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QOverview
Purpose

This report has been prepared as the next stage of developing and
assessing the options identified in the December package to Strengthen
Auckfand’s Regional Governance.

The agreed process provided for a draft document to be presented to
the Political Reference Group before being finalised. The feedback from
the PRG has been incorporated into this document.

This document is intended fo be considered by Councils and Ministers
with an opportunity for them fto provide substantive feedback and
guidance as ito the way forward by § June. A final document will then be
produced for formal consideration and adoption by Councils and
Ministers.

. This report provides an overview of the issues and assesses the opticns
available with respect to key elements of the proposal. The analysis and
commentary has been prepared by officials from both Central and Local
Government.

ft is not intended that the report provide recommendations at this point.
Recommendations may well emerge as feedback is received.

introduction

This report builds on the package presented to the Government in December
2006. That package was designed to both strengthen regional governance
and create a new framework for the delivery and funding of activities within
the Auckland Region.

Following consideration by Ministers it was agreed that a joint process be
undertaken involving both Central and Local Government officials with a view
io providing recommendations on how best to advance the issues associated
with strengthening governance.

The key reference point for the work to be undertaken was to be the package
orezented in December. The key details of the package are set out below:

e« The creation of & Greater Auckiand Council (GAC) with an apprepriate new
name, potentially new directly elected representation arrangements, a
hroader role and responsibifiies, and access to new funding sources as
well as regicnal ratas.

s The ssiablishment of 2 Regiona! Sustainable Development Forum, as a
standing committee of the Greater Auckiand Council. This Forum would
have similarities to the current multiparty Regional Growth Forum led by the

ARC. ﬁgs




The development by the Forum, of “One Plan” for the Auckland region to
promote secial, economic, cultural and environmental well being through
nricritised action plans. it is envisaged that the process would produce a
series of negotisted multiiateral and or bilateral agreements with the
obiective of implementing and funding strategies.

The development of new nationa! strategies by centrat governmenit, that link
with and guids regional sirategies as well as central government funding
and delivery.

Multi-year funding agreements between central and tocal government.

Amendment of transport legislation to enable the Regicnal Land Transport
Sirategy ‘o specify beth major projecis and areas for focus and activity.

Amendment of water legisiation to enable Watercare to pay its territorial
authority owners a dividend to fund stormwater infrastructure.

The investigation by the councils of an expansion of shared services
arrangements, and ways of optimising current rates bases and tools.

A copy of the letier sent by John Roberisen as Chair of the Mayoral Forum is
attached as Appendix 1.

Objectives

The overarching objective for this work has been to look for ways to
strengthen Auckland’s regional governance to achieve:

]

A common vision for the future;

An integrated and prioritised set of strategies for regionally significant
issues;

Clearer mechanisms and incentives to provide more certain
implementation of decisions made;

More alignment between local and central Government strategies and
funding;

A platform to facilitate the creation of Auckland as a world class city;

Improved economic and social performance of Auckland and the nation
ae g whoie; and

An improvement in the quality and timeliness of decision making
together with agreed commitments for the associated funding to deliver
on the decisions taken,

These objectives are derived from both the drivers for the December package
and broader national consideraticns.

The December proposal also stressed the importance of:
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¢ local democracy,

o sufficient revenue streams,; and

s improved vaiue for monsy

e as key considerations for the deveiopment of the way forward.

Key Elements of the Proposal

The proposal does invoive a wide number of options with respect to its
individual components. In addition, many of the options and choices available
are to a certain extent interdependent. Similarly some issues are mutually
exclusive.

As a consequence it has been necessary fo focus on the key elements of the
proposal and in doing so create a framework to address those matters that
materially influence, and or impact, on the final shape and feasibility of the
proposition. Feedback from Coungcils on the individual components will assist
in developing the potential model(s) for strengthening Auckland Regional
governance.

The December proposal sought to move forward on the basis of a
compromise between two different approaches to strengthening regional
governance that had emerged through its development. Those approaches
gither:

¢ addressed the issue by integrating all regional responsibilities under
one strengthened regional governance entity; or

« overcame the fragmentation of responsibilities for regionally significant
decisions by mechanisms and processes for collaboration and
coordination between Councils.

The compromise is reflected by the recommendation of both a regional
collaboration mechanism {the RSDF) and a "strengthened” regional entity (the
GAC).



For the purposes of presentation the key elements have been identified as:
s Mechanisms aimed at strengthening governance refating to:

o The role and accountsbilty of the GAC including is
representation

o The role of the Regicnal Sustainable Development Forum

0

The scope of the One Plan inciuding the proposed process for
development of the Cne Plan, including the negotiation of
funding for implementation actions and the timing and staging of
developing the One Plan, recognising that much of the work
already undertaken with respect to the Long Term Sustainability
Framework and regional strategies represents a first step.

» The advancement of the other regionally significant issues (as

identified in the December package) and their associated work
streams.
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Strengthening Governance

Greater Auckiand Councl

Role - The Greater Auckland Council {GAC) is to provide regional leadership
for Auckland. [t would assume responsibility for regionally significant issues
asscciated with the social, cuitural, economic and environmentiai well being of
the region. in that context it would undertake the existing roles of the
Auckland Regiona! Council together with an expanded role in regional
economic development, tourism promotion and events management, funding
and owning regional facilities and amenities, and advocacy to central
government on regionai issues.

The December proposal identified the need for additional funding sources as
a necessary prerequisite for a strengthened regional body. It was further
recognised that the existing rating base was inadequate to resolve the issues
of regional significance faced by the region — both in terms of the current
shortfall on key services such as transport, the proposed expansion in
services relating to economic development and regional facilities and the
anticipated increase required with respect to key infrastructure investment and
services. The need for new mechanisms was linked to the additional functions
that would be assumed by the GAC and would include a range of
options/mechanisms such as a regional fuel tax, development levies and
departure tax for specific expenditure.

Agreement on the need for the new funding tools was seen as a fundamental
aspect of the December proposal and a necessary precondition of moving
forward. The exact nature, quantum and timing of the funding mechanisms
would be the subject of specific business proposals to Government. Those
proposals would be based on specific issues and or investments (such as
Electrification) where it was established existing funding sources were
inadequate.

The December proposal alsc recognised that the current alignment of funding
mechanisms with governance arrangements was not optimal for achieving the
region's and Government’s aspiration of Auckland becoming a world-class
city. The December preposal canvassed various options to address the
serceived misalignment of current funding, including better alignment of
gxisting national, regienal and local funding to agreed regional priorities
through the One Plan process and full optimisation of the rating base within
the region.

Under the December proposal it was aiso envisaged that the GAC would
assume responsibility for convening the Regional Sustainable Development

Forum {RSDF};
A



Arising from the December proposal there were several key issues left
unresoclved relating to the following:

Role of the GAC with respect to the One Plan — as noted above, the GAC
would be the convenor of the RSDF (the developer of the One Plan). On the
hasis of further work, it is now suggested that the GAC would also:

s Provide Executive Suppert ¢ the RSDF;

e Receive the Cne Pian as a recommendation from the RSDF. This
could require the prior ratification of the Plan by all parties. The GAC
would have the optlion of adopting the One Plan or being able to refer
the One Plan back to the RSDF but its power to unitaterally change the
One Plan couid be limited;

¢ Become the implementer of the One Plan decisions for which it has
responsibility;

e Undertake the role of Guardian of, and negotiator for, the
implementation of the commitments (including funding commitmenis)
arising from the One Plan;

e Monitor the overall implementation of the One Plan.

In addition, the GAC would have a key role in managing the relationship with
central Government on issues of regional significance. The RSDF would aiso
have a role with respect to engaging with and aligning Government priorities.

Representation — Two elements were identified here, membership of the
GAC and the mechanism by which the leader is appointed.

There are a range of options available with respect to membership including:

s Status Quo whereby up tc 14 members are directly elected on a
constituency basis (based on Territerial Autherity Boundaries).

¢« An enlarged number of members based on:
o Parliamentary Boundaries;

o Siatus Quo pius the appciniment of one person by/from each
territoriai authority;

o Al GAC members appeinted by Auckland territorial authorities:

o Status Guo plus additional members elected at large across the
regicn (up o haif of the total number of GAC representatives).

Al glternatives 1o the status quo wouid require legislative amendment.

Some of the consideraticns ic take into account when considering these

options inciude:
A LD



¢ the best means of supporting regional democratic accountability;

= ihe recognition that although the existing electoral system for the
Regional Authority is undertaken on a geographic constituency basis
the elected members do tske an ocath to act in the interest of the
Region;

» whether parlicular representation options will provide greater
opportunities for greater alignment hetween regional and national
interests;

e the role and responsibiiities of the RSDF.

In terms of the appointment of the leader of the GAC, two options were
outlined in the December proposal, These related to a;

¢ Directly elected regional leader;
s Chair elected by the GAC from within its own membership.

The majority of Councils’ resolutions support retaining an internally elected
chair. One Councit supported the concept of a directly elected ieader. In the
past, central government agencies have also considered this issue.
Proposals to allow directly elected regional leaders (Mayors) were explicitly
considered and rejected during the review that led to the Local Government
Act 2002.

Legislation would be required if there was to be a directly elected leader.
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Regional Sustainable Development Forum

Under the December propesal it was envisaged that the RSDF would be a
standing committee of the Greater Auckland Council. it would comprise
elected represeniatives from all the oouncils of the Auckiand region, plus
central government repraesentatives.

Depending on the nature of the issue, and recognising the need for alignment
across all sections of the community, it is envisaged that the Forum would
invoive non-gevernmental represeniatives from time to time. The Forum
would have similarities io the current multiparty Regional Growth Forum led
by the ARC.

The role of the RSDF would be the development and recommendation to the
GAC of the One Plan. Such a process would:

= improve collective decision making about matters of regional strategic
importance (i.e. One Plan content);

» help facilitate a strengthened link o the implementation and funding of
regionally agreed priorities;

= develop the vision and outcomes sought for the region, including
specifying the pricrities and funding envelopes/parameters that parties
are prepared to commit to the agreed priority regional strategies.

The December proposal identified but did nat reach shared understanding of
issues relating to:

» Representation;

e Decision making and voting systems;
e Consuitatibn/’Accoumabiiity;

o Relationship with existing fora.

Representation — The December Council resoiutions identify a number of
opticns concerning Councii membership and voting strength on the RSDF.
The resolutions conveyed concerns about the effective funclioning of the
RSDF o ensure that oritical regional decisions are made taking into account
the views and perspectives of all parties. it was recognised as being important
that the RSDF functicned to ensure a focus on regional priorities and the
maximum commitment to final One Plan decisions by all parties invoived. This
would include the invelvement of centrai government.

Ayl
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The options put forward with respect to Council membership include:
¢ One representative from each Council;

e RSDF io comprise two {or more) represeniatives from each
Councii.

The December package left open for further consideration the position with
who would be the Councii representative on the RSDF. Depending on the
cption selected abcve iwe options have been identified being:

« the Council representatives on the RSDF would automatically be the
Mayor {and their deputy in the event there was {0 be more than one
representative per council); or

= Each Council would appoint a representative or representatives from
their elected members.

The decisions about representation on the RSDF need to be considered in
conjunction with options for the voting/decision making method (discussed
below).

As in the case of local Councils, there are a range of options with respect to
Central Government participation including:

e Full membership of the RSDF through representation by cne or
more Ministers;

e Fuli membership of the RSDF through representation by one or
more especially appointed persons, or through officials with special
delegations;

s Subsidiary membership (speaking but not voting rights. This would
have a flow on effect to the degree to which the Government could
be expected to be bound by the One Plan decisions.

it s aiso likely that the RSDF will invoive a number of key stakeholders in its
deliberaticns from time {o time. it is not envisaged that these stakeholders
would have formal representation on the RSDF.

The position with respect o Mana Whenua/Tangata Whenua needs o be
recognised. Two options have been identified relating to either:

s Full participation with veoting rights;

« Direct recogniiion as a Key stakeholder with a separate consultation
DrOness.

The December proposal and Councit resoiutions were also silent on the issue
of the Chair of the RSDF. Given the key role of the RSDF in the development
and recommandation of the Une Plan the role of Chair is critical to the overall

11
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direction, style and level of buy in and commitment of the participants. The
key options identified with respect to the issue of Chair are identified as being:

« ihe Leader of the GAC automatically assumes the role Chair of the
RSDF;

e The GAC appoints the Chair of the RSDF, either from within the GAC
or the RSDF;

¢ The membership of the RSDF appeints the Chair in accordance with
the voting procedures established for the RSDF.

Decision Making and Voting Systems - Although the model discussed in
this paper is that the RSDF would provide recommendations to the GAC, the
decision-making processes which the forum emplays to reach agreed
recommendations remain important because they are a mechanism to:

Ll

Ensure that all parties to One Plan have a fair opportunity to
influence the content of the document recommended to the GAC for
adoption;

Encourage buy-in and commitment fo One Plan and One Plan
priorities, funding and implementation,;

Encourage the development of One Plan priorities which are
meaningful and which met the needs of the region (some decision-
making models carry the risk of encouraging a ‘'lowest common
denominator’ approach).

Assuming that only agencies committed to funding the implementation of One
Plan will be party to the decision making, and recognising that there are a
range of models already in operation in the region, the range of possible
decision making models for the RSDF include:

L]

An honest attempt is made to make decisions by consensus.
However, if this fails, RSDF decisions are made by majority vote.
Each agency represented on the RSDF has one vote (as opposed
to each member having cne vote).

An honest attempt is made to make decisiens by consensus.
However, if this fails, RSDF decisions are made by majority vote,
but voting is weighted in proportion to pepulation. This is similer to
the existing formuile for the Auckland Memorial Museum Electoral
Coliege:

An honest attempt 8 made to make cecisions by ccnsensus.
However, if this fails, RSDF decisions are made by majority voile,
but voting is weighted in proportion {o financial commitment to One
Plan implementation. This is similar to the model used for

Watercare Services Limited, u

ooy e T
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A fully consensus-based model of decisien-making has not been considered
in the options above as, while it may encourage buy-in to decisions made and
increase the likelihcod of implementation, it may alsc encourage parties to
‘water down’ decisions so that all parties can agree. This could result in
critical regicna!l investments not being made. A more pragmatic approach
might be o aim for consensus decision-making in the first instance, but to use
voting arrangements as a drouit breaker in instances where agreement
cannot be reached.

An additional issue to consider s whether any voting thresholds should apply
to voling within the RSDF. This wouid mean that decisions could not be made
by a simple majority, but that & 75% majority would be required to pass the
decision. For example, within the Watercare Services Shareholders Group
gach sharehoider has two representatives, but only one voie. However, only
those decisions passed by a 75% majority are binding on the shareholding
pariies.

Some of the issues o take into account when considering these options
include the degree toc which:

o the existing regional models (particularly population based models)
would be appropriate for the RSDF if central government were a party
to the REDF

e the parties wish {o ‘insulate’ decision-making from dominance by two or
three large parties by imposing a voting threshold

» each model would support buy-in of parties to the One Plan vision,
priorities and funding proposals and increase the cerfainty that funding
and implementation commitments will be followed through on once the
plan is adopted and supporting agreements concluded.

Consultation/Accountability Further analysis and discussion since
submitting the Decerber proposal has highlighted the desirability of the
RSDF undertaking the consultation and engagement with key stakeholders,
Mana Whenua/Tangata Whenua and the genera! public on the One Plan prior
ic its recommendation 1o the GAC. This is consistent with the principle that
respensibility for consuitation should lie with the developer of the ‘product’. it
also assumes that the RSDF should be primarily respensible for determining
the regional mandate (in conjunction with Central Government) for the
priorities and proposed implementation and funding of them.

if the option of the RSDF managing consultation on the One Plan is endorsed,
it Is proposed that the subsequent impiementation and funding agreements to
give effect to One Plan decisions should be informed by this consultation and
carried forward into LTCCPs, S0Ois elc without further consultation at that
point.

The options with respect {o {he participation of Mana Whenua/Tangata
Whenua were ouilined above.

13



Reilationship with Existing Fora - A critical success factor for the operation
of the RSDF will be the need for RSDF members to be very well informed and .
conversant with & high level of detail about significant regional issues to
enable rcbust discussion and negetiation. The RSDF needs a well managed
process to ensure that members have fimely access to the information they
need io enabie the RSDF {o underlake iis role.

To achieve the necessary suppert and flow of information the following
options have been identified in relation o existing regicnai fora:

¢ retain existing regional fora and commitiees bul subject to RSDF
divection and oversight/approval of seclor strategies:

s existing regional fora and committees cease to exist entirely, with their
functions being undertaken by the RSDF,;

» existing regicnal fora and committees are convened (as appropriate

and necessary) by the RSDF as specialist secfor representative
advisory bodies.

14



One Plan

One of the kev components of the December proposal was the support for the
development of an integrated and prioritised and funded strategy for the
region. The concept involved the deveiocpment by the RSDF of "One Plan” {or
the Auckiand region o promote social, economic, cultural and environmental
well being through prioritised action plans.

it was envisaged that the process would produce a series of negotiated
multilateral and or bilateral agreements with the objective of implementing and
funding the agreed strategies. These agreements would be binding in nature
and therefore address one of the key issues impacting on the region with
respect to their current inability to deliver and implement agreed strategies.

Along with a stronger GAC, a new regional forum (the RSDF) and new
funding sources, the One Plan intended to help address concerns previously
expressed by:

e Business and citizens that critical infrastructure investments i
Auckland are not happening.

o Auckland local government that there is little certainty that regional
strategies can and will be funded; that alignment between national and
regional decision-making needs to be improved; and that a more
forward thinking approach is reguired to help Auckland meet the long-
term global challenges that it faces.

o Central government that Auckland needs a more unified vision,
supported by strong priorities if it is to contribute to nationai objectives
such as economic transformation; and that government needs a more
effective vehicle for engaging with Auckland on issues of regional
significance.

Cne Plan is unlikely to meet these expectations without associated changes
to goevernance and funding arrangements for the region.

The development of an effective Cne Plan will also require willingness from all
parties involved to cede a greater degree of autonomy in the interests of
regiona!l advancement. It is generaily acknowiedged that this cuts across the
current status of decision making and authority and represents a significant
change in culture for parties to the RSDF, GAC and One Plan.

The development of the One Plan would build on, and provide, an integraied

umbrella for existing and new regional strategies. In particuiar it would deal
with regionally significant issues, infrastruciure, policy and services.

A
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The purpose cf One Plan is effectively to:

e provide a unified strategic vision for the region that integrates regional
strategies and prioritises key investments, projects and actions;

s provide a vehicle for ensuring greater certainty that regional pricrities
will be funded and implemenied;

« improve the existing mechanisms for prioritising regionally significant
decisions and investmenis in an environment where the decisions of
multiple parties have a sometimes competing impact on the future of
the region;

« Achieve commitment (to the extent it is refevant and necessary} for the
funding, implementations and delivery of agreed strategies through
statutory and contractual mechanisms.

While the December proposail set the strategic objective and direction for the
One Plan, the issues associated with the depth and breadth of its content and
the extent of enforceability were left for further consideration.

Content of One Plan — The ultimate objective of the One Plan is to create a
framework and process where the regionally significant issues are considered
by the key participants, prioritised and funding agreements entered into.

At a minimum it is envisaged that the One Plan will cover the four aspects of
regional well-being. The ultimate scope of the One Plan will be influenced by
the nature of the issues that develop/arise within the region and nationally.

On the basis of previous experience it is difficult to be prescriptive about the
exact content at this point. It is recognised that the external operating
environment is increasingly dynamic in its nature and therefore there are risks
in prescribing at this stage the exact content of a plan.

Regardiess of scope the One Plan needs to include a clearly prioritised set of
regional proposals and programmes,

Enforceability of One Plan — The December package identified the
desirability of the parties to the One Plan being bound, in some way, to the
impiementation of the One Plan.

The affectiveness of the implementation of the One Pian may be influenced
by the extent to which, once they have agreed {o a joint strategic vision for
Auckiand, the parties to One Plan are in some way bound to fund and
impiement it. Generally, the more binding the arrangements are, the more
certainty of impiementation there is likely 1o be, but the more individual
sovereignty each of the parties tc One Plan will be required to cede.

There are a range of options available tc ensure that actions are aligned and
delivered across the region. ltis apparent from the analysis that the One Plan

e
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_Is by its nature strategic. In that context it will have a long term perspective
with & mere immediate action, funding and implementation pian,

Given this, it Is propesed that @ graduated process of enforceability/binding be
adopted.

The availebie oplions {10 be applied to the various aspects of the One Plan
involve:

= implementation is voluntary. Parties use good faith and their hest
endeavours o ensure that commitments agreed to within One Plan are
implemented cver ime. {This is similar to the current arrangements for
the Auckland Economic Development Strategy and Metro Action Plan).

¢ Some or ali panties are legally required to act in a manner that is “not
inconsistent with” One Plan. (This is similar to the current relationship
between the Regional Land Transport Strategy and local transport
strategies and plans).As they develop budgets, LTCCPs and octher
planning documents, individual parties "have regard to” One Plan
priorities. This is similar to Transit New Zealand’s obligation in relation
to the Regional Land Transport Strategy.

¢ Some or all parties are legally required to act in a manner that “gives
effect” to specific delivery and funding components in the One Plan.
This framework is reflected in enforceable bilateral and multilateral
contracts and funding agreements between the relevant parties.
{Similar to the current ‘sector agreements’ used fo support the
implementation of the Auckland Regional Growth Strategy).

Sanctions and Levers ~ there are limited number of effective sanctions and
levers available to both enforce and encourage the implementation of the One
Plan. The principle of collectiveness must be embodied as a key principle. is
observance is fundamental to the success of the One Pian concept.

Various possible levers are outlined in the table below:

[ Lever Specific Examples
Incentives that e Making central government funding for projects within
encourage the pariies to the Auckiand region contingent on consistency with One
imptement Cne Plan Plan.
E
Sanctions that can be = Morg pressure from other parties and/or sigkeheolders
appifed to parties that opt
out of One Plan or actina | e Financial penalties (foregone revenue from central
manner that is i Government funding)
inconsistent with One
Pian priorities = Exctusicn from benefits of participation in other regiona!
i programmes
{
;
\ Strengthening the _ n  improving the financial capacity and the mandale of the
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Lever

; Spacific Examples

capacity of individua!
sariies 1o fund and
implement One Plan.

GAL fo fund and implement One Plan projects of
regionat scale and significance

legaily enabling sovereign local authorities to {ake the
regional interest into account when making decisions in
relation o their respective cities or districts

Scope of One Plan focussed mainty on ‘fundable’ ;
profects ana programmes

Mechanisms to
encourage buy-ir ic One
Plan priorities {thus
increasing the probability
that it will be futly j
impiemented)

Only funders contribute to decisions made within the
Regional Sustainable Development Forum {thus
ensuring that funders buy-in {o key One Plan priorities)

Decision-making processes in relation to Cne Plan that
ensure either alt or the views of either all, or the majority
of parties are reflected in the final document.
Consensus or majority decision-making models would
encourage this.

Agencies who are not party to one Plan, but critical to its |
implementation, are actively engaged throughout the '
process of the developing the plan {over and ahove
formal public consultation).

Mechanisms o
strengthen transparency
and public ;
accountability of ;
individuai parties to !
implement Gne Plan
priorities.

i

Require individuai parties to publicly identify the regional
outcomes and strategies relevant to their jurisdictions,

and to report explicitly on how they willlhave contributed
to these, This could be achieved, for example, by :
requiring parties to reflect their commitments in their ex '
ante and ex post accountability documents eg LTCCPs.

Agtive public promotion of One Plan and One Plan
priorities.

Mechanisms to improve '
alignment hetween the
parties to One Plan.

Joint consultation on Qne Pian {and perhaps community
outcomes) undertaken jointly or by the RSDF, rather
than individualiy.

The statuiory mandate of territorial authority councillers
could be amended to enable them to take account of
broader regional interesis when making decisions.

{me Plan provides defails of what investments are
required, when and whers, so that ail parties have better
infermation about when their investment decisions are
required and where they would make the biggest
differenca,

Extendg requirements (o take account of One Plan to
councit-controlied organisations {through their
tatements of Intent) and Crown entities.

ASO .
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The GAC will have 2 key role in compeliing and persuading the parties to the
One Plan to honour their obligations and commitments. That will involve a
variety of interventions around exersising moral and persuasive authority,
utitising other sources of influence such as financial penaities.

Next Steps to Develop Ons Plan

There are also cplions available for the process for commencing the
deveiopment of the One Plan. These include:

s Starting afresh from a zerc base
e Building on work already underway, filling in any gaps identified

The work under way in developing the Long Term Sustainability Framework
and reviewing the Regional Growth Strategy together with work already
undertaken on existing sirategies such as the Regional Land Transport
Strategy, ATSAP, the Auckiand Regional Economic Development Strategy
and the Metro Project may bhe utilised o provide the first step to the
development of One Plan.

19




Regionally Significant Issues: Related Work Streams

The December package included a number of individual work sireams upon
which action was sought with a view {0 advancing a strengthening of the
Regional Governance framework and operations. Each of those work
streams representec a Regionally Significant issue relevant to strengthening
regicnal govemance.

Set out below is a brief summary of, and update on, the progress achieved o
date and the next steps ic required o advance the issues.

Three Waters

The December proposal identified two key issues associated with Water from
a regional perspective, being:

e Fragmentation in the strategy, planning funding and delivery,
s Legislative restrictions on the:

o Ability of Watercare to pay dividends, and thus provide its
cwner councils with funding from other strategic areas within the
region, namely Storm Water infrastructure.

o Ability of Watercare to operate as a “standard” CCO.

A range of issues were identified within the Council resolutions relating to the
ownership of Watercare. There was a majority view that the ownership of
Watercare should remain with its current owners. There was a dissenting
view from the ARC who recommended that Watercare be returned to them.

The further work undertaken has clarified the benefits scught through the
legistative reform proposed with respect to Watercare. The key immediate
ohjective is to provide alternative funding for Stormwater infrastructure and in
doing so allow the redeployment into public transport of ARH funds currently
tagged for Stormwater.

Management of water services is both a key regional and national issue. The
wider public policy issues will need to be carefully censidered as the
legislative amendments are considered.
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Regional Facilities

The December package identified z series of issues that needed to be
considered including the:

e Determination of national, regional and local priorities with the issues
of, funding and ownership (0 be agreed between the councils of the
region and cenirai government over time;

s The transfer of specific regional facilities and/for funding’ responsibilities
to the Greater Auckiand Council via a timebound negotiation
process;[regional agreement to this appears {0 be predicated on
compietion of 1st buliet]

o The recognition that consequent shifts in rating responsibilities
between councils to be made transparent, may be transitioned over
time; and may need legisiation to require showing reduced/increased
rating for facilities in LTCCPs;

e Need as part of this process, agreement reached to transfer
responsibilities for funding the Auckland Museum and/or MOTAT, this
will require amendment to their legisiation.

A key component of the way forward was the need to recognise at the outset
that additional funding mechanisms were reguired to be available before
much, if any progress, could be achieved in this area.

it was acknowledged that the issues are complex and will take time to clarify
and resolve. That must necessarily involve all parties — local, regional and
Central Government.

As a first step the foliowing process has been identified for consideration as a
way forward once a commitment to new funding mechanisms is agreed:

e Initial research and confirmation of the current facilities, their amenities
plus ownership and funding mechanisms;

« Assessment of the future needs of the region and their alignment with
National strategies;

» Development of a strategic framework for the regional (and natiocnal)
faciiities based on current investment, future needs;

= Development of criteria ic defermine national, regiona! and local
interests in regionai faciiities.

! Fiexibility needs io be retained regarding regional ownership and/or funding to accommodate possible
harriers related to beguest for some facilities (eg Aucldand Ant Gallery collections)
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e Assessment of ownership, governance and funding
arrangements/mechanisms,

it needs to be recogrised that much of this work has already commenced
albeit without the full and active invoivement of Central Government.

Such a progess, when complete, wili allow for improved and agreed alignment
of future investment, facilitation of the management of existing faciiities and
assist mitigate the risks of poor qualily expenditure in the future.

Ai present there is a propesed local Bill {the Auckiand Regional Amenities
Funding Bili) which seeks to address many of the issues identified above.
While the separate proposals in that Bili may potentially generate confusion,
the Bill's promoters are uniikely to be willing o withdraw it before agreement
is reached on the alternative process outlined above.

Economic Development

The December proposal recommended that the Greater Auckland Council
would take on the following additional responsibilities:

e Funding and governing Auckland Plus with expanded functions,
including regional tourism and events management;

= The establishment of a regional agency tc undertake urban
redevelopment initiatives in the region.

The proposal further suggested that the activities of the Greater Auckland
Council would be funded from new funding instruments such as a departure
tax for economic development, tourism and regicnal facilities.

The recommendation was made in the context of recognition that there was a:

s Lack of coordination and alignment between national, regional and
local strategy, funding and delivery;

¢« Gap in regional level economic development activities to support a step
change in Auckland's performance;

e Lack of funding for an expanded regional role in economic
development, regional tourism and major events,

Further analysis has confirmed the situation and response as identified at
December.

The issue then becomes one of process in terms of how the three parties
{{ocal, Regional and Central Government) work towards the identificaticn and
resclution of the matiers identified above.
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The paper recommends that a process be agreed between the parties,
together with a timeline to work through the issues. Such a process, when
compiete, would have the objective of ensuring that the appropriate
strategies, funding, and operations are aligned both within the region and with
Ceniral Government investment and expenditure.

Transport

The analysis underiaken prior to the submission of the December proposal
identified a series of issues relating to Transport including:

+ The mis-located and silc based approach decision making with
ptanning and funding decisions being made by agencies which have no
requiremeni to follow the Auckiand region's priorities. ARTA are
currently the only transport agency required to give effect to the RLTS.
There is a lack of a national land transport strategy.

e A shortfall of funding identified for major projects to implement the
RLTS. The quantum of this shortfall is being addressed by the ATSAP
process.

The December proposal identified the RSDF as a mechanism whereby centrai
government could develop new national strategies that link with and guide
regional strategies, and importantly, guide central government funding and
delivery. It also recognised that to provide the certainty required for the
nature of the services and investment required Central Government would be
invited to assess the merits of negotiating muiti-year funding agreements with
the region,

The December package also recommended that the Auckiand Regional Land
Transport Strategy would be able to specify major projects and areas for
focus and activity (consistent with other regions). The Regional Land
Transport Commitiee membership would comprise all interested stakeholders
although voting would be restricted to those organisations responsible for
funding the implementation of the strategy.

In addition to the above, once the amendments with respect io Watercare are
enacted the GAC would be able to utilise the revenue freed up by the
Watercare dividend (ie current ARH and IA stormwater grants) for transport

The recently completed ATSAP project is recognised as an important first
step in the development of a shared vision and sirategy and an agreed action
plan. This is consistent with the intent of the One Plan concept.

' terms of the steps reguired 1o move this issue forward the following is
suggesied:

= Progress necessary iegisiation to implement the December proposal
including:

o enabling the RLTS tc specify major projects

SIS -
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o enabling the ARHAA grant to be used by GAC for transport (as
part of enabling Watercare 1o pay a dividend to its owners)

+ Continue {o progress work {within the context of ATSAP) to identify and
address the funding gap fer transport including use of new funding
{with tools such as a regional fuel tax};

¢« Central government lo consider deveiopment of a National lLand
Transport sirategy io provide framework to integrate national and
regicnai objectives;

» Develop the tools and mecharisms by which Crown Agencies/Entities
and CCO's can be held accountable for delivery of the One Plan
sirategy.

Shared Services
The December proposal identified the need to explore and secure economic
and service efficiencies from the various entities within the region working in a

more integrated way. In particular with a view to securing efficiencies in terms
of the investment and operating expenditures incurred within the region.

The key impediments to moving this concept forward have been identified as:
s |nadequate resourcing
o Part time staffing by already busy siaff;
c Inadequate funding to support feasibility investigations.
e Lack of strong mandate;

e Lack of sector wide incentives to identify efficiency gains or improved
service delivery;

e The differing investment cycles and residual life of operating systems.

At present there are & number of initiatives being advanced — as exampled by
the Auckiand City and Manakau City Council who have commissioned a study
to explore this issus.
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At a more macro level the options available to move this issue forward is the
need to allccate a responsibiiity 1o:

s Address capability issues and barriers; and

e Target pricrity areas for action or investigate feasibility in cther
high priority areas.

Funding

The {ssues relating to funding were fully canvassed in the December
proposal. The key points identified from the analysis at that time highlighted
concems relating fo:

e allocation and certainty of funding in the region specifically:
o responsibility for funding decisions relating to “regional issues”
often lies at the local or central government level rather than the
regional level.

o funding decisions tend to be fragmented with a lack of long-term
agreements to provide certainty of funding between parties.

« sufficiency of funding - additional revenue sources were identified as
being needed by the regional entity in order to deliver services and
investment required to transform Auckland into a world-class city.

tinder the December proposal it was recommended that:

e The GAC would have a broader role and responsibilities, and access to
new funding sources as well as regional rates; its proposed new
funding tools include:

o Regional fuel tax for ransport;
o regional development levies for infrastructure and

o depariure tax for economic development, tourism and regional
facilities.

« The Regional Susiainable Development Forum would involve a series
of negotiated multilateral and/or bilateral agreements with the objective
of avoiding either unimplemented or unfunded strategies;

= The RSDF would provide a mechanism to guice centrai government
funding and dejivery;

RS
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Centrai Government would be invited to assess the merits of
negotiating multi-year funding agreements with the region, guided by
its naticna! strategies, and by One Plan (particularly where national
policy directicn does not exist);

The councis of the Auckiand region would alse investigate ways of
fully optimising their respective rating bases;

Shifts in rating responsibilities between councils will be made
fransparent and may be fransitioned over time;

Watercare would pay a dividend {o its owners, which would be used for
stormwater reiated expenditure and replace the current stormwater
grants commitments being funded by the ARC from Auckland Regicnali
Hotdings revenue. The Greater Auckland Council would use the
revenue redeployed for transport;

The alignment of central and local government strategy, funding and
delivery on transport is of particular priority.

The December package for strengthening Auckland's regicnal governance is
predicated on new funding instruments being provided to the regional entity
(GAC) on the basis of a business cases having been made. As an example of
this approach, significant progress has been made as part of the ATSAP
process regarding alignment of national and regional priorities for transport
and agreement on the funding gap. The next step wili be to identify
appropriate new funding tools.

The ATSAP Process provides a possible model for determining the need for
new funding tools. A similar process would:

L]

Identify required funding for regicnal facilities tc meet the future need
of the region and achieve a step up in Auckiand's performance
(including alignment of national and regional priorities);

Fully assess the existing mechanisms and funding lines to ensure that
they are fully utilised and eptimised;

Identify the funding gap between current funding available and future
needs;

Develop business cases for new funding instruments fo address any
shortfall between “approved” One Plan expenditure and optimised
existing sources.
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The Decernber proposal aiso recognised that the current alignment of funding
mechanisms with governance arrangements was not optimal for achieving the
regior’s and Government's aspiralion of Auckland becoming a world-class
city. The December propesal canvassed various options to address the
perceived misalignment of current funding, inclucing better alignment of
existing national, regional and iocal funding to agreed regional priorities
threugh the One FPlan process and full optimisation of the rating base within
the region.

The current Rates ingquiry being undertaken by Centrai Government may well
provide critical input inte this issue,

Other issues

During the course of the work and discussion associated with the preparation
of this document several issues were identified that will impact on the final
shape of, and next steps relating to, the formulation of a proposal that central,
regional and iccal Government can endorse.

Role of Cormmunity Boards - Community Beards are an integral element of
the Local Government operating framework.

As identified in the original proposal the current representation arrangements
of territorial authorities and community boards were maintained. Nothing has
changed with respect to that position.

itis envisaged that Community Boards would continue in their existing rale,
As the new governance mechanisms are developed there will be a need to
ensure that Community Boards have appropriate opportunities to engage on
those matters considered by the RSDF and the GAC which are of relevance
to the communities represented by the respective boards.

Consultation — The need o consult with local communities forms an
impertant part of the Local Government Act. The issue with respect to this
proposal comes down to when consultation should occur and on what.

At present all the Counciis have identified in their annual plans that there are
potential changes under consideration with respect to strengthening regional
governance. The process {c date has also identified that there would be
considerable merit in the consultation being undertaken in a coordinated
manner across the varicus lecal and regional authorities.
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The current proposition is that as and when agreement emerges between
central, local and regional Government as to what the likely shape of the
sroposal(s) may be, a full assessment of the consultation processes required
wilt be undertaken. Atthat point there wiil be sufficient substance to
determine what consultation, if any, is required with a view o ensuring that
there is an opportunity for communities and interested parties to engage and
provide feecback,

That assessment will be undertaken after feedback is received from Councils
and Ministers. On the basis that some form of consuitation may be required
provision has been made within the timetable for that to occur in fate July.

Assessment of Benefits and Costs — it is recognised that it will be
necessary at some point to undertake an assessment of the likely benefits
and costs which may arise from the final proposal(s). That analysis will need
to assess the proposal relative {o the status quo and highlight the range of
sosts and benefits bath financial and non financial.

Unitil such time as the feedback from Councils is received and the preferred
options relating to the GAC and the RSDF are identified it is not practicable to
complete the analysis. lf is envisaged that this matter will be addressed at a
high level as part of the final report.

Transition Options

While there is general acknowledgement that change is both required and
highly desirable within the Auckland region there continues to be some
diversity of views and to the nature of the changes required and the timeframe
over which they should occur.

Options with respect to how these matters will be add ressed will form a key
elemeni of the final report. Work will continue in the interim to assess the
following three guestions;

s What changes can occur within the existing frameworks and
mechanisms without legislation?

o ‘What would a logical sequence be with respect to change — should it
be done by a specific sector (stich as transport} or sheuld it be
undertaken more broadly across g wider range of issues?

» What is the nature and extent of the change required and how is that
best able ‘o be managed?

28



The key determinant of the transition process tc be adopted is the need to
reach agreement with ali parties as to the end peint sought and the nature
and extent of the commitments and obligations required to achieve the
agreed chijectives. When that has been achieved it is possible to
undertake a more pragmatic assessment of the steps required to achieve
2 progressive infroduction of the changes required. His recognised that afi
parties involved will need o accommodate change.

Next Steps

As identified above the objectives of this document is to receive feedback on
the various opticns available with respect to key elements of the December
proposal.

That feedback will be analysed with a view {0 developing a model(s) for
consideration and endorsement by central, local and regional Government.
The final report will be sent to Councils on the 18 June.



Summary

Set cut above are a series of matters relating to the key components and
options avaifable o move forward the obiective of sirengthening regional
governance within the Auciiand region.

In terms of that consideration it is important to recap on what the December
proposal was ¥ying to achieve. in the main, it was developed to address a
number of problems, The problems identified are summarised below:

L3
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There is generally adequate strategy but this is not fully integrated or
afigned into an overall direction that indicates the region’s priorities

The region fails to deliver on strategy because of fragmented powers
and accountahilities for funding and service delivery and commitment
to fund

Some decisions appear to be “mis-located” (undertaken at the national
or local sphere of government when the impacts are mostly regional}

There is heavy reliance on voluntary and statutory joint decision-
making fora but these are not able to ‘bind’ or influence expenditure
and other decisions of sovereign organisations. Non-funders also have
significant influence on decision making particularly in the area of
fransport.

The result is a lack of certainty (especially in funding), clarity,
understanding, mandate, leadership and single voice for Auckland with
central government.

There is insufficient revenue at the regional level.

There are inefficiencies and inconsistent standards and financial
impacts due to duplication and transaction costs.

The need to improve the timeliness and fundability of decisions.

in addition, the key determinants of how the final December proposal was
constructed related to a need {c:

Have an appropriately mandated and accountabie regional entity,
Ensure that the regional entity was appropriately funded;

Create a regional forum fc ensure cocrdination, agreement and
prioritisation of activiiies and funding across the region.

As part of the consideration prior ic reaching agreement on the December
nroposal several governance options were canvassed inciuding:




s Voluntary Cooperative Decision Making and Delivery (Enhanced Status
Quo}

= Joint Binding Dedcision Making
s Multifunctional Regioral Authority {Inlegrating Strategy and Delivery}

The final proposal as presented to Government recognised that the
expectations and objectives of the December Proposal would not be secured
without changes te the governance and funding arrangements for the region.

There was aisc recognition that given the nature and extent of the issues, and
the need to maintain and not diminish current services and investment,
nrogress needed to be made with a clear statement of commitment and
direction before this years elections.
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Appendix 1: Cover Letter from John Robertsen to Ministers

T e

Office of the Mayor

Papatkura District Coungil

+E Deonmbee 2008

The Honourable Mark Burton
Wirtster of Local Govemnment
Parkizvent Butidings
i WELLIRGTON

Daar Mineter

‘RE:  STRENGTHENING AUCKLAND'S REGIONAL GOVERNANCE: FINAL PROPOSAL AND
COUNCIL RESOLUTIONS DECEMBER 2006

s my tleasure {0 enclose Yor your considerstion, a proposg: for strengibiening Auckiznd's
reglonal governanca. The proposal i accorperisd by the format rssolutions on this proposa by
the seven Auctdand terriforial authoriles and the Avekiand Regional Counsil.

You will note from the resciutons that all Councls have andorsed the direction end pencipfes mat
forwand wittin the proposal. Although supportive of the proposal, individual Gounclls have reised &
range of lasucs essociated with representation and of matters Unen which further clarification is
scught — thess igsucs wilt form the basis of further work to be urlenskenas partof the-noxt-siage—
Given the nature of thy procese, these ssues ae not SLTRASIngG, nor 9o they I any way undarmine
the colleciive suppor demonstrated within the region for the teed fo rake PO o mgathess, of
COVEmance.

As part of ihe process, an inlemations! commerdary was sougnl from Mr Greg Clark, an adviser to
both the OEGD and to United Kingsorm goversrent sgencies. His commerdary supporfed the
govarnance options put farwerd and noted that ihe proposals confinue 1o repressent key aspeuts of
malnstream internationa! practioe in retation te governancs of metropoliian regions. A full ooy of
hie commentary & availzbla on requast,

This document is the caimingtion of 5 prosess inftialed in Seplember by the Auckiand tayoral
Forum o develop progesals {o stengthen regiorsd governznos in Aucidard. The work assocstied
wilh thit. project has besn undertaken a5 a colioborative swarsite between the Chie? Exscifives of
the Autiiand counclis and cenital goverment officials. A political reference proup cumiprising the
Mayors end Chelr of e ARC, plus # courclior from each aulhordy, has met iwice o provide
Tfesdbeck and shape e proposal,

Thls prepess bulds on an sarlier Isaues and Options discussion paper releasss on 3 Newvambar,
The esrier peper Qondfied Pwee road govemence opions. The feedhack received o ol
soinciis hay beon pealusble n formuiating the afached progosal.

Privmte e T Paoalore 35 Oolex Crescon: Parun
Telaohong 05 295 {376 Frogimin o 205 1330 WL DA LT LG T




Thw proposa’ 5 belbg subinitted for submission fo vevitel government with a view fo implementng
ha (a0sesaTy shenges iaquied 1o enhance and Mrengtien regionl govamencs. The sackage
comntises

2 The ereafion of ¢ Greafer Auskisn? Councll {GACY with an spproprisie Daw name,
poisntiglly new drectly ofecier ropresontalion avengaments, a Dgsdsr role and
respansibiiies, and aocess 10 new Anding soUToes B wel RS RGN AR,

s  The estzbdshmert of & Regisnal Suisleinsble Devetopment Forun, 28 2 SlarvEng
coramiticn of the Grester Auckiand Goundil, This Potum would have simBerliss o the
curmean muitpresrty Regional Growth Ferum fed by the ARC.

+»  The devedopmeni by the Fomm, of "One Plan® for the Auckiand region fo pramote soclat,
eeniornic, swilee and envigrmental well baing Hhircugh priortised acton pers. s
envigaped that the process would noduce o seres of nagoliater multiatersl and or
hilatars! agreerments with ihe obfettive of Inpismenting and funding strategias.

s The developman of new naticngl mirstegies by central governmend, that link with and
gisda ragicnal siratagins s well 8¢ ceniral government Tunding amd detivery.

»  Mu¥i-yesr funding agresments butween cantrrl and lesal govarnmant

* Epinity noth fagior profiicts Siid Bredd for focks Bl anaRity.
«  Amandmer: of water legistafion to anabie Walercare to pay iis termiional authonty ownasrs
& thidend o fund stoormsester Erfresineciuee.

v The investpation by the counails of an expansion of shaied services emangoments, and
ways of eptimising cument eias bases and toots.

Thie package kenified ahove has been agsossed ngainst both the masons identified for sesking to
sitengihen regiomal govemance ad e pringipies to b8 recognised in any reform.  That
easazsmend has confimed that the moposal addregses many of the issues identified 38 requinng
atention and provides 2 iramework for alowing the regian 1o move forgernd 1o the naxt stage of ils
development ant operstion.

A prefminzry analysis has been undertaken on the poterdial jagistative changes requiced to pive
afferd to this proposal. The analysis is aftached for vour conmdarstion aixl s provided for the
purnoses of establishing a hase for frther ciscussion with, and work by, officials.

Following ymue sonskderstion of the propassl and the various councl resoictions, there will be a
nead Yo engage further to establish the nature and Pming of the retidned legisiative, orgarisational
changes and the mechanisme by which peblie input is schisved. To dete public input has been
limied and this will need 10 be remedied though the next phase of thie project.

The proposat is designed {0 both sfrengthen governance ang creele a new framework for the
delivery mhd Runding of aciivifes within the Auckland region.  As noizd in the Greg GlarX
commentsry, Autkiand iz not slone i s drve to sangthen it regional governance, and intast #
should do £0 7 £ wishes to gouip itself to acdress current and fulure shastengss and opporiunitios.
in st context this proposat Cisaiss A sound platform upon whish the Reglon tan pasition fself for
the fufuras. B represents & vary imnoriant and necesssty firsl step in addressing governance issues
ittt the Auckland reglon,

L8]

v Arcendemen of irensport legistaon 10 anskie the Reglonal land T{Q_n_sport Straiegy o
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Gtemn tha significence of e izsue to Auckland | together with othar ropresardatives of the polidical
refarence group WLl very much weicome the spportunily i mest with you end olher ministers
you congiter spproprisle o darify any bsues you may have snd o agres o e nex slepe o
Advanbe this inklabve.

Yours aineersdy

A

John Roberson
Chair
#Eayoral Fooum

= Ri Mon Helelr Glark, Prime Minister
Hon L Michee! Cullen, Minister of Finence
Hon Judith Tizard, Minister for Aucikiand
Hon Annatle Hisg, Minisher of Transpor
Hon Trevor Maliard, Minister for Economic Development
Hon Denvid Benson Pope, Minister for Secis! Developrent, Minister for the Ervironment
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