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PROJECT TWIN STREAMS COMMUNITY GOVERNANCE:
FUNDING PLAN FOR STREAM RESTORATION BEYOND 2012

Introduction

This high-levet funding plan addresses funding requirements for continuing stream
restoration work within Project Twin Streams (PTS) within a shared Council / community
governance structure.

The assessment of future governance options for PTS stream restoration currently being
carried out within Council has highlighted the fundraising strengths of governance through
a non-government organisation (NGQ) structure external to Council. Two future
governance options will be recommended to the Council in February 2010, along with
analysis which suggests that these options are not mutually exclusive, and that Council
consider development of a combined structure that builds on the strengths and
opportunities offered by each option. The governance arrangements that were evaluated
as most likely to promote PTS objectives were:

« g community-driven legal entity

» a formal muiti party partnership

Funding Issues

The Auckiand Regional Holdings (ARHM) funding for the PTS stream restoration
programme ceases in June 2012. From that date there is no allocation for capital costs
for:
« the ongoing maintenance of the existing 56 kilometras of stream bank
restoration;
» to expand the stream restoration work on the remaining 289 kilometres of
streams and tributaries within the PTS catchment; and
s {0 support the PTS Community Contract Organisations to continue their work
post 2012.

Additional funding over and above that granted to the project by Auckland Regional
holdings (ARH) up to June 2012 will be required to build on and sustain the stormwater
improvements sought through the project.

Council is establishing the estimated fotal cost of delivering maintenance on completed
planting and all further stream restoration works required to complete the restoration of
the twin streams catchment — and further work is required to establish costs estimates for
follow through on ail phases of the project.

~ While there are avenues to pursue funding from local/regional and national government,
and local govemment has regulatory responsibilities towards water quality, stormwater

management and Integrated Catchment Management planning, it is very likely that

extemnal resources will be needed to continue the community development approach.

Potential funding sources

The following potential funding sources for the future stream-bank riparian planting and
maintenance programme have been identified:

A
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SOURCE SCOPE

Carbon credits / trading

Being investigated, but initial assessment is that the Permanent
Forest Sink Initiative (PFSI) is designed to recognise carbon sink
benefits of converting scrub/grazed land to forest. PFSI has
constraints including: not available for publicly funded forestation
projects; planted area must be greater than 1 hectare; Riparian
margins must have an average width of 30m or more.

Rates - general and targeted

Stormwater charges

Being investigated as part of Integrated Water Resource

Rebates for permeable Management Planning (WRMP) work carried out within City

surfaces

Services,

Financial contributions

Development contributions

Government departments

Partnerships

Further investigation required once scope of future stream
restoration work programme is known.

Business sponsorship

Lotteries Board

Licencing Trusts

Being investigated ~ see notes on funding feasibility assessment
below.

Philanthropic organisations

Community enterprises

Subject of separate funding plan assessment being carried out
by Community Contract Organisations.

FORST

Buying/selling flood plain
properties

Externai loans Being investigated as part of WRMP work carried out within City

Transport Assets from NZTA | Services.

{NZ Transport Agency)

Scientific institutions self-
funding

Initial Funding Feasibility Assessment

An initial funding feasibility assessment for external funding has been carried out, and the
findings in summary are:

Although there are significant funding opportunities in the areas PTS is focusing on,
there would be no guarantee of success. For example, ASE Trust recently put their
processes on hold while they reviewed their ability to fund.

Most funders specifically rule out ongoing programmes, creating an obstacle for PTS
to secure sustainabte financial backing in the long term.

Funds applications and then subsequent management and reporting would be a
significant job if this were the primary, or even a major way to fund PTS as it currently
operates. The funds applied for need to be matched to the projects and programmes,
ensuring funds are there ready for initiating the next stage of operation. Funds
administration would form a major part of the PTS management, e.qg. filing and coding
funders, regular meetings to keep major funders engaged and up to date, and
reporting systems.

Major funders, such as DIA and ASB Trust, have funding advisers, and it is
recommended that the next step in funding feasibility would be for PTS
representatives to meet with these advisers to explore areas of synergy and interest,
which could then guide the process to maximise the relationship, or save time where it
was highlighted that interests did not coincide.

There are many funds available for specific purposes, such as relief of poverty, mental
health, young people’s development etc, that could be part of a PTS approach.
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Next Steps

Further assessment of potential funding sources will be required, and it is intended that a
detailed funding plan be prepared by mid-2010 as part of transition planning for PTS

stream restoration.

Timeline
January - February 2010: align Funding Plan with PTS Community Contract Organisation

funding strategy.

January — March 2010: evaluate local government funding instruments as part of IWRMP
workstream.

February - May 2010: develop detailed Funding Plan with PTS Community Contract
Organisations, including a range of grant funding options and identification of possible
options for income generating ventures to be progressed in 2010-2011 year. Incorporate
funding opportunities that are specific to particular activities, projects and functions within
the scope of the proposed PTS stream restoration programme post 2012.

June 2010: Funding Plan finalised, for inclusion in potential report to ATA mid-2010.

o
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Project Twins Streams (PTS) Future Governance of Stream
Restoration: Assessment of Options

During October, November and early December 2009 Council officers and managers of
the four current Community Contract organisations coordinating community delivery of
PTS stream restoration (Te Ukaipo Sisters of Mercy; Community Waitakere; Maclaren
Park Henderson South Community Initiative and Ecomatters Environment Trust} met to
discuss options for future govemance of PTS stream restoration programmes.

The range of options identified were:

Option 1: Do nothing

Option 2: Full Council governance

Option 3: Council Controlled Organisation (CCO)
Option 4: Public-Private Partnership (PPP)

Option 5: Formal interagency, multi party relationship
Option 6: Community driven legal entity

Option 7: Non-legal entity

In assessing the range of possible governance structures we evaluated a range of options
against criteria that had broad agreement from the group.

Our assessment respanded to the PTS goal of creating a sustainable catchment: heaithy
land, streams and harbours, and communities who are strong, happy, connected and
responsive fo the challenges that face us. Furthermore, the objective of the PTS Future
Governance Project was identified as being:

To establish a PTS governance structure for restoration of the streams and
tributaries in the wider PTS catchment using community development and
quadruple bottom line methods to support the integrated management of
the four waters (within the policy and strategic framework of the new
Auckiand Council).

in order to evaluate the options, their strengths and weaknesses in relation to PTS and
future governance objectives, and their fit with a community development delivery method,
we looked for a structure that would have the most likelihood of meeting the following
criteria:

1. Has a charter that promotes the following principles:

a) Learning and behaviour change

b) Local engagement across diverse communities

¢) Creative engagement methads

d) Local ownership and solutions for healing the people and the streams

e) Upholding and honouring kaitiakitanga and the Treaty of Waitangi

f} social, environmental, economic and cultural sustainability

g} Integration of community development methods with a sustainable catchment
approach

2. Provides governance that:

» enables the community and iwi to play a key governance role in the future of the

streams
s ensures governance and management systems drive the community development
approach
N8
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+ ensures an effective means of selection and replacement of governance members
to maintain continuity of the PTS vision

» s distinct from, although supportive of the management functions for the
programme

3. Builds on existing successful PTS partnerships with others including:

 community, iwi, scientific bodies and other key stakeholders
« {he unitary authority, so that statuiory responsibilities can be met

4. Has sound financial and funding systems that:

enable the best cost/benefit ratio at the least cost to council

minimise expenditure on administration and maximise ‘on the ground’ deliverables
ensure effective financial oversight

have the capacity to generate substantial funding and independent income

5. Manages risk by:
e minimising potential risks to the PTS goal and abjectives
* minimising risks to business (including procurement), governance, legal
compliance, built assefs, human resource, information systems, and financial risk.
For example, “Risk Management for Local Government™

The Options Assessment Process

Several meetings were held to discuss and agree a common set of options and criteria
with which to measure these. These meetings were intended to ensure that Council's
requirements for meeting regulatory requirements around stormwater management were
balanced with community requirements around access to all levels of decision making —
and plenty of common ground was covered during the process.

Once options and criteria were agreed, PTS WCC-ARC steering group, joined by
Community Contract organisation managers met to carry out a formal evaluation process.

This was a facilitated two stage procedure, with the ARC electing to act in a probity role to
oversee the process. The first stage involved individual members of the assessment
group filling out a comprehensive evaluation form arranged by criterion, scoring the
likelihood of each governance structure meeting the criteria, and comments to support the
score given.

Scores were given numerically: extremely likely (5 points), very likely (4 points), possible
(3 points), unlikely (2 points), and very unlikely (1 point). Scores were then aggregated for
each option, and anomalies discussed (for example, when very disparate scores were
given for an option against a particular criterion. Individuals were given the opportunity fo
speak to the scores and comments they had assigned to the various options — and were
able to revisit and amend scores. In fact, there was relatively strong agreement on most
aspects of the assessment and very few amendments made to the criginal scores given.

The chart below shows mean score given to each option (listed down the page} against
the criteria (across the page), and the summary column shows the overall level of support
for each option across all criteria.

! Standards New Zealand HB 4360: 2000
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The scoring part of the process showed two options in particular as having more likelihood
of meeting the criteria: Community legal entity and Formal multi-party partnership. Other
options were assessed as having considerably less likelihood of providing a governance

~ structure to support the aims and objectives of PTS stream restoration.

The second stage involved the group in detailed and careful consideration of the
comments noted during the individual scoring phase, deriving statements that the whole
group could support, and which most closely described the pros and cons of each

structure.

Assessment Outcomes

The following comments are intended to summarise the points raised in the group

discussion phase.

Option 1: Do nothing

The risks of not proceeding with PTS stream restoration work beyond 2012 far outweigh
the short term fiscal savings to Council. In particular, the incremental and compounding
effects of ceasing PTS work at that point are likely to become sizeable within a relatively

short period of time.

It is clear that degradation of water quality in the Waitemata is directly attributable to
human activity on stream banks causing sedimentation and continued untreated
stormwater discharge — and the Henderson and Huruhuru (Twin Stream) catchments are
major vectors of that polfution. Unmitigated degradation of stream banks is likely to have
a negative impact on ecological wellbeing of the Waitemata harbour and the streams
themselves, community vitality, stormwater quality and amenity value — to name a few of
the impacts.

Doing nothing not only removes any possibility of realising the immense potential of
provision of natural stormwater services through the whole catchment and a wide array of
other social, ecological and cultural benefits through community development; doing
nothing poses serious risk to the investment made in the project to date.

PTS Future Governance: Assessment of Options Report 21/12/2008

Page 3of 5



Option 2: Full Council governance

On a superficial level this aption is a continuation of the status quo in ferms of a
governance structure for PTS stream restoration. However, the combination of new
structural arrangements within the new Auckland Council and uncertainty over any
arrangements to carry forward a Council/Community partnership approach into
infrastructure provision must also be assessed as significant risks to PTS stream
rastoration work.

if governance of PTS stream restoration is carried through into the new Auckland Council
without increased iwi and community involvement, this will impact negatively on long-held
desires and plans for greater community and iwi involvement at all levels of PTS stream
restoration: governance, management and delivery of the project.

Also, the scale of the new Council entity in relation to the local on-the-ground
organisations and structures may pose difficuities for community to engage Council in
meaningful discussions about locally-directed delivery of stream restoration services.

Option 3: Council Controlled Organisation (CCQO)
The success of goveming PTS stream restoration through a CCO is highly reliant on
Council control of the CCO through the statement of intent.

The relatively narrow focus of a CCO (as compared with a whole-of-Councit involvement)
may introduce constraints to on-the-ground deliverables due to lack of integration with
other Coungcil services/programmes.

The business—oriented approach typical in CCOs may be a significant barrier to realising
Quadruple Bottom Line (QBL) benefits sought through Community development methods.
On the other hand such a structure is likely to provide effective financial and monitoring
systems for PTS stream restoration.

Option 4: Public-Private Partnership (PPP)

The Government’s stated pricrities for fiscal control and retum to core services, and
uncertainty of strategic and funding priorities for unitary authority creates uncertainty and
risks to PTS vision, goal and objectives. These risks are not likely to be mitigated by
additional pressures from private for-profit entities.

The other main strand of risk is that the importance of local people connecting with local
issues and solutions may be watered down amongst the interests of private or public
partner organisations that are not locality based. Conversely, greater private sector
involvement could broaden the reach, appeal and skill base for stream restoration work.

- Alikely strength of a PPP structure is that clear distinctions between governance and
management are likely, as are effective financial control and monitoring systems. A
further potential benefit is the financial advantage to ratepayers because a PPP can
access non-public funding.

Option 5: Formal interagency, multi party relationship

A formal interagency, multi-party partnership is likely to provide for rigorous financial and
risk management, as well as clear separation between management and governance
roles.

A strong charter, diverse skills, capacity and broad funding access are also potential
strengths of such an arrangement, and would be likely to contribute to a good cost/benefit
ratio for Council. The fikelihood of strong governance roles confirmed through the formal
partnership agreement(s) for iwi and community is high — but the structure would be highly

A
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dependent on the quality of the colfaboration between parties and the willingness of all
parties to contribute resources to a major stormwater stream restoration programme in the
long term.

Option 6: Community driven legal entity

This structure offers significant benefits to PTS work in the medium to long term. A key
aspect of Community govemnance through a community driven entity is that this approach
is most likely to deliver locally focussed outcomes by engaging the wide range of diverse
groups within the PTS community in identifying issues and solutions through community
ownership of the problems, issues and solutions, and implementing behaviour change for
more sustainable stormwater and community outcomes. As an independent tegal entity ,
significant opportunities for grants, alternative funding sources and community enterprises
would be available.

While the likely need for significant capacity building in the environmental and
administrative areas is acknowledged, the cost/benefit ratio is likely to be greater due to
generally lower administration costs than other options. A possible barrier to this option is
whether the new Auckiand council will be willing to continue contributing resources for this
major stormwater programme as part of its responsibility to stream restoration and
improved harbour water quality.

Option 7: Non-legal entity

Of major concem is that the lack of a legal structure to govemn a long term people-
resource and financial investment in restoring the stormwater environment. This structure
is very unlikely to gain Council acceptance, in that it doesn’t appear to support the large-
scale regulatory work that Council requires. As a non-legal entity, the structure would
have severely restricted funding options.

K
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