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H E A D  S T A R T  ·  S I M P L I F Y I N G  L O C A L  G O V E R N M E N T

Purpose of kōrero today

1. Provide workstream overview

2. Share information on preliminary case study findings

3. Hear elected member views and feedback 

4. Discuss next steps
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Governance Design: 
Workstream Overview
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H E A D  S T A R T  ·  S I M P L I F Y I N G  L O C A L  G O V E R N M E N T

Assessing Governance Structure Design Options: 
Workstream approach 
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• Demographic 
information

• Council data
• Key priorities 

• Options for evaluation

Understand council 
profiles and priorities

Identify and 
evaluate case 

examples

Develop 
governance 

structure 
options

Support elected 
member 

decision making

• Identify and assess 
case examples of 
similar size and scale

• Develop case example 
summaries

• Identify lessons learnt

• Draft governance 
structure options for 
workshops

• Support broader 
programme team and 
elected member 
decision meetings



H E A D  S T A R T  ·  G O V E R N A N C E  S T R U C T U R E  D E S I G N  O P T I O N S

Proposed Elected Member Engagement Approach
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Waikato District 
Workshop

Week 1 Week 2 Week 3

Objectives: 

Discuss initial insights from options analyses and 
case study information to date 
Understand initial elected member feedback 
governance priorities and principles

Potential joint council 
workshop

Objectives: 

Provide update on 
further analyses and 
design options

Hamilton City Council 
Workshop



The Waikato Region is large with significant population, 
financial and operating diversity

W A I K A T O  C O N T E X T

Geography & People

Land Area
25,816 km²
range 111 – 6,333 km²

Population Density
20 per km²
range 3 – 1,725 / km²

Maaori Ethnicity
24%
range 15–44%

Governance & Representation

Elected Members
11 mayors, 110 councillors

Representation
1,200 – 13,700 people per councillor

Wards
38 general, 9 Maaori
regional variability

Community Boards
16 boards, 87 members
wide range of adoption

Council Controlled Organisations
10

Finances

Total Assets
$18.7b ($19.9b with Regional Council)
range $380m – $6.8b 

Debt
$2.5b ($2.6b with Regional Council)
debt-to-income 0.5 – 3x; combined = 1.7

Rates Revenue
$933m ($1.1b with Regional Council)
range $15m – $305m

Operating Expenses
$1.39b ($1.6b with Regional Council)
range $28m – $453m

Ranges show the minimum and maximum across the region’s existing councils. Total Assets is prior to Water Reform adjustments and currently exclude Waikato Regional Council information. 
Source: FY2025 financial data. Statistics New Zealand data. Council website information. Waikato District Council information received. 
Confidential · For discussion purposes only 6



H E A D  S T A R T  ·  G O V E R N A N C E  S T R U C T U R E  D E S I G N  O P T I O N S

Key questions for consideration

Extent of Amalgamation Degree of Local Representation Maaori Representation Models

What are meaningful ways to reflect Te
Tiriti, e.g.:

• Maaori Wards

• Maaori Statutory Board(s)

• Appointed Members on Boards

• Joint governance boards

• General Electoral Representation

To what extent do you amalgamate 
and with whom?

• Options have different strengths 
and challenges

• Tensions can exist between 
centralisation and scale vs. local 
voice and connectedness

• Governance designs will be 
shaped by the scale of 
amalgamation, and the existing 
council profiles (including Maaori
Wards, Community Boards)

How much do you delegate locally?

• Advisory boards typically provide 
input, but with no delegations

• International and domestic case 
examples suggest budget holding 
with delegations better sustain 
local voice

• However, greater management 
cost and complexity may exist Council Controlled Organisations

What future CCO designs should be 
recommended, e.g.:

• New CCOs

• Discontinued CCOs

TODAY’S DISCUSSION
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M A A O R I  R E P R E S E N T A T I O N

Options for Maaori Representation
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Model Description Key advantages Key limitations

Model  1
General electoral 
representation only

Maaori stand for election in the same wards as all 
other candidates — the way most councils have 
historically operated.

• Equal basis for all councillors
• No structural change required

• Maaori may stay under-represented
• Relies on electoral success, not 

guaranteed participation
• Weak recognition of Treaty partnership

Model  2
Maaori wards

Dedicated Maaori constituencies elect councillors 
from the Maaori electoral roll (e.g. Waikato 
Regional Council and many district councils).

• Guarantees elected Maaori voice
• Mirrors Maaori parliamentary seats
• Retains democratic accountability

• May remain a small minority
• May not share decision-making
• May not meet rangatiratanga aims

Model  3
Appointed Maaori 
members on committees

Iwi representatives are appointed to committees 
rather than elected to council (e.g. planning, 
environmental, strategy).

• Brings iwi expertise into governance
• Enables mana whenua participation
• Flexible and easy to implement

• Often advisory only although may 
delegate council votes

• Perceived unequal status to elected 
members

• Influence depends on delegation

Model  4
Statutory Maaori boards

A separate Maaori governance body established by 
legislation, with formal rights and statutory powers 
(e.g. Independent Māori Statutory Board).

• Permanent institutional recognition
• Independent Maaori voice
• Strong accountability for Maaori outcomes

• Authority may still rest with council
• Can add governance complexity
• Perceived unequal status to elected 

members

Model  5
Joint governance or 
management boards

Maaori and council representatives jointly govern a 
specific resource, place or function (e.g. Waikato 
River Authority, Te Urewera Board, Tūpuna Maunga 
Authority).

Advantages, limitations and Te Tiriti alignment to be confirmed.²

Other models may exist 
that can be explored

¹ This is intended as discussion starter only. Estimates of alignment  are highly qualitative and views will likely vary. Alignment with Te Tiriti o Waitangi shown on a five-point scale, reflecting partnership, participation, protection and Rangatiratanga.
² Model 5 advantages, limitations and Te Tiriti alignment were not specified in the source material and are to be confirmed.

THOUGHT STARTER FOR 
SUBSEQUENT DISCUSSIONS 

AND ASSESSMENT



K E Y  C O N S I D E R A T I O N S

Multiple considerations are shaping our analysis and 
design options

Source: Local Government Act
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Council Objectives, E.g. 

• Address the challenges that come 
with working across boundaries

• Growth-ready, rural-aware system

• Better for ratepayers

• Best long-term outcome

• Effective decision-making  

• Strengthens our voice

• More engagement with local 
democracy  

• Resilient region  

• Statutory and iwi alignment  

• Evidence-led

Local Government Act Obligations

• Meeting the core purpose of 
council

• Enabling governance and effective 
representation

• Financial management

• Infrastructure and service delivery

• Consultation and engagement

• Maaori participation in decision 
making 

• Te Tiriti responsibilities

• Strategic planning requirements

• Organisation, integration, culture

• Reorganisation criteria 

Assessment Criteria

What government looking for:

• Deliverability

• Supports new planning system

• Simplifies local governance

• Economies of scale

• Maintains local voice 

Key proposal criteria:

• Two or more authorities

• A majority of councils or population

• Creates a unitary authority

• Part or all of a region

• Submitted by 9 Aug 2026



K E Y  C O N S I D E R A T I O N S

Several boundary issues could also be addressed

1: Taupō, South Waikato, Waipā, Waikato, Hamilton, Otorohanga
Source: Public information; likely significance are estimates 10

Likely SignificanceTypeIssue

Three councils make interconnected decisions on housing, 
transport, waste water, economic development, land use in key 
growth areas

Very HighUrban governance fragmentationHamilton–Waikato–Waipā metropolitan 
area

Northern Waikato increasingly integrated with Southern 
Auckland, with transport, housing and water infrastructure 
planning challenges

Very HighRegional planning mismatchAuckland–Waikato growth corridor

Different environmental, freshwater, biosecurity, flood 
management and transport rules

HighFormal boundary anomalyTaupō spanning Waikato and Bay of 
Plenty regions

Governance of river health is highly distributed across six 
territorial authorities1

HighEnvironmental governance 
mismatch

Waikato River catchment crossing many 
councils

Coastal management, transport planning, economic and 
emergency management risks as communities often look toward 
New Plymouth/Taranaki

MediumFormal boundary anomalyWaitomo spanning Waikato and Taranaki 
regions

Often behaves as single community of interest but split territorial 
governance

MediumCommunity of interest mismatchHauraki–Coromandel interface

Economic development, tourism and infrastructure planning are 
often undertaken by several councils despite the area having a 
strong shared identity

MediumCommunity of interest 
fragmentation

King Country split across multiple 
councils



Key FunctionShareholding CouncilsTypeCCO Name

Local government sector financingAll 10 councils listedNational
NZ Local Government Funding Agency (NZ 
LGFA)

Bay of Plenty shared servicesTaupō DC only (of the 10 listed)Regional
Bay of Plenty Local Authority Shared 
Services (BOPLASS)

Waikato shared services (previously WLASS)All 10 councils listedRegionalCo-Lab

Water & wastewater services (from Jul 
2026/Jul 2027, phased)

Hauraki DC · Matamata-Piako DC · Ōtorohanga DC · 
South Waikato DC · Waipā DC · Waitomo DC · Taupō 
DC

RegionalWaikato Waters Limited (WWL)

Hamilton Airport; incl. Hamilton & Waikato 
Tourism, Titanium Park

Hamilton CC (50%) · Waikato DC (15.6%) · Waipā DC 
(15.6%) · Matamata-Piako DC (15.6%) · Ōtorohanga DC 
(3.1%)

Local (shared)Waikato Regional Airport Ltd (WRAL)

Water & wastewater services (from 1 Jul 2026)Hamilton City Council · Waikato DCLocal (shared)IAWAI – Flowing Waters

Trail asset management
Thames-Coromandel DC · Hauraki DC · Matamata-Piako 
DC

Local (shared)Hauraki Rail Trail

Regional tourism organisationThames-Coromandel DCLocalDestination Hauraki Coromandel

Local airport operationTaupō DCLocalTaupō Airport Authority

Regional tourism organisationTaupō DCLocalDestination Great Lake Taupō (DGLT)

Confidential · For discussion purposes only

Waikato Region: There are 10 CCO’s across the region
K E Y  C O N S I D E R A T I O N S
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Preliminary Case Study 
Analysis
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C A S E  S T U D I E S

A three-stage process was developed to identify peer 
group regions for Waikato

Stage I
Simplify to a usable peer group. High income, developed, Westminster-style 
government systems: 8 countries (Australia, Canada, England, Ireland, New 
Zealand, Northern Ireland, Scotland, Wales)
~4,600 governing entities

Stage II
Identification of ~30 peer group regions with strong similarities to Waikato 
(large, relatively low population, regional city and towns, large rural area) that 
had experienced amalgamation

Stage III
Develop case studies on the best examples to emerge from this process.
Draw lessons for Waikato.

Regional Governments on Earth
~1,000,000

13



At this stage we have focused on the eight Westminster-style 
countries, who have also undertaken significant reform

Canada

Australia

Scotland
N. Ireland
Ireland
England
Wales

Why this is a reasonable peer group for New Zealand 
regional government amalgamation

• Shared Westminster parliamentary systems, unlike 
federal presidential systems such as the United 
States or Germany.

• Comparable reform history. Most have undertaken 
significant local government consolidation over 
the past 30 years, including Northern Ireland’s 
reduction from 26 to 11 councils, and multiple 
rounds of restructuring across the UK and 
Australia.  

• Common policy challenge: balancing scale versus 
local representation. Each jurisdiction has wrestled 
with the same question New Zealand faces today: 
whether larger authorities can improve efficiency, 
infrastructure delivery and strategic planning 
without weakening local democratic 
accountability.

• Current relevance to New Zealand’s reform 
agenda. These jurisdictions offer real-world 
examples of both unitary and two-tier models, 
providing evidence on the trade-offs involved. 

C A S E  S T U D I E S

14



The peer group varies by size and number of governing 
entities

N. IrelandWalesIrelandScotlandNZEnglandAustraliaCanada

Population (m)

1.93.25.45.55.357.027.641.5

Regional Governing Entities (~4,600 total)

11223132783175423,654

Population per entity

173,000145,000174,000172,00068,500180,000~51,150~11,380

C A S E  S T U D I E S
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Independent of structure, identified regions seem to 
struggle with common issues

Maintaining consistent 
service levels across all 

residents

Maintaining and 
renewing ageing 

infrastructure

Controlling cost 
escalation and rates 

affordability

Funding the cost of 
growth

Maintaining democratic 
legitimacy and local 

voice

Building organisational 
capability and digital 

maturity

Balancing housing, land 
use, infrastructure and 
environmental limits

Building climate 
resilience and managing 

natural hazards

C A S E  S T U D I E S
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Five models were found across the peer group

Individual Decision 
Making Entities

Council with Decision 
Making Sub-Entities

Council with Advisory 
Entities

Single council controls 
all decisions

Monolithic/ 
Centralised

• One regional council 
with councillors

• Large number of 
small governments

• Each independent

• One regional council 
with councillors

• Independently 
Chaired Local or 
Community Boards 
with elected 
members, separate 
from council, and 
with delegations and 
budget

• One regional council 
with councillors

• Independently 
Chaired Advisory 
Boards

• Sub-tier with a voice 
but no or little 
budget/ delegations 
(largely advisory)

• One regional council 
with councillors

• Councillors chair or 
sit with local advisory 
boards/community 
councils with no 
budget and limited 
delegations

• One regional council 
with councillors

• Ward councillors only
• No sub-regional body
• No local advisory 

boards

Concept

• Tasmania
• Western Australia

• Camarthenshire
• Auckland (later)

• Somerset
• Cornwall
• Aberdeenshire
• Auckland (initially)

• Halifax
• Highlands

• Cairns
• Queensland (all)
• NSW (all)
• Victoria (all)
• South Australia

Examples

C A S E  S T U D I E S

IN SCOPE
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A council/sub-council solution could create a single 
council with regional sub-bodies of the one true council

Council/Sub-councils

- One regional council
- Ward councillors only
- Often requires a relatively large 

council (e.g. 80-100)
- Sub-regional tier of councillors of 

the one true council 
- Mayor often elected region-wide

How it 
works

- Ten regions merge into one 
unitary with wards

- Councillors on local community 
councils that represent sub-
regions and engage locally

Note: Maaori governance will 
need to be incorporated into 
structure (for separate discussion)

Conceptual 
Waikato 
example

Strengths

- Clear system; lower complexity
- Maintains an acknowledged sub-regional role (wards) and 

voice
- Faster decision making
- Can make coordinated decisions across large area

Considerations

- Finding and maintaining the balance of power can be harder
- Large sub-regions may dominate small sub-regions
- Rural areas may be outvoted by urban areas; vice-versa
- Small regions distant from the centre can feel they do not 

have a voice
- Can be unstable and prone to semi-regular ‘tweaking’ of 

boundaries
- Advisory boards can feel disempowered

C A S E  S T U D I E S

18The extent of voting dominance may vary by how the region is split. 
For example, in Waikato, with predominantly rural Wards – if each ward has 1-2 representatives on the Governing Body, then a predominantly rural region may have predominantly rural voting representation. 



G O V E R N A N C E  H I E R A R C H Y

HALIFAX (Canada): Two-tier model with advisory committees
City and three counties to single-tier regional municipality, 1996

GOVERNING BODY

Holds all decision-making power: by-laws, region-
wide services (fire, transit, parks, public works, 
waste), budget and rates; appoints the police, 
library and water boards.

Halifax Regional Council

17 elected members · 1 mayor (at large) + 16 councillors, one per ward 

SEPARATELY ELECTED MAYOR 
AND COUNCILLORS BY 

DISTRICT

WARDS / DISTRICTS

Electoral units only - each returns one 
councillor. No district-level body, authority or 
budget.

16 districts - one councillor each

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16

COMMUNITY COUNCILS
Meet Monthly. Not in statute. 
Only includes Councillors. 
Mostly recommend (service levels, by-laws, 
charges). Delegated small planning only (e.g. land 
use changes, development agrements), within a 
Council-adopted strategy. No budget - spending 
reverts to the centre.

4 community councils - committees of the same councillors · not separately elected · no budget

Halifax and West

Districts 7–12 (6 councillors)

6 whole districts

Harbour East - Marine Drive

Districts 2–6 (5 councillors)

5 whole districts

North West

Districts 1, 13–16 (5 councillors)

5 whole districts

Regional Centre (Urban 
added in 2019 by order)
Parts of districts 3, 5–9 (7 councillors)

Urban-core planning area

EL EC T E D  M E M B ER S

17
M A Y O R  +  C O U N C I L L O R S

1 + 16
R E S I D EN T S /  C O U N C I L L O R

~32,300
A R E A

5,491 km2

P O P U L A T I O N

517,115 (2025)

INDIGENOUS VOICE   Separate - no Mi’kmaw seat on Council; the Acadia, Sipekne’katik and Millbrook First Nations self-govern under the Indian Act, and HRM cannot create a designated seat without the province.
NOTE: Local First Nations are governed separately, with some operating as their own governments under Canada’s Indian Act. 

Sources: City of Halifax (halifax.ca); Statistics Canada (2021 Census, CSD 1209034; Table 17-10-0148-01); HRM District Boundary Review 2022; CBC News 2023. Per-capita ratios: Coriolis analysis, 2026. 19

D EN SI T Y

80/km2

ADVISORY COMMITTEES 12
Hold meetings to review and provide advice to staff and Regional Council, community councils or standing committees. Committees include 
citizen volunteers, and cover accessibility, transport, ethnic communities, license appeals, others. Members appointed by Regional Council or 
Community Councils. Business Associations are not included in this number, but councillors may choose to serve on these.  



G O V E R N A N C E  H I E R A R C H Y

HIGHLAND (Scotland): Two-tier model with advisory councils
Two-tier (region + 8 districts) to unitary, 1996

GOVERNING BODY

All municipal decision-making and by-laws; 
region-wide services; budget. Top tier - no 
strategic authority above the council.

Highland Council

74 councillors · no directly elected mayor
SEPARATELY ELECTED

WARDS / DISTRICTS
Electoral units - Single Transferrable Vote (STV) 
system with coalitions. No ward-level body, but 
ward managers, discretionary fund and £16k 
budgets each and ward forums attach at this 
scale.

21 wards - 3-4 members each; members serve on a range of committees and six Local Access Forums; four Wards in Inverness urban area 

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21

AREA COMMITTEES
Only councillors sit on committees.
Local decision making and scrutiny.
Not in statute; keep evolving.
Delegated, non-regulatory decisions on local 
services; strongest in 1996, weakened since.

10 area committees - committees of the sitting councillors · no budget · in standing orders, not statute

City of 
Inverness Caithness Sutherland 

County Nairnshire Badenoch and 
Strathspey Lochaber Isle of Skye and 

Raasay
Dingwall and 

Seaforth
Black Isle and 

Easter Ross

Wester Ross, 
Strathpeffer and 

Lochalsh

This tier sits in standing orders, not statute, and is reorganised most terms.

COMMUNITY COUNCILS 156 156 community councils  separately elected volunteers (~1,000-1,500) – independent bodies · the only fully statutory sub-tier below the 
council · advisory only but must be consulted on local planning applications and licensing · no budget · act as bridge between residents and 
public authorities (incl NHS)

COUNCILL ORS
74

DI RECTLY ELECT ED MAYOR
None

RESI DE NT S /  CO UNCI LLO R
~3,200

AREA
26,248km2

POPULAT I ON
237,290 (2024)

INDIGENOUS VOICE   No specific Gaelic or Highland-culture seat but Gaelic Committee; no co-governance body - a mainstreamed policy/service, not a governance tier.

Sources: Local Council websites and review documents. Coriolis analysis, 2026.

20

DENSI TY
9/km2



C a s e  S t u d i e s

Several case examples include third tier: a single council with 
advisory or local boards with limited budget/delegations

Council/Advisory

- Directly elected regional council 
- All power and budget sits with 

the council
- Sub-tier with a voice but no 

budget/power

How would 
it work?

- Ten regions merge into one 
council with sub-regions

- Separate advisory or Local 
Boards, with some delegations 
and budgets. May include 
councillors.

Note: Maaori governance will 
need to be incorporated into 
structure (for separate discussion)

Conceptual 
Waikato 
example

Strengths

- Faster decision making
- Can make coordinated decisions across large area
- Creates a sub-regional voice, often to get amalgamation 

“over the line” 

Considerations

- Local advisory boards can feel or ignored
- Greater complexity
- Can create a large number of small entities
- Risk that Advisory Boards wither (numerous examples) or 

are later given defined power and budget

21



G O V E R N A N C E  H I E R A R C H Y

SOMERSET (England): Three-tier advisory model
Unitary replaced Somerset County Council + 4 districts, 2023 – covers non-metropolitan county of Somerset

GOVERNING BODY

All municipal decision-making: budget and council tax, 
region-wide services, planning (development control), 
by-laws; leader-and-cabinet executive. Top tier - no 
strategic body above.

Somerset Council
110 councillors elected from 54 Wards · no directly elected mayor
Total budget £622m; 512 services.
Largest unitary council in England. 

SEPARATELY ELECTED

ELECTORAL DIVISIONS

Electoral units only - each returns two councillors. No 
division-level authority, body or budget.

55 electoral divisions — 2 members each.

LOCAL COMMUNITY NETWORKS 
(AREA BOARDS) 18

Local Community Networks (area boards) — Advisory and consensus bodies. Committees include local councillors with other non-elected 
members (e.g. town/ representatives, health partners, emergency response partners, schools, local charities, local business groups) , · no 
budget. Make recommendations to council. Supported by dedicated council officers and managers (~0.5 FTE). Meet 6-8x per year. 

TOWN, CITY AND PARISH 
COUNCILS 272

Town, city and parish councils — separately elected (volunteers) · statutory ·  raise funds via precept charge on council tax bills (revenue 
ranges based on size) · advisory only. Maintain village greens, playgrounds, halls, public footpaths, cemeteries. Members can be paid an 
allowance. 1 parish for every 2000 people, with 5-20 members. Work with volunteer groups. Total budget £39m (or £143k per parish).

EL EC T E D  M E M B E R S

110
R E S I D E N T S /  R EP R ES ENT A T I V E

~280
A R E A

3,452km2

P O P U L A T I O N

588,328 (2024)

INDIGENOUS VOICE   Not applicable - England has no indigenous people; no reserved seat, no co-governance tier; n/a.

Sources: Local Council Website information; publicly available information. Somerset Local Community Terms of Reference.  Per-capita ratios: Coriolis analysis, 2026.

Electoral units only - each returns two councillors. No 
division-level authority, body or budget (0.5FTE each).
Boards rather than legal entities. Assets and services 
cannot be devolved. 

22

D EN SI T Y

170

R E S I D EN T S /  C O U N C I L L O R

~5,200



G O V E R N A N C E  H I E R A R C H Y

CORNWALL (England): Three-tier advisory model
Unitary replaced county + 6 districts in 2009 – Non-metropolitan county

GOVERNING BODY

All municipal decision-making: planning, region-wide 
services, budget and council tax; single unitary 
directorates deliver services.

Cornwall Council
87 elected members SEPARATELY ELECTED

ELECTORAL DIVISIONS

Electoral units only - each returns one councillor. 
No division-level authority, body or budget.

87 electoral divisions (wards) — one councillor each. Reduced in 2021 from 122. 

INDIGENOUS VOICE   Aligned - no Cornish seat; no co-governance tier - recognition is mainstreamed into policy, not structural representation.

LOCAL COMMUNITY AREA 
PARTNERSHIPS 12

Comprised of councillors and parish reps. Set local priorities and bring local organisations and people together. Make recommendations 
to council. Address issues that matter to local communities and engage public on work.  Develop Community Area Partnership Action 
Plans (e.g. community highways, growth, local service delivery and spending)
Allocated funding but not decision making. 

TOWN, CITY AND PARISH 
COUNCILS 213 28 town, 1 city and 168 parish councils — separately elected · statutory · no budget · advisory only. Focus on local services (amenities, 

some planning consultation). Estimated 2,000 seats in total. 

Sources: Local Council websites and review documents. Coriolis analysis, 2026.
23

EL EC T E D  C O U NC I L L O R S

87
R E P R ES EN T A T I V E S

~2,100
A R E A

3,562km2

P O P U L A T IO N

578,324 (2023)

D EN SI T Y

170

R ES I D E N T S /  C O U N C I L L O R

~6,600
R ES I D EN T S /  R EP R ES EN T A T I V E

~275



Supported by area management teams. Allocated grants. Strong example of empowered advisory tier. 

G O V E R N A N C E  H I E R A R C H Y

ABERDEENSHIRE (Scotland)
Unitary replaced region + 3 districts in 1996

GOVERNING BODY

All municipal decision-making and by-laws; region-
wide services; budget and council tax. Reserves 
strategic and electoral matters (council tax, rents, 
budget envelope, committee structure, boundaries). 
Top tier - no strategic authority above the council.

Aberdeenshire Council
70 councillors · no directly elected mayor

SEPARATELY ELECTED

WARDS
Electoral units (STV). No ward-level body or budget.

19 wards - 3-4 members each (STV)

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19

AREA COMMITTEES
Regulatory/executive: Create Area Plans aligned to 
Council plans. Decide on local planning applications; 
delegated functions across planning, education, roads, 
property, finance and procurement, and trading 
standards - "exercise the function as the Full Council 
could have exercised it". A strong example of an 
empowered-area-tier. Allocated grants. 

6 area committees - committees of the sitting councillors · area initiatives fund budget

Banff and Buchan

10 members

Buchan
11 members

Formartine
12 members

Garioch
15 members

Marr
10 members

Kincardine and 
Mearns
12 members

COMMUNITY COUNCILS 70 Very limited formal powers. community councils — separately elected (volunteers) · statutory · no budget · advisory only. 7-13 elected 
volunteers each. Around 600-800 positions in total. 

INDIGENOUS VOICE   Aligned - no Gaelic, Doric or north-east-culture seat; no co-governance body - a mainstreamed policy/service, not a governance tier; Doric (north-east Scots) - Scots spoken by ~half of Aberdeenshire (one of the two 
highest-Scots council areas); Gaelic ~0.6%.

Sources: Council websites. National Records of Scotland. Coriolis analysis, 2026.
NOTE: Total representative calculations assumed the lower range. 24

EL EC T E D  C O U NC I L L O R S

70
R E P R ES E N T A T I V E S

~700-800
A R E A

6,313km2

P O P U L A T I O N

265,080 (2024)

D EN SI T Y

42

R ES I D E N T S /  C O U N C I L L O R

~3,800
R ES I D EN T S /  R EP R ES ENT A T I V E

~378



G O V E R N A N C E  H I E R A R C H Y

AUCKLAND (Pre-Governance Review): Three-tier advisory model
Regional + territorial to unitary, 2010

GOVERNING BODY

Region-wide decisions, budget, rating; mayor 
holds executive powers (budget proposal, 
appoints deputy).

Auckland Council governing body
21 elected members · 1 mayor (at large) + 20 councillors
Responsibilities: Rates setting, Long-term Plan, Annual Budget, Debt levels, Regional transport strategy, Water services strategy, Regional 
parks, Auckland-wide policies, CCO oversight, Major infrastructure investment, Regional economic development

SEPARATELY ELECTED

WARDS

Electoral units returning the 20 councillors.

13 wards - 1-2 (multi-member) members each

1 2 3 4 5 6 7 8 9 10 11 12 13

LOCAL BOARDS
Non-regulatory local decisions (parks, community 
facilities, events, local placemaking); statutorily 
complementary and non-hierarchical.

21 local boards — separately elected · centrally allocated budget. Delegated local decisions (e.g. opening hours). Significant Asset based budgets 
(without delegations) and smaller fixed Local Discretionary Initiatives (LDI) Budgets. High variability of funding across boards. Statutory 
obligations. (Identify community, needs, develop local board plan, agree annual local board agreements, decide on delegated local service levels. 

MĀORI CO-GOVERNANCE

Statutory Māori co-governance bodies alongside 
the council — committee votes and 50/50 
maunga co-governance, not part of the elected 
tiers.

2 co-governance bodies - appointed board + Treaty co-governance; sit alongside, not within, the elected council

Independent Māori Statutory Board (now Houkura)

9 members, appointed

Tūpuna Maunga o Tāmaki Makaurau Authority

12 members

MĀORI VOICE   Embedded - Houkura (IMSB) members hold Governing Body votes on natural and physical resources committees. Also hold votes on Governing Body Committees of the Whole 
(depending on remit); Tūpuna Maunga Authority co-governs the 14 maunga 50/50; no elected Māori ward (rejected 11-9 in October 2023).

Royal Commission Review, Council websites and public information. Coriolis analysis, 2026.
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T O T A L  EL E C T ED  M E M B ER S
172

D EN SI T Y
335

R E S I D E N T S /  EL E C T E D  M E M B ER
~9,630

A R E A
4,941km2

P O P U L A T I O N
1,656,486 (2023)



Some case examples include third tier, but with stronger 
delegations and budgets

Two-tier

- Directly elected regional council 
- Most power and budget sits with the 

council
- Directly elected local boards
- Local boards have subset of defined 

functions and a budget

How would it 
work?

- Ten regions merge into one council with 
sub-regions

- Community or Local Boards, with clear 
delegations and budgets. 

Note: Maaori governance will need to be 
incorporated into structure (for separate 
discussion)

Conceptual 
Waikato 
example

Strengths

- Maintains sub-regional role and voice
- Local issues are heard
- Well designed tiers can focus on their separate 

responsibilities 

Considerations

- Potential for conflict between local and regional objectives
- Local boards may still feel ignored or under-funded
- Finding and maintaining the balance of power can be hard
- Can create a large number of small entities
- Can require semi-regular ‘tweaking’ of boundaries or 

delegations (unless in statute)

C A S E  S T U D I E S
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G O V E R N A N C E  H I E R A R C H Y

CARMARTHENSHIRE (Wales)
Districts to single-tier unitary (principal area) but with three levels of governance, 1996

GOVERNING BODY

All strategic and statutory power: education, 
social care, highways, waste, planning control 
(the regulatory function); sets the budget and 
council tax. Top tier in its territory - no strategic 
body above it.

Carmarthenshire County Council
75 elected members· 51 wards SEPARATELY ELECTED

WARDS

Electoral units of the county that return county 
councillors. No ward-level body, authority or 
budget.

51 Wards, with one – two councillors each.

TOWN AND COMMUNITY 
COUNCILS
Discretionary, non-regulatory functions under the 
Local Government Act
Separate corporate local authorities.

72
Span across 134 community wards  ·  separately elected on same four-year cycle · own revenue budget via individual negotiated funding 
agreements · Separate corporate bodies, not committees of the county. Hold discretionary non-regulatory powers (e.g. halls, parks, 
cemeteries, footpaths, grants). Can own land, buildings, employ staff, provide grants, operate community facilities. 
Statutory right to be consulted on planning applications (but does not decide them); no statutory duty to provide any service (powers are 
permissive).  Can levy their own tax; these are collected by the county on its behalf - an independent income, not a centrally rationed grant.

T O T A L  EL E C T E D  M E M B ER S
~775 – 875+

R E S I D EN T S /  EL E C T E D  M E M B ER
~246

P O P U L A T IO N
190,800 (2024)

INDIGENOUS VOICE   Aligned - no Welsh-language seat, no language tier, no co-governance body.

NOTE: Residents per elected member has assumed 775 elected members. 
Sources: Council websites; Report to Welsh Assembly; publicly available information: Coriolis analysis, 2026.

A R E A
2,370km2

D EN SI T Y
81
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G O V E R N A N C E  H I E R A R C H Y

AUCKLAND (Post-Governance Review)
Regional + territorial to unitary, 2010

GOVERNING BODY

Region-wide decisions, budget, rating; mayor 
holds executive powers (budget proposal, 
appoints deputy).

Auckland Council governing body
21 elected members · 1 mayor (at large) + 20 councillors

SEPARATELY ELECTED

WARDS

Electoral units returning the 20 councillors.

13 wards - 1-2 (multi-member) members each

1 2 3 4 5 6 7 8 9 10 11 12 13

LOCAL BOARDS
Non-regulatory local decisions (parks, community 
facilities, events, local placemaking); statutorily 
complementary and non-hierarchical.

21 local boards — separately elected · centrally allocated budget. Delegated local decisions (e.g. opening hours). Shift of decision making to 
include greater decision making over assets. Adjustment of financing to consider geography, population, deprivation. 151 elected members

MĀORI CO-GOVERNANCE

Statutory Māori co-governance bodies alongside the 
council — committee votes and 50/50 maunga co-
governance, not part of the elected tiers.

2 co-governance bodies - appointed board + Treaty co-governance; sit alongside, not within, the elected council

Houkura (Independent Māori Statutory Board)

9 members, appointed

Tūpuna Maunga o Tāmaki Makaurau Authority

12 members

T O T A L  EL E C T ED  M E M B ER S
172

D EN SI T Y
335

28

MĀORI VOICE   Embedded - Houkura (IMSB) members hold Governing Body votes on natural and physical resources committees. Also hold votes on Governing Body Committees of the Whole 
(depending on remit); Tūpuna Maunga Authority co-governs the 14 maunga 50/50; no elected Māori ward (rejected 11-9 in October 2023).

Council websites and public information. Coriolis analysis, 2026.

R E S I D E N T S /  E L E C T E D  M E M B E R
~9,630

A R E A
4,941km2

P O P U L A T I O N
1,656,486 (2023)



Overall, statutory powers and community representation varied 
substantially

L E S S O N S  L E A R N T  

Statutory Powers of Community TierNature of Community TierElected Community RepresentativesPrincipal Elected MembersJurisdiction

NoneNo elected sub-municipal tier017Halifax Regional Municipality

Advisory and consultative only; no 
taxation, staff or significant assetsCommunity Councils~1,000–1,500 (across 156 Community 

Councils)74The Highland Council

Statutory local authorities; can own 
assets, employ staff and levy a preceptParish, Town and City Councils~2,000–2,500 (across 272 parishes)110Somerset Council

Statutory local authorities; can own 
assets, employ staff and levy a preceptParish, Town and City Councils~2,051 parish/town/city councillors87Cornwall Council

Advisory and consultative only; no 
taxation, staff or significant assetsCommunity Councils~600–80070Aberdeenshire Council

Statutory local authorities; can own 
assets, employ staff and levy a preceptTown and Community Councils~700–900 (across ~72 Town & 

Community Councils)75Carmarthenshire County Council

Significant delegated statutory powers, 
local decision-making, local budgets, 

advocacy and planning functions

Local Boards within a single council 
structure149 Local Board Members21 (Mayor + 20 Councillors)Auckland Council

29



L E S S O N S  L E A R N T  

Auckland and Carmarthenshire still have key differences, with 
Carmarthenshire having substantially more local independence

Coriolis analysis, 2026.

30

Carmarthenshire Community/Town CouncilAuckland Local Board

Can employ staff directlyCannot employ staff directly

Can own assets in its own nameCannot own assets separately from Auckland Council

Separate corporate local authorityNot a separate legal entity

Raises own preceptBudget delegated by Auckland Council

Can directly deliver servicesRelies on council staff for delivery



L E S S O N S  L E A R N T  

Preliminary lessons that we can draw from case examples (1/2)

2
Integration is only as successful as the 
implementation
Large amalgamations are complex and can 
come with cost risks (e.g. Halifax).
However, they can build common identity 
and purpose, improve effectiveness and 
evolve and advance over time, to help 
achieve savings and community 
outcomes.

For the Waikato: the lesson is to build a 
common identity and purpose that is 
important to communities, develop a 
comprehensive integration plan, 
understand and manage risks, and to have 
clear delegations and responsibilities.

3
Rural communities can fear urban 
domination
Rural community are often concerned 
that they will lose influence and pay 
more for less additional services (e.g. 
Highland, Auckland). Some communities 
discussed potential separation due to 
perceived under-representation. 
Larger scale areas (e.g. Highlands) faced 
greater challenges. 

For the Waikato: Large geographic 
amalgamations need deliberate 
mechanism to protect rural voices, e.g
Community Boards, Local Area 
Committees, Rural Wards, with 
meaningful accountabilities and  
delegated local budgets. 

1
Integration can improve strategic 
coordination and purchasing power
While savings can be mixed, 
amalgamations can reduce inter-municipal 
coordination challenges, particularly 
around land use planning, transportation, 
infrastructure, economic development, 
growth management. They also improve 
purchasing power and central government 
voice. 

For the Waikato: Strategic planning and 
regional infrastructure coordination are 
often stronger benefits than direct cost 
savings. 

Review reports. Coriolis analysis, 2026.

4
Public buy-in matters
Amalgamations can be strengthened with 
robust community engagement. Where 
amalgamations are imposed, then long-
term resistance can result.

For the Waikato: Community engagement 
throughout the process, including in the 
governance design, may strengthen 
support and long-term success. 
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L E S S O N S  L E A R N T

5
There is no perfect solution
Over time, councils have continued to 
evolve and adapt, including to adapt to 
changing community needs or as a result 
of public opinion. Often amalgamations 
were complex and have tried to simplify 
over time.

For the Waikato: The establishment and 
alignment of core principles will help 
establish direction; further adjustments 
will be likely over time, including to adapt 
to changing community needs.

6
Local voices can be strengthened with 
local budgets and clear delegations
Comparing Carmarthenshire and 
Auckland shows that Auckland Local 
Boards may still lack a sense of 
autonomy, notably around owning assets 
or employing staff. However, this has 
also allowed other advantages around 
council coordination and savings. 

For the Waikato: There will likely be a 
tradeoff between full local autonomy 
and costs/complexity. A mixed model, 
with clear delegations and budgets may 
allow for stronger coordination, while 
still strengthening local decision-making 
and voice, in addition to addressing local 
inequities. 

7
Coordination of local and regional voices 
may simplify council processes
Local voices can be coordinated via sub-
regional/district leadership links, feeding 
up to the governing body. In some 
instances councillors participate in 
community councils, improving 
connection, links, coordination.

For the Waikato: Consider the role that 
ward councillors may be able to play in 
Local or Community Boards, including to 
help coordinate activities/share learnings 
across the broader region, while protecting 
local autonomy. 

Review reports. Coriolis analysis, 2026.

8
The final design will vary depending on 
the amalgamation size
Amalgamations over larger geographies 
faced particular challenges in terms of 
reaching and engaging more remote 
communities. Local representation 
becomes even more important.

For the Waikato: The governance design 
(e.g. number of wards, community boards, 
representation ratios), CCOs and Maaori
representative models will likely vary 
depending on the ultimate size and the 
current approah of merging councils. 
Councils are recommended to carefully 
consider how Maaori Wards and 
Community Boards are implemented, 
given the variable models across the 
region. 

Preliminary lessons that we can draw from case examples (2/2)
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H E A D  S T A R T  ·  G O V E R N A N C E  S T R U C T U R E  D E S I G N  O P T I O N S

Proposed next steps

33

Waikato District 
Workshop

Week 1 Week 2 Week 3

Objectives: 

Discuss initial insights from options analyses and 
case study information to date 
Understand initial elected member feedback 
governance priorities and principles

Potential joint council 
workshop

Objectives: 

Provide update on 
further analyses and 
design options

Hamilton City Council 
Workshop



Paatai - Discussion
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