
capability, and capital market requirements all 
favour larger scale.

• A real need to differentiate between the optimal 
scale of individual services, and the optimal scale 
for local democracy.



Strategic capacity

• Strategic capacity is the ability, over time, for 
councils to deal with increasing complexity –
it’s about scale, skills, depth and resilience.

• Leads naturally to an argument for fewer and 
larger councils UNLESS councils themselves 
can demonstrate effective alternatives.

• Options include shared services and much 
greater use of new tools such as CCOs.



Governance

• New Zealand has a world leading model for the 
governance and management of council owned 
companies – but a cultural resistance to 
companies as a way of delivering public services.

• Local government has yet to develop the skills in 
governance and management to use CCOs 
effectively – at their best, they enhance local 
democratic accountability whilst improving 
performance.



Community leadership

• Interventions over the past 30 years have 
seriously undermined the leadership role of 
local government.

• It is time for local government to restore that 
role.

• The new mayoral powers provide one 
opportunity.



Embedding leadership

• High-level strategic leadership: Councils with strategic 
capability in service delivery, and applying a ‘whole of 
community’ approach to understanding their role. Led 
by elected members, supported by CEO.

• Organisational leadership: Led by CEO with focus on 
culture and process, building efficiency and consistency 
regardless of boundaries or traditional practice, and 
using best modern tools.

• Collaborative/facilitative element: Working effectively 
with communities to achieve outcomes in areas 
beyond the council’s immediate control – e.g. dealing 
with the consequences of agricultural productivity.



Conclusion

• The policy storm clouds are gathering – and there is 
not much public sympathy.

• Very real pressure on councils to change radically how 
they operate – it’s change or be changed.

• It’s also the dark before the dawn – a wonderful 
chance for local government to show what it can 
achieve.

• More at:

www.mpdc.govt.nz/waikatomayoralforum



Roading

• A path to greater savings and effectiveness



Roading

• Road management and maintenance is big 
business in Waikato. 

• Central Government, via NZTA, signaling it wants 
its share of funding spent “efficiently” and wants 
us to work smarter. 

• FAR review underway – NZTA wants to buy what 
it feels can be justified.

• So is there potential for savings and where?
• How would that affect local service delivery?
• Where to from here? 



How big is big?
Waikato % of National

-State 
Highways (km)

1,728 15.8%

Local (km) 8715 10.5%

Total 10,443 11%

Allocation ($m) 2009-12

O/M Highway $ 104.3 11.6%

Renewal $ 96.1 15.1%

Local O/M $ 60.8 8.1%

Renewal $ 78.1 11.2%

Total 339.3 11.3%



Waikato stocktake

• Findings of stocktake by 12 councils:
• Different road “classifications” across boundaries 
• Different “levels of service” across boundaries 
• Different response levels when things need to be fixed
• Different contract sizes, forms and different contract 

administration 
• Lack of standardized data collection.

• Main finding – roads managed in an inconsistent 
manner to inconsistent standards. 



Waikato stocktake ctd

• Waikato also has: 
§ Higher pavement integrity rating than national 

average
§ Higher condition standard than national average 
§ Smoother roads than average 

• Is this appropriate and justifiable? 
• What can we justify?



Waikato stocktake ctd

• Other perceived issues:
§ Level and resilience of skill base (hiring and 

retaining enough appropriately trained staff). 
§ We are all reinventing the wheel for something 

that the user will see as being the same thing. 
§ Entrenched attitudes, history not being 

questioned, safety in status quo.



Target areas

• Road Efficiency Group (REG) identified four key 
areas for savings:
§ New models to deliver day to day maintenance and 

renewal
§ Improved procurement 
§ Level of service review 
§ Improved asset management skill and development.

• Some areas will have greater savings than others. 



How big are the savings 

• An estimate has to be made on savings 
suggested by REG.

• REG said between $2-30 million over 3 years 
for the Waikato – high level assessment.

• This has to be confirmed – further work 
required. 

• Some work underway at technical level. 



Outcomes sought

• Mayoral working party has identified some 
key outcomes to pursue:

§ Resilience in skills 
§ Political considerations – customer focus and ownership, 

connection to other services councils offer 
§ Reliability – price not only consideration 
§ Utlilise existing resources 
§ Strong communication 
§ Optimal contract size 



Conclusion  

• Potential for $2-30 million savings over three 
years in local road management and 
maintenance.

• Waikato Mayoral Forum working party 
believes objectives should be:
§ Get skills resilience into this very expensive and 

important function. 
§ Establish a consistent road hierarchy in Waikato 

with appropriate levels of service, and a consistent 
approach to contracts, data management, etc.  



Conclusion ctd

• Issues/risks:
§ National matters at NZTA could “overtake” our study –

our chance to influence.
§ FAR review will move in parallel - links to this work 

must be maintained. We want to retain our share of 
the national cake and this exercise gives justification. 

§ There may be different solutions to different parts of 
the service.

§ Long implementation timetable causing frustration.



Conclusion ctd

§ Have similar policies for road corridors with local 
variation as appropriate. 

§ Use internal resources wherever possible. 
§ Retain local customer service and liaison with 

other services.
§ Ensure good communication and relationships 

with all relevant parties. 
§ Have a detailed business case ready by early 2014. 



Planning and governance

A collective voice – a Waikato Plan



The need for a collective voice
• Identified by (now merged) governance and planning 

groups.

• Need to engage with central government. 

• More effective community engagement.

• Potential efficiencies in existing practise:
§ Over 640 policies, strategies, bylaws and plans
§ Multiple similar policies saying different things
§ Key stakeholders engaging on multiple fronts
§ Policy gaps on key issues



Success through collaboration
• Waikato JOG in 2005/06.
• Rail investment:
§ Double capacity on ECMT 
§ Ruakura inland port proposal
§ PoT extended rail siding facilities

• Waikato Expressway a RoNS project. 
• Future Proof growth strategy.



Planning is complex
RMA LTMA LGA

NATIONAL
National policy 
statements
and standards

REGIONAL

LOCAL

RPS

Regional plans

District plans
Structure plans
Resource consents

GPS on transport

NLTP

RLTS and PT plan
RLTP

District transport 
strategies and plans

Waikato Expressway 
network plan

Sub-regional growth 
strategies

Long term plans

Asset management 
Plans

Contributions policies



Integration through a Waikato Plan
RMA LTMA LGA

NATIONAL
National Policy 
statements
and standards

Integrated 
approach 

RPS

Regional plans

District plans
Structure plans
Resource consents

GPS on transport

NLTP

RLTS and PT plan
RLTP

District transport 
Strategies  and Plans

Waikato Expressway 
network plan

Sub-regional growth 
strategies

Long term plans

Asset management 
plans

Contributions policies



A Waikato Plan
} Provides a shared vision on high priority regional and sub-

regional issues.
} Will:
} Save ratepayers money
} Guide more efficient planning and service delivery
} Collective approach to regional investment decisions
} Engage more effectively with government
} Collective voice on high priority issues
} Enable conversations on governance frameworks

} It is through implementation of the Waikato Plan that 
efficiencies can be gained

} Will help facilitate any combined plans under various local 
government legislation – eg RMA



The business case
} Potential 10-year cost savings:
} Fewer RMA plans $12 million
} Fewer policies and bylaws $6.4 million
} Common planning procedures $30 million

} Unlocking central government investment:
} Estimated annual investment in Waikato $8 billion

} Non-financial benefits:
} Focus on high priority issues.
} Consistent investment signals.
} Key stakeholders not litigating multiple policies.



Two project stages

• Stage one: Common evidence base ($150,000)
§ Review of available evidence
§ Gap analysis and fill technical gaps
§ Completed December 2013.

• Stage two: the Waikato Plan ($750,000)
§ Independent project director
§ Extensive community engagement
§ Draft Waikato Plan and statutory community input 

process by mid-2015.



Water and waste water

Creating a savings flow 
while maintaining services



Water and waste water

The questions:

Can we collectively provide water and waste 
water services

•more efficiently?
•more effectively?



Water/wastewater is big business

Depreciated asset value (June 2011) $1.7 billion

Combined projected spend 2012/13 $277 million

Projected spend 2012–2022 $3 billion

Properties serviced 165,000

FTEs 251



Stage 1 report findings

• Sharing services could lead to annual savings 
of $3 million - $4 million over a range of 
operations, including common asset valuation 
processes and rationalising asset management 
systems.

• Equivalent to 6% saving in operations and 
maintenance. 



Report findings (cont.)

• Potential for “significant further cost savings if 
the water/wastewater activity was managed 
on a regional basis as one entity”.

• No formal proposal to do this yet but further 
investigation recommended.



Depreciation

• Report notes a significant variance between 
funded depreciation and renewal expenditure 
over LTP period.

• $680 million v $378 million.
• Another opportunity for efficiencies?
• More investigation needed.



Overheads

• Currently $30 million overheads charged to 
water and wastewater annually.

• Unlikely a single entity would have this level of 
overhead.

• But can overhead efficiencies be fully realised 
or will they fall back on councils?



Cost management

• Sound financial reporting systems but a lack of 
cost management accounting.

• Will a more detailed understanding of cost 
and cost drivers lead to more cost effective 
decisions?



Asset management

Optimisation of asset management may bring 
significant opportunities:

• Operational - rationalisation of plans, asset 
management systems, valuations, etc.

• Capex – “… if a major investment in plant can be 
deferred through optimised asset management or 
better demand management, savings can be 
significant”.



Resilience

• The report notes: "All Councils have capacity, 
capability and affordability issues to some 
extent but it is a real issue for the smaller 
ones - particularly around resourcing.”

• One CEO commented: "If I lose one operator, 
I'm stuffed.”

• Regional, or sub-regional associations could 
resolve resilience concerns. 



Action 1

• LASS requested to consider shared service 
opportunities identified in waters report and 
pursue them.



Action 2

• A technical advisory group is to be formed to 
establish a common cost management and 
benchmarking framework across all 
participating councils.



Action 3

• A project scope, indicative costs and funding 
model have been developed for a Stage II of the 
waters study

• The Stage II study is intended to further explore 
the benefits of regional and/or sub-regional 
groupings for the provision of water services, and 
to advance some of the shared service savings.

• It would identify the implications of a regional or 
sub-regional approach at individual council level.



Conclusion

• Potential for multi-million dollar savings 
through shared services.

• Other efficiencies also offer significant 
potential savings.

• Sub-regional entities or regional entity may 
provide most gains.



Economic development



Waikato’s performance

• Fourth largest regional economy.
• 10 per cent of land area and population.
• 8.5 per cent of GDP.
• Major industries (livestock and cropping, dairy 

farming, forestry and logging) occupy 83 per 
cent of productive land.

• Important minerals producer.
• BUT region UNDER-PERFORMING.



Gross regional product per capita



Weekly household income



Educational attainment



Social deprivation



Waikato region opportunities

• Fourth-largest regional economy
• Waikato is the most important dairy region
• Nationally important forestry resource
• Electricity
• Transport
• Minerals
• Aquaculture



Local government’s role
Why

• To improve efficiency
• To improve equity

How
• Leadership
• Spatial panning and infrastructure
• Regulation
• Services
• Business and industry development
• Social and community



Advantages of a Waikato
economic development strategy 

• Scale and scope
• Better coordination
• Improve utilisation of regional recourses
• Promotes collaboration
§ Firms and business groups
§ Central and local government
§ Iwi
§ Tertiary and research provides
§ Economic development agencies



Proposed way forward

Waikato economic strategy governance group to 
oversee the development of a strategy:

• Mayoral Forum economic development 
subcommittee

• Four business representatives
• Two Māori business representatives



Waikato Economic 
Strategy Governance 

Group

Management

Project Sponsor
Project Steering Group

Secretariat
Project manager
Communications advisor
Economic development 
officer
Administration support

Waikato Mayoral 
Forum

Waikato Chief 
Executives Forum

Waikato Economic 
Development Network

Economic staff from councils, 
economic development 

agencies

Iwi

Central 
Government

Education & 
research 
providers

Business service 
providers

Infrastructure 
providers

Industry



Councils’ financial input



The planned work streams will require investment by each 
council in the Waikato, both in cash and in-kind resources.

Totals (in thousands of dollars):
Project 2012-13 2013-14 2014-15 Total

Planning and governance 150 500 270 920

Economic development 90 80 170

Waters 40 180 220

Roading 30 50 80

Totals 310 810 270 1390

— Formula to share costs fairly between the councils



Individual council contributions
Total
$000 Share

2012/13
$000

2013/14
$000

2014/15
$000

12/13 
Budgeted 

OPEX in LTP
$000

Heaviest 
years spend 

as a % of 
12/13 OPEX

Waikato RC 361 25.97% 90 190 81 109,925              0.17%
Hamilton 253.59 18.24% 54.74 157.31 41.54 196,056              0.08%
Hauraki 45.89 3.30% 10.05 27.52 8.32 30,402                0.09%
Matamata-Piako 82.08 5.90% 17.32 47.98 16.78 45,251                0.11%
Otorohanga 28.86 2.08% 6.15 16.43 6.28 14,000                0.12%
South Waikato 44.01 3.17% 9.6 26.28 8.13 24,263                0.11%
Taupo 117.21 8.43% 25.29 70.63 21.3 79,801                0.09%
Thames-Coromandel 133.47 9.60% 28.63 79.29 25.55 74,969                0.11%
Waikato 143.94 10.36% 30.84 82.22 30.88 81,762                0.10%
Waipa 111.34 8.01% 23.67 65.63 22.04 61,571                0.11%
Waitomo 24.58 1.77% 5.43 14.05 5.11 23,367                0.06%
Rotorua 44.03 3.17% 8.28 32.67 3.08 108,678              0.03%
Total 1,390.00 100.00% 310 810 270 850,045              

• Highest contribution (WRC) – it’s heaviest year’s suggested spend is 
0.17% of 2012-13 OPEX.

• So while $ contributions sought are significant, not unreasonable 
given scale of “prizes” sought.

• Contributions in cash or in-kind – to be discussed at individual 
council level.



Gains so far

• Results through collective action not pie in the 
sky.

• 10 councils will save nearly $700,000 this 
financial year through revamped collective 
insurance arrangements. Much of that is 
ongoing

• Attracting rail investment, the Expressway and 
Future Proof other strong examples of positive 
collective action in Waikato.



Where to from here?



The case for investing

• Significant potential savings identified – from the 
millions to the tens of millions of dollars.

• Mayors and CEOs confident this potential is real 
and worth pursuing.

• More work will quantify the scale of savings that 
can be made and map a path towards achieving 
them.

• Better planning and an economic development 
strategy will further help with efficiencies and 
exploiting opportunities.



Decision time

• You are the decision makers.
• Councils now to consider the scale and nature 

of your contributions.
• This is designed as an integrated package of 

work.
• Documentation and further information 

requests through office of chair of forum. 
(email sbarnes@mpdc.govt.nz).



Question time


