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1. Introduction 

The Wellbeing Waikato Charitable Trust (Wellbeing Waikato) is an organisation which 
undertakes research, knowledge and storytelling projects focused on community and social 
equity in the Waikato. The Trust was incorporated on 19 February 2026 and is the successor to 
the Waikato Wellbeing Project (WWP).  

Our Vision: Our mokopuna are thriving.  

Our Mission: To hear our people and transcend their lives through positive impact. 

Our work illuminates the deeper stories of our regional wellbeing challenges, to awhi the real-
life initiatives, people and projects imagining, creating and leading positive alternatives to the 
status quo.  

Wellbeing Waikato is a suite of integrated focus areas and projects across the region, with the 
common theme of listening deeply and facilitating impact, through: 

• Research on the region’s pressing social and environmental wellbeing challenges, their 
upstream causes and innovative ways ahead.  

• Wellbeing knowledge which brings together existing and new data and information at a 
range of scales and locations.  

• Storytelling - shining a light to support the invisible labour which leads to tangible 
grassroots change in our communities.  

• Advocacy and communications - sharing the knowledge and insights we have gained 
and to encourage positive change.  

The impacts we are aiming to achieve are:  

• Better informed policy, funding and services in the Waikato.  
• Whānau voice being heard - communities empowered and supported to make decisions 

about their future.  
• More effective support and resources for communities and those working in the social, 

environmental and community sectors.  
• Collective wellbeing leadership across all sectors of our communities.  

Our Core Purpose: Household-Level System Insight  

Wellbeing Waikato exists to strengthen upstream decision-making by grounding it in 
independent, household-level system insight. Our primary scale of inquiry is the household and 
whānau. We focus on what it takes for people and families to live lives they value, beginning 
with whether essential needs are affordable, accessible, and sustainable over time.  

Wellbeing Waikato is neither an economic think tank nor an economic development agency. We 
do not design macroeconomic strategy or promote particular economic, social or cultural 



models, although we are fully aware of the spectrum of models that are commonly referred to. 
Our role is practical and grounded. We examine how current system settings affect real 
households/communities and whether those settings enable material stability, participation, 
and long-term wellbeing. 

2. Our Submission 

This submission provides commentary on the Government’s proposed local government 
reforms under the “Head Start” programme. The programme is premised on the assertion that 
New Zealand’s local government system is “too complex, too costly, and too hard to navigate1,” 
and proposes structural consolidation—fewer and larger councils—as the primary remedy. 

Councils across the Waikato and New Zealand are currently assessing reorganisation options 
within a constrained timeframe. While the process is framed as locally led, the alternative of 
central government intervention creates a strong incentive for compliance. This dynamic risks 
shaping outcomes around structural acceptability rather than long-term effectiveness or 
demonstrable improvements in performance. 

3.  The Limits of Structural Reform 

A central assumption underpinning the reform programme is that increasing organisational 
scale will improve efficiency and effectiveness. However, both New Zealand and international 
evidence23 suggests that the relationship between size and performance is weak and highly 
context dependent. 

Analysis from the New Zealand Initiative indicates that amalgamations do not consistently 
produce cost savings or improved service delivery. Expected efficiencies are frequently offset by 
transition costs, organisational complexity, and the harmonisation of wages and service levels. 
System alignment and amalgamation (especially IT and finance systems) is frequency 
underestimated and can turn out to be extremely expensive and technically difficulty to achieve. 

International experience reinforces this conclusion. Studies of municipal consolidation in 
Canada, Australia, and the United Kingdom consistently find that efficiency gains are modest, 
slow to emerge, and often outweighed by disruption and implementation costs. 

4.  Evidence from Organisational and Behavioural Science 

Insights from organisational research provide a strong parallel to local government 
restructuring. Evidence published in Harvard Business Review demonstrates that structural 
change, in isolation, rarely delivers sustained performance improvement. 

In “Leading Change: Why Transformation Efforts Fail”4, John Kotter identifies recurring causes of 
failure in organisational transformation, including weak leadership alignment, unclear vision, 
poor communication, failure to remove barriers, and an inability to embed change within 
organisational culture. 

 
1 Councils invited to fast-track local reform | Beehive.govt.nz 
2 Head Start Done Right: A better way to reorganise local government | The New Zealand Initiative 
3 does-size-matter.pdf 
4 Leading Change: Why Transformation Efforts Fail 

https://www.beehive.govt.nz/release/councils-invited-fast-track-local-reform
https://www.nzinitiative.org.nz/reports-and-media/reports/head-start-done-right-a-better-way-to-reorganise-local-government/
https://media.umbraco.io/te-waihanga-30-year-strategy/lspjbm2a/does-size-matter.pdf
https://hbr.org/1995/05/leading-change-why-transformation-efforts-fail-2


Recent behavioural science research further reinforces this conclusion. A 2026 analysis by 
Boston Consulting Group, reported in Fortune5, finds that approximately 70% of corporate 
transformations fail to achieve their intended outcomes. These failures are not primarily due to 
flawed organisational design, but to a lack of attention to how change is experienced and 
implemented in practice. 

Common drivers of failure include: 

• Over-reliance on structural or strategic solutions rather than behavioural and cultural 
change 

• Failure to translate high-level reform into day-to-day practice 
• Insufficient attention to how people experience and respond to change 
• A disconnect between leadership intent and operational reality 

These findings are directly applicable to local government reform and reinforce the conclusion 
that structural change alone is unlikely to deliver meaningful or sustained performance 
improvements. 

5.  Lessons from Auckland Council 

The creation of Auckland Council in 2010 provides a relevant New Zealand case study. The 
amalgamation was intended to address fragmentation, reduce inefficiency, and enable 
coherent regional planning. 

While the new structure achieved some coordination benefits, many of the original criticisms of 
local government: cost pressures, perceived inefficiencies, and challenges in responsiveness 
remain evident more than 15 years later. This suggests that structural consolidation alone was 
insufficient to resolve underlying issues. 

It is also notable that the Royal Commission on Auckland Governance6 recommended an 
alternative structural model, reinforcing that structural design is inherently contestable and 
does not guarantee improved outcomes. 

6.  Royal Commission on Auckland Governance: Problem Definition and Proposed 
Design 

The Royal Commission on Auckland Governance (2009), chaired by Judge Peter Salmon, 
provides an important precedent for the current reform process. The Commission identified two 
primary systemic failures: 

• Fragmented and ineffective regional governance. The existing structure lacked the 
ability to act cohesively at a regional scale, resulting in weak strategic alignment, 
inconsistent planning frameworks, delayed decision-making, and limited coordination 
of infrastructure investment. 

• Poor accessibility and democratic engagement. The governance system was difficult 
for citizens and stakeholders to navigate, with unclear roles, barriers to participation, 
and weak connection between communities and decision-makers. 

 
5 We found the real reason 70% of transformations fail | Fortune 
6 RC 142 Auckland Governance.pdf 

https://fortune.com/2026/05/19/why-corporate-transformations-fail-behavioral-science-bcg-julia-dhar/
https://gg.govt.nz/sites/default/files/2021-06/RC%20142%20Auckland%20Governance.pdf


Importantly, the Commission did not frame the problem simply as one of scale. Rather, it 
identified a dual failure: insufficient regional coordination alongside inadequate local 
engagement. To address this, the Commission proposed a two-tier governance model: 

• A single Auckland-wide unitary authority responsible for regional strategy, infrastructure, 
and economic leadership 

• Six substantial local councils with meaningful decision-making powers and 
responsibility for local outcomes and community representation 

…complemented by a raft of special purpose and statutory CCOs. This model was designed to 
balance the need for regional coordination with the need for local voice and democratic 
legitimacy. 

7.  Reframing the Core Question 

The current reform process risks being driven by the implicit question: “How large should 
councils be?” A more appropriate framing would be: “What problems are councils trying to 
solve, and what arrangements best enable those outcomes?” 

Evidence suggests that a wide range of structural models can function effectively if key 
conditions are present, including: 

• Clear identification of root cause issues 
• Strong political and administrative leadership 
• Alignment of organisational capability, incentives, and culture 
• Focus on outcomes that matter to communities 
• Maintenance of democratic accessibility and local legitimacy 

 
8. Māori and Te Tiriti o Waitangi Considerations in Governance Design 

Any consideration of future local government structures in the Waikato must give careful and 
substantive attention to the role of Māori and to Te Tiriti o Waitangi. 

Local government does not exist in a constitutional or historical vacuum. In the Waikato, iwi and 
hapū are foundational to the identity, wellbeing, and long-term future of communities, and are 
already significant partners in environmental management, social investment, infrastructure 
planning, and regional development. Any reform process that does not explicitly and 
meaningfully engage with this reality risks producing governance arrangements that are 
incomplete and ultimately unsustainable. 

The experience of Auckland Council reform is instructive. Despite significant political 
contestation and subsequent modification, the reform process ultimately resulted in the 
establishment of a statutory Māori governance entity in the form of the Independent Māori 
Statutory Board. This occurred more than 15 years ago and reflected a growing recognition that 
effective regional governance requires formal mechanisms for Māori participation, voice, and 
influence at the strategic level—not merely consultation at the margins. 

This precedent is important not because Auckland provides a template that can simply be 
replicated, but because it demonstrates an enduring principle: governance structures that 
operate at scale must also provide for meaningful Māori representation and influence in 
decision-making, consistent with Te Tiriti obligations and contemporary expectations of 
partnership. 



In the Waikato context, this requires careful consideration of how iwi and hapū relationships are 
embedded within any future governance model. This includes not only representation 
arrangements, but also how decision-making authority, resource allocation, and accountability 
mechanisms are designed to reflect the enduring partnership between Māori and the Crown. 

At the same time, it is important that the integrity of democratic local governance is maintained. 
Any future model must therefore balance two essential requirements: 

• The need to honour Te Tiriti o Waitangi through meaningful and durable Māori 
participation in governance, rather than symbolic inclusion alone  

• The need to preserve transparent, accountable, and democratically elected decision-
making structures that are accessible to all citizens.  

These are not competing objectives. Rather, they are interdependent foundations of legitimate 
and effective governance in Aotearoa New Zealand. The challenge for reform is not whether 
Māori participation should occur, but how it is structurally embedded in a way that is durable, 
meaningful, and consistent with both Treaty obligations and democratic principles. 

Accordingly, any evaluation of structural options for Waikato local government should explicitly 
test how each model gives effect to Te Tiriti o Waitangi, and how it recognises the central role of 
iwi and hapū in the wellbeing and future development of the region. 

9.  Scale and Service Delivery 

While some functions may benefit from operating at larger scales, many local government 
functions are not inherently dependent on organisational size or a single geographic construct. 

Housing affordability provides a clear example. There is no strong evidence that larger councils, 
in themselves, produce more affordable housing outcomes. The primary determinants lie in 
land markets, infrastructure funding, planning frameworks, and national policy settings. 

Some issues, such as catchment management, transport and logistics, economic development 
and biodiversity operate at completely different scales and timeframes from each other. An 
overriding principle must be that these issues are managed firstly in an integrated way, but 
secondly at the spatial and temporal scale at which they exist. For example, any suggestion that 
the Waikato River could be suitably managed in isolation from Lake Taupō or its headwaters in 
the Tongariro National Park are senseless. 

10.  The Role of Central Government 

Many of the most significant constraints on local government performance are shaped by 
central government policy and legislation. Structural reform at the local level, without 
corresponding changes at the national level, is unlikely to address the root causes of current 
challenges. A key outcome here must be coherent allocation of roles, responsibilities and 
funding. The current government has consistently championed localism, but its implementation 
is patchy and inconsistent. While more coherent local government structures may be an 
important pre-requisite for greater devolution, this needs to be seen as a total package, not 
isolated interventions. 

 

 



11.  Risks and Opportunity Costs 

Large-scale restructuring involves substantial financial and organisational cost78, including 
transition expenses, disruption, and reduced focus on service delivery. There is a material risk 
that resources and leadership attention are diverted toward structural change at the expense of 
addressing substantive issues affecting communities. 

Harvard Business Review research9 on restructuring and downsizing shows a consistent pattern 
of selective attrition following organisational change. Rather than losing people evenly across 
performance levels, restructures tend to trigger a self-selection effect in which more mobile, 
high-performing employees are often the first to leave, as they have stronger external 
opportunities and are more sensitive to signals of instability.  

At the same time, employees who remain are more likely to be those with fewer external 
options, higher risk tolerance, or greater dependence on organisational security. This can be 
compounded by “survivor syndrome,” where morale, trust, and engagement decline among 
remaining staff, further weakening performance. The result is that restructuring can 
unintentionally erode organisational capability, leaving behind a workforce that is not 
necessarily lower in intent or effort, but often more constrained in mobility and less confident in 
the organisation’s direction 

Councils should undertake at least a shortened version of a proper cost benefit analysis on the 
options being considered before deciding on a preference. The overriding question to ask from 
this process should be- what is the financial and organisational capability cost of implementing 
the reform, and what is the next best thing we could have done with those resources, which 
would have created real community value?  

Based on a simple analysis, councils in the Waikato should assure themselves that this is the 
best use of what could amount to $100m of cost and is the best way for them to attract, develop 
and retain the best talent they need to succeed. 

12.  Conclusion 

The case for change in local government is beyond question. The current model is indeed “too 
complex, too costly, and too hard to navigate.” But care is needed at all levels to make sure that, 
in the rush to fix things, the cure is not worser than the disease. Focusing on structure alone is 
likely to at best lead to no material improvement in the things that really matter, and at worst be 
a massive waste of resources and time. 

The available evidence does not support the view that structural consolidation alone will 
resolve the challenges facing local government. Performance improvements are driven primarily 
by leadership, clarity of purpose, organisational capability, and alignment with community 
outcomes—not by organisational size alone. 

To put it bluntly- any structure can work if the underlying motivations and conditions for it are 
right. Similarly, the best restructure on paper will fail if they are not. 

 
7 The cost of the Auckland governance reform including transition costs was approximately $100m  or about $150m in 
today’s dollars. While a similar reform in the Waikato might cost less, many of the costs involved are inelastic and are 
not sensitive to scale. 
8 Auckland Council's IT project reassessed - NZ Herald 
9 Toward a Career-Resilient Workforce 

https://www.nzherald.co.nz/nz/auckland-councils-it-project-reassessed/24ENFFMC7DF3OFH45M6LAORR6Y/
https://hbr.org/1994/07/toward-a-career-resilient-workforce


13. Recommendations 

It is therefore recommended that: 

1. Even if there is no choice but to commit to the Head Start programme, councils must treat 
structural reform as a secondary consideration 

2. Greater emphasis be placed on addressing root cause issues - the things whanau care and 
talk about “at the kitchen table” 

3. Proposed changes be assessed against their impact on community wellbeing and 
affordability, including an assessment of the opportunity cost of reform and the risk of losing 
valuable talent. 

4. Central government be engaged as a critical partner, with a view to designing a fully 
integrated and enduring devolution model which creates lasting value. 

Without this focus, there is a significant risk that the reform process will result in substantial 
cost and disruption without delivering meaningful benefits. In that scenario, structural reform 
risks becoming a costly distraction from the issues that matter most to communities across the 
Waikato region, and leads to a decade or more of lost opportunity. 

 

 

Harvey Brookes 

Executive Director 

Wellbeing Waikato 
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Re Local Government reorganisation under the Head Start pathway 

 

To whom it may concern,  

 
As you may know, Property Council is the leading not-for-profit advocate for New Zealand’s 

most significant industry, property. Property is the Waikato’s second largest industry. There 

are around $197.5 billion in property assets across the Waikato, with property providing a 

direct contribution to GDP of $2.9 billion and employment for 22,100 Waikato residents. We 

connect property professionals and represent the interests of 104 Waikato companies (and 

their teams) across the private, public and charitable sectors. 

 

As Hamilton continues to grow, administrative boundaries are increasingly misaligned with 

how communities, economies and infrastructure networks function in practice. Growth is 

spilling beyond city boundaries into neighbouring districts, creating complex cross-boundary 

planning and infrastructure challenges. While collaborative arrangements have improved 

coordination between councils (such as Smart Growth or Future Proof), they often lack the 

funding, delivery and implementation powers needed to effectively manage growth. This 

can result in duplication of functions, fragmented decision-making and increasing 

complexity around edge-of-city development, leading to delays, uncertainty and higher 

costs for developers. Strategic infrastructure and assets already serve communities across 

multiple local authority areas, highlighting the need to consider governance arrangements 

that better supports integrated planning, infrastructure delivery and investment decisions. 

 

Property Council supports local government amalgamation and commends Hamilton City 

Council for considering options to reorganise under the Head Start pathway. In particular, 

Property Council supports reorganisation where it can enable efficient infrastructure 

delivery, integrated planning, economic growth and a consistent regulatory framework for 

the property sector to navigate. We have developed some principles which our members 

would like Council to consider in their decision-making process.  

 

1. Reorganisation should support strategic regional planning and infrastructure 

delivery  

Resource Management reform is imminent, and local authorities will be expected to 

develop and execute regional spatial plans in the next two years. This will require local 

authorities to work alongside infrastructure delivery agents and the property sector to 



 

 

understand growth patterns, infrastructure needs, investment priorities and risks, and 

funding mechanisms. Governance boundaries should enable coordinated decision-making 

on housing, transport, water and growth infrastructure with a focus on delivery, 

implementation and realised efficiencies.  

 

2. Governance arrangements should reflect how communities and economies 

function within a region 

Local government arrangements should recognise modern patterns of population growth, 

employment, transport movements, infrastructure networks, and housing markets which 

often operate across multiple boundaries. Combined governance should ensure 

infrastructure/utility networks, transport corridors and growth all work in tandem to 

support the competitiveness of rural and urban economies within the region.  

 

3. Planning and regulatory practice should be simple, consistent and predictable 

under new arrangements 

The property sector benefits from clear and consistent planning frameworks, consenting 

processes, standards and development requirements. Any reorganisation should reduce 

unnecessary variation between neighbouring jurisdictions and improve regulatory certainty. 

 

4. Reorganisation should reduce duplication and improve efficiency 

Where multiple organisations perform similar functions, reorganisation should seek to 

reduce duplication, streamline decision-making and achieve economies of scale. Local 

authorities are required to maintain a significant number of policies, strategies, budgets and 

bylaws, many of which are developed independently despite addressing similar issues. 

Reorganisation presents an opportunity to create consistent regional frameworks, while 

combining resources and assets to run services and existing infrastructure more efficiently, 

identify processes and assets that may be surplus to requirements, and ensure better value 

for ratepayers and investors. 

 

5. Reorganisation should improve certainty during implementation of wider 

government reforms 

Property Council notes the scale of reform and change before local authorities and the 

property sector: RMA reform, development levies, rates capping, water services reform, 

building system reform and the upcoming Long Term Plan cycle. Governance arrangements 

should consider how these reforms can be most effectively implemented and 

communicated to constituents. The property sector's priority is not simply structural 

change, but ensuring these reforms are implemented consistently, efficiently, and 

predictably by the new local authorities. 

 
 
 



 

 

6. Local input should be retained 
While strategic planning and infrastructure delivery may benefit from larger governance 

structures, communities should continue to have meaningful opportunities to influence 

decisions affecting local places and priorities.  

 

We thank you for the opportunity to submit on the simplifying local government 

consultation. Property Council supports the Waikato region to unlock opportunities for 

growth, urban development and productivity to improve Hamilton’s prosperity. Our Central 

Regional Committee is a growing voice within the region with a goal for “A thriving and 

resilient region with effective, affordable and timely infrastructure that enables quality 

development, investment and growth.” We encourage Council to get in touch with our 

regional committee to discuss any of these principles further. 

 

For meeting enquiries please contact Sarah Rundstrom, Central Regional Manager, at 

sarah@propertynz.co.nz. Any other enquiries, please do not hesitate to contact Bella Leddy, 

Senior Advocacy Advisor, at bella@propertynz.co.nz or 0297786114.  

 

Yours sincerely,  

 
Morgan Jones 

Chair of Central Regional Committee         

Property Council New Zealand   

 

mailto:bella@propertynz.co.nz


 

WAIKATO HOUSING INITIATIVE  
Working together for a well-housed Waikato 
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Hamilton City Council 
By online submission: hamilton.govt.nz/your-council/reforms/reform 

Submission on Local Government Reform – Decision-Making Principles and 
Amalgamation (Head Start) Options 

Executive Summary 
• Support an initial metro-focused unitary authority uniting Hamilton City, Waikato District, 

and, ideally, Waipā District – not a full Waikato-wide council at this stage.  A full Waikato 
Regional authority should be transitioned in time.  

• Why: WHI’s housing stocktake shows housing need and delivery are concentrated in these 
three districts – the model should match where the greatest need exists. 

• This model is best placed to unify the systems focus of the WHI around changes to land, 
policy, and funding – WHI’s “three big rocks” – under one spatial plan, that reflects grows 
that shows a coordinated approach to growth including prioritising more affordable housing.    

• Housing tools must be locked in early – Supporting development to prioritise integrating 
affordable housing.   This could include - inclusionary zoning - for the necessary (not just 
more houses) stock, prioritised infrastructure for integrated affordability in greenfield areas, 
and mechanisms for retained, in-perpetuity affordability.   

• Amalgamation should also be used to embed community and sector expertise directly into 
ongoing council governance, not just one-off consultation. 

1. Introduction 
The Waikato Housing Initiative (WHI) welcomes the opportunity to submit on Hamilton City 
Council’s decision-making principles and the amalgamation options being considered under the 
Government’s Head Start pathway for local government reform. 

WHI is a cross-sector, cross-continuum partnership working on improving the housing system to 
accelerate the supply of well-located, affordable, and healthy housing across the sub-region. Our 
membership spans developers, affordable housing providers, community, social and emergency 
housing providers, social service entities, sector related peak bodies, infrastructure agencies, and 
central and local government representatives.  

Housing supply and delivery cannot be addressed within any single council’s boundary effectively 
if we are to address the regional affordable housing challenge. WHI’s work is grounded in three 
levers of housing enablers – land, policy, and funding, our “three big rocks”.  Central and local 
government hold the biggest tools across all three.  

Much of WHI’s effort is contributed (largely gifted) by experts working across the whole housing 
continuum.  This submission is focused on supporting the model that strengthens its ability to give 
these levers the scale they need to move quickly through central government leadership into a 



 
coordinated local council delivery across boundaries.  The Waikato Plan and Futureproof are forms 
of the local alignment necessary to make effective change at scale.  

2. Support for reform, in principle 
WHI supports Council’s decision to pursue a Head Start proposal rather than default to the backstop 
process. The current arrangement of multiple councils, each with separate planning rules, 
infrastructure programmes, and funding decisions across a single functional housing market, has 
been a persistent barrier to coordinated growth.  

Reform is a genuine opportunity to remove cross-boundary friction that currently slows housing and 
infrastructure delivery.  The region needs coordinated scale to be heard better and supported more 
effectively by the public, private and philanthropic sectors.   

3. Recommended option: a metro-focused unitary authority 
WHI’s regional housing stocktake confirms the majority of both and future housing requirements 
fall within Hamilton City, Waikato District, and Waipā District. These areas have also produced the 
majority of new housing across the region since the original stocktake in 2017.  These three 
councils are the functional core of the sub-regional housing market, and any model that fails to 
bring them together will leave the areas of greatest housing need and delivery activity split across 
separate decision-making tables. 

Of the options Council is evaluating, WHI supports prioritising a metro-centred model – either the 
Hamilton/Waikato District merger built on the existing water partnership, or, preferably, the wider 
option that also includes Waipā District (the “Triumvirate”), or the Metro Spatial Plan (“Doughnut”) 
model. This is the model best placed to hold land, policy, and funding levers together within a single 
spatial planning framework across the functional housing market. The case for it rests on five points: 

• Matches where the task is: our stocktake shows housing requirements and delivery 
concentrated in HCC, WDC, and Waipā, not spread evenly across the wider region. A full 
regional council would dilute this focus across areas with comparatively little housing growth. 

• Matches the functional market: these districts align with known growth fronts already 
identified through Future Proof – Rotokauri, Peacocke, Ruakura, Tamahere, Ngāruawāhia, 
Cambridge, and Te Awamutu – so a single authority removes boundary-driven delays 
across areas that are, in practice, one housing market. 

• Unified, consistent, faster infrastructure alignment: Large scale infrastructure planning is 
already in place and should be able to be mobilised quickly.  One consenting authority, one 
district plan applied uniformly, and simplified governance in place of duplicated, inconsistent 
processes across neighbouring councils. 

• Coordinated funding and financing: development contributions, rating, and infrastructure 
financing (including via IAWAI) aligned with growth sequencing, so funding both initiates and 
follows growth rather than stopping at a boundary. 

• Room for innovation: the scale and mandate to trial inclusionary zoning, community land 
trusts, and shared equity schemes consistently across the whole growth area, rather than 
council-by-council.  We have a regional housing strategy.  

 



 
We acknowledge Council’s stated non-negotiable that regional council responsibilities must be 
effectively managed and resourced under any model, and support this, provided it does not come 
at the expense of a strong, dedicated focus on coordinated urban growth, infrastructure and 
housing within the new entity. 

4. Feedback on the decision-making principles 
Council has identified ten principles to guide this decision. The following matter most directly to 
housing outcomes, and WHI asks Council to weight them highly: 

• Address the challenges that come with working across boundaries – particularly supporting 
integrated planning across Hamilton and surrounding districts; this is the core problem WHI 
members experiences daily, from inconsistent development contributions to duplicated 
consenting and charges.   

• Growth-ready, rural-aware system – enabling Hamilton to respond to rapid population 
growth and aligning infrastructure and services with how communities actually function, 
while still recognising and providing for the interests of rural communities and other urban 
areas.  We are urbanising regionally.  

• Effective decision-making – ensuring decision-making powers are set at the right level, and 
decisions are made as close as possible to affected communities, particularly on rezoning, 
consenting, and infrastructure investment.  

• Better for ratepayers – improving long-term affordability and delivering value for money and 
more efficient services, including through infrastructure funding certainty preserved via 
IAWAI/Waikato Water Done Well. 

• Best long-term outcome – focusing on enduring benefits over 20–30 years and prioritising 
lasting results over short-term transition costs or disruption.  From an affordable housing 
perspective – prioritisation to any funding and processing to deliver more affordable housing 
is critical.  More stock on it’s own is not the answer to prioritised or system affordability.   

• Evidence-led – WHI's housing stocktake demonstrates the value of grounding this decision 
in robust data, and we encourage Council to test assumptions and trade-offs transparently 
as options are refined.  The data on housing needs to be developed and held independently.  
The WHI regional housing data lake should independently continue to identify what is 
needed and then measure how we are delivering it.   

WHI also supports the remaining principles, and offers the following specific feedback: 

• Statutory and iwi alignment – WHI supports alignment with Te Ture Whaimana and Joint 
Management Agreements, and asks that any new model continue and strengthen 
partnerships with mana whenua on housing and papakāinga development.  

• Resilient region – prioritised integrated affordable housing and infrastructure resilience 
should be recognised within this principle; homes and infrastructure need to be adaptable 
and future-ready, alongside environmental and economic resilience.   

• Strengthen our voice – a stronger, more coordinated regional presence would improve the 
sub-region's ability to engage with and influence / support central government on prioritised 
housing and infrastructure funding. 

• More engagement with local democracy – WHI's view is that transparency, meaningful 
consultation, and local identity are best supported through community boards or local 



 
advisory arrangements for growth communities within a larger unitary authority, rather than 
by retaining fragmented structures that slow housing delivery and community growth. 

5. Specific requests 
Regardless of which option Council ultimately proposes, WHI requests that Council: 

• Retain and strengthen a dedicated growth and housing delivery function, with clear housing 
supply and affordability targets carried over from existing council and Future Proof 
commitments.  Develop and monitor performance independently.  

• Lock in the housing tools now, not later: enable inclusionary zoning so growth delivers the 
necessary stock, not just more of it; require integrated affordability in new greenfield areas 
from the structure-planning stage – through zoning conditions, development agreements at 
subdivision, and early identification of affordable-housing land before pricing is set; and 
support retained, in-perpetuity affordability through community land trusts, shared equity, 
and resale-price covenants, delivered with community housing providers.   

• Provide certainty on these mechanisms at the earliest possible stage of the Head Start 
process, not deferred, so the housing continuum can plan and invest with confidence from 
the outset. 

• Accelerate and sequence infrastructure investment to meet the requirements of our wider 
community, and maintain continuity of the IAWAI water partnership through any transition, 
given its direct link to unlocking housing capacity. 

• Continue and strengthen partnership with mana whenua on housing and papakāinga 
development as part of any new governance model.  Utilise the strengths and possibilities of 
land, policy and funding to accelerate the infrastructure and housing we need.  

• Involve WHI and other cross-boundary housing stakeholders directly in the next phase, and 
treat amalgamation as an opportunity to build community and sector-specific business 
expertise into new council governance – for example through housing and infrastructure 
advisory panels – so this expertise shapes decisions on an ongoing basis, not just through 
one-off consultation. 

6. Conclusion 
WHI supports Hamilton City Council taking a proactive Head Start approach to local government 
reform, and recommends a metro-focused unitary model that matches the real, cross-boundary 
nature of the sub-region’s housing market and holds land, policy, and funding together under one 
plan. We would welcome the opportunity to discuss this submission further and to contribute to the 
detailed design of any proposal Council decides to progress. 

Nāku noa, nā 

Thomas Gibbons and Lale Ieremia  
Co-Chairs, Waikato Housing Initiative 
 
Thomas@waikatohousinginitiative.org   
Lale@waikatohousinginitiative.org 
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Appendix: Suggested principle ratings 
For reference against Council's online rating tool, WHI's suggested relative rating for each of the 
ten principles is set out below. 

Principle WHI rating Why 
Address the challenges that come with 
working across boundaries 

Very important Core to solving housing market 
fragmentation across HCC/WDC/Waipā 

Growth-ready, rural-aware system Very important Directly determines whether Hamilton 
can respond to population growth 

Better for ratepayers Very important Infrastructure funding certainty 
underpins housing delivery 

Best long-term outcome Very important Housing outcomes play out over 
decades, not one term 

Effective decision-making Very important Timely rezoning/consenting decisions 
are where delivery stalls today 

Evidence-led Very important WHI's stocktake approach only has 
value if Council works the same way 

Statutory and iwi alignment Important Support Te Ture Whaimana/JMA 
alignment and mana whenua housing 
partnership 

Resilient region Important Support, with housing/infrastructure 
resilience folded in 

Strengthen our voice Important Support, particularly for 
housing/infrastructure funding 
advocacy 

More engagement with local 
democracy 

Important Support, best delivered via community 
boards, not fragmented councils 

 

WHI is not rating any principle as low importance; all ten are relevant to housing outcomes. The distinction 
above reflects which principles do the most direct work for affordable housing system delivery specifically. 



 

 

 
1 July 2026 

Community Waikato welcomes the opportunity to contribute to discussions on the future of local government across the 
Waikato. 

For more than 25 years we have worked alongside community organisations, marae, iwi, funders, government agencies 
and local authorities across the region. Through these relationships we see both the opportunities and the challenges 
that structural change can bring. 

We recognise the significant pressures facing local government, including infrastructure demands, population growth, 
financial sustainability, climate resilience and increasing community expectations. We support efforts to develop 
governance arrangements that are sustainable and fit for the future. As these decisions are considered, we encourage 
decision-makers to look beyond structural efficiency and ensure any future model strengthens communities, 
democratic participation and local leadership. 

These principles align closely with the findings of the Future for Local Government Review, which recognised that the 
challenges facing New Zealand communities require stronger local democracy, community wellbeing, authentic 
partnerships with mana whenua, equitable funding approaches, and closer collaboration between local government, 
central government and communities. We believe these themes provide a valuable foundation for considering future 
governance arrangements across the Waikato. 

Principles for thriving communities 

Community Waikato believes successful local government reform should balance regional efficiency with strong local 
representation. 

Larger governance structures may improve the ability to coordinate infrastructure investment, share specialist expertise, 
reduce duplication and distribute resources more equitably across the region. They may also provide greater capacity 
to respond to long-term infrastructure challenges, climate adaptation and population growth. These opportunities 
should not be overlooked. 

However, these benefits should not come at the expense of local identity, community voice or meaningful 
participation. The Waikato is made up of many distinct communities, each with its own history, aspirations and strengths. 
Decisions affecting those communities should remain informed by local knowledge and responsive to local priorities. 

As governance models evolve, it will be important to ensure communities continue to have genuine opportunities to 
influence decisions, local services remain accessible, and governance arrangements do not become so centralised 
that they lose touch with the people they serve. 

Similarly, while shared services and council-controlled organisations may be appropriate for some regional functions, 
strong governance, transparency and democratic accountability should remain central to their design. 

We also encourage future governance arrangements to adopt an intergenerational perspective. Decisions made 
today should not simply address immediate financial or operational pressures, but contribute to the long-term social, 
cultural, environmental and economic wellbeing of future generations. Local government has an important role as a 
steward of place, working alongside communities to create resilient, connected and thriving places. 

 

 

 

 

 

 

 

 



 
 

Strengthening partnerships with mana whenua 

Community Waikato recognises the unique role of mana whenua as partners in shaping the future of the Waikato. 

Mana whenua bring deep cultural, historical and environmental knowledge that strengthens decision-making and 
contributes to better outcomes for all communities. Their involvement should be embedded throughout governance 
processes. 

Community Waikato also supports the continued retention of Māori wards as an important mechanism for strengthening 
democratic representation and ensuring Māori perspectives continue to contribute directly to local decision-making. 
We believe diverse governance leads to better decisions that reflect the communities being served. 

Community organisations as strategic partners 

Strong communities are built through trusted relationships. Community organisations are often the first to identify 
emerging issues, understand local aspirations and support people through change. 

Community Waikato works with hundreds of organisations across the region and is uniquely positioned to provide 
insights into community needs, facilitate engagement, strengthen collaboration and connect decision-makers with 
communities whose voices may otherwise be underrepresented. 

Community organisations also play an important role in strengthening local democracy. They help people participate in 
civic life, build leadership, connect diverse communities and provide opportunities for residents to contribute to 
decisions that affect them. Investing in these relationships can strengthen trust in democratic institutions and encourage 
greater participation in local governance. 

We encourage future governance arrangements to invest in long-term partnerships with trusted community 
organisations. These relationships enable earlier engagement, better-informed decision-making and more sustainable 
outcomes. 

As governance arrangements evolve, Community Waikato would welcome the opportunity to work alongside local 
government, mana whenua, businesses, philanthropy and government agencies to support community participation, 
regional collaboration and the implementation of shared priorities. Through our networks and relationships across the 
Waikato, we can help ensure regional strategies remain connected to local realities and that communities continue to 
play an active role in shaping their future. 

Looking ahead 

The future of local government presents an opportunity to create governance that is regionally connected, locally 
responsive and focused on the long-term wellbeing of people and place. 

Community Waikato encourages decision-makers to ensure future arrangements: 

• balance regional efficiency with strong local representation; 

• preserve the identity, aspirations and decision-making voice of individual communities; 

• maintain accessible local services and meaningful community participation; 

• strengthen authentic partnerships with mana whenua and retain Māori wards; 

• use regional collaboration to improve infrastructure, resilience and environmental outcomes; 

• focus on long-term intergenerational wellbeing alongside financial sustainability; and 

• recognise the community sector as a strategic partner in planning, engagement and implementation. 

 

 

 

 

 



 
Ultimately, successful reform will not be measured solely by organisational efficiency, but by whether it creates stronger, 
more connected and more resilient communities. The opportunity before us is not simply to redesign structures, but to 
strengthen democracy, build enduring partnerships and create governance arrangements that enable all Waikato 
communities to thrive. 

Nāku noa, nā 

Holly Snape 

 

Chief Executive 

Community Waikato 

 



 

Simplifying Local Government 
Waikato Regional Amalgamation Discussion 
 
 
Submission by: Creative Waikato 
 
This submission is made in reflection to the community consultation about council 
amalgamation. 
 
1. Head Start - Full Waikato Region 

●​ We see value in exploring how councils are structured through this head 
start process. There is some sense in a larger unitary authority, but it needs 
to keep the balance of community needs and services in mind. 

●​ We can see value in a full Waikato regional unitary council which enables 
strategic regional influence and efficiencies that could be gained through 
shared services. 

●​ We are aware that this could reduce direct local impact and engagement, 
but this could be managed through careful planning and structure. 

●​ It is important to understand that while some functions may benefit from 
operating at larger scales, many local government functions are more direct 
delivery and are not inherently dependent on size, scale or geography.  

 
2. Other options 

●​ We can see merit in other options for delivery, depending on approach to 
implementation, how relationships are kept across any new boundaries, and 
consideration to how this impacts community voice and representation.  

●​ We understand that there are a range of complications to unpick, which 
also indirectly includes relationships with other key stakeholders 
(philanthropic funders, regional organisations, other government entities) 
and how these new boundaries and relationships might be impacted. 

 
3. Te Tiriti principles and engagement 

●​ There is a need to ensure that iwi and hapū relationships are embedded 
within any future model.  

●​ This should include representation structures (Maaori wards for example), 
but also how partnership is deepened within the community and the work 
of council.  

●​ There needs to be a transparent and accountable governance structure that 
operates with the principle of “being good ancestors” and navigating 
long-term vision with active participation from all involved in its design, 
development and implementation.  

 
 
 
 

 



 

4. From an arts, culture and creative community perspective 
●​ There are a large number of artists, community organisations and groups 

who serve distinct parts of the community and add to the sense of place 
and social cohesion. These are valuable contributions to the lives of people 
in the region. 

●​ There are also many artists and creatives who work across different 
geographic boundaries with a more fluid engagement across performances, 
tours, festivals, exhibitions, shows and collaborations. This will continue 
with any of the proposed government structures, but the support 
mechanisms, investment, and engagement may shift depending on the final 
structure of the proposition. 

●​ Funding, investment, support and community partnerships between councils 
and the arts community are important and well-utilised components of 
existing council structures and relationships, and it is important that these 
things are maintained throughout any change process. 

●​ Arts infrastructure (both hard and soft) contributes to the social cohesion, 
sense of community and sense of place in a range of ways. They feed into 
economic development, but also support the thriving communities where 
people actually want to live.  

 
5. Embedding Arts, Culture and Creativity 

●​ The current local government system plays a pivotal role in the wider 
regional ecosystem1 in supporting arts, culture and creativity to thrive. To 
achieve the broadest possible impact, it is essential to view the contribution 
of arts, culture and creativity as part of a system which affects all facets of 
society.   

●​ The Waikato Arts Navigator is a whole of region strategy, so in this there is 
alignment to a larger council structure. This system-based approach 
acknowledges cross-sector opportunities to enable effective outcomes and 
deliver better public services.  
 

6. Maintaining and growing levels of support 
●​ Current levels of support for events, activities, venues and operations create 

some limitations in the scope and service of what can happen in the region.  
●​ With any change in structure, it is vital that the overall combined quantum 

of support for these activities and services are maintained in any new 
structure.  

●​ This support includes things like: libraries, museums, galleries, theatres, 
venues, rehearsal spaces, arts hubs, events funding, community org funding, 
arts funding, public art, and any of those things that contribute to the social 
connection and cultural life of towns, cities, villages and the region. 

 
 

1 Details on the ecosystem and council’s involvement can be found in the Waikato Arts 
Navigator Regional Arts Strategy, the Creative Waikato Briefing for Councillors, and the 
Waikato Creative Infrastructure Plan, available on the Creative Waikato Website: 
https://creativewaikato.co.nz/ 



 

7. Importance of soft infrastructure - people and services 
●​ In uncertain times we find connection and community in cultural activities. 

Engagement with arts, culture, and creativity supports: a greater sense of 
connection to place; connection to community; economic development; and 
mental health outcomes.  

●​ With this change it is vital that our essential soft infrastructure across the 
region (including in smaller communities) can be supported and maintained 
in a sustainable manner.   

●​ Soft infrastructure is associated with the development of human and social 
capital integral to community-building and the promotion of ‘high quality’ 
living.  It is the mahi and expertise required to activate hard infrastructure. 

●​ Whilst hard infrastructure (facilities, venues etc) is important, it is the 
people (soft infrastructure) that are most important.  Supporting those 
people and services which activate hard infrastructure contributes to 
thriving communities. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
7. Investing in communities and arts, culture and creativity 
 The Role of Council 

●​ It is Council’s role to enable and support creative infrastructure. 
●​ Cultural and social outcomes are part of core business and are worthy of 

prioritised value and sustained investment.  



 

●​ Arts, culture, creativity and ngaa toi Maaori make significant impact. The 
community already makes a significant contribution to these areas through 
investment, in-kind support, volunteer time, and creative skill; it is essential 
that the council maintains investment into this sector. 

 
Economic considerations 

●​ The creative sector is one of the fastest growing sectors for economic 
development in Aotearoa, with the potential for international export alongside 
local activation. Community activity creates essential learning and 
development pathways for creative professionals. 

●​ Artistic activity is a contributor to vibrant and thriving places, and the 
wellbeing of communities, both now and in the future.   

●​ Engagement in creative activity in and around the workplace makes 
measurable contributions to productivity, innovation, and mental health. 

●​ Toi Maaori is a significant asset in Aotearoa, and is a contributor to 
international interest in tourism, and connection to place. Hauraki has the 
potential to increase support to ngaa toi Maaori, and to enhance the skilled 
practitioners based in this district to highlight this opportunity for growth and 
development. 

●​ Arts activity, like public art, events, concerts and theatrical performances 
contribute to civic, amenity and cultural value, which has implications for 
changing perceptions about the region, and supporting future growth.  

 
 
8. Strategic Waikato Relationships and Partnerships 

●​ The Waikato Region is well-placed with its existing range of strategic 
regional organisations. Any form of amalgamation would be sensible to 
develop strategic partnerships with organisations like Community Waikato, 
Sport Waikato and Creative Waikato.  

●​ These organisations (along with a number of others in different sectors) 
provide the skilled services, community insights, strategic consultancy, and 
sector knowledge to be a valued partner in delivering council outcomes.  

●​ There is value in considering factors like tourism, economic development, 
environmental care, youth development alongside initiatives that promote 
social and cultural wellbeing. By leveraging the expertise and resources of 
these regional strategic organisations, any new council structure can 
effectively address the diverse needs and aspirations of our communities 
and foster holistic wellbeing outcomes. 

●​ As an example, Creative Waikato’s services include; capability building, 
strategic advice, research, insights, stakeholder engagement, community 
support and development. Creative Waikato has a depth of insights and 
local knowledge of the needs and aspirations of local communities within 
the region. 

●​ Creative Waikato is well positioned to share our insights with the council in 
designing policies, programs, and initiatives that are more responsive and 
tailored to the specific needs of the community in any future system of 
government structure.  



 

9. Recommendations 
●​ This is a complex problem with a variety of valid solutions. So while there is 

pressure to have decisions by August, it would be best to view this 
challenge more broadly in how a future of local government might best 
serve the communities it is a part of into the future.  

●​ The structure is only one element, there needs to be a strong focus on 
addressing the things people care about and regularly engage with. The 
things that make their communities enjoyable.  

●​ It needs to remember the important role that local government places on 
community wellbeing and connection. The cost of reform shouldn’t be the 
reason to value-engineer out the social and cultural things that council is a 
significant contributor to.  

●​ Make sure that any changes don’t create further barriers and challenges for 
communities in these uncertain times.  

 
 
Creative Waikato is thankful for the opportunity to make this submission. 
 
 
 
Submitted by: 
Dr. Jeremy Mayall​  
CEO 
 
On behalf of Creative Waikato 
hello@creativewaikato.co.nz  
 



WAIKATO FEDERATED FARMERS  

Federated Farmers Waikato has over 2000 members over an area that encompasses 

Raglan, Te Kauwhata, Te Aroha, Tokoroa and Awakino. Its western coastal boundary is 

between Taranaki and Auckland provinces, with the Kaimai Range being the natural eastern 

boundary. 

Federated Farmers Waikato deals with six district councils, as well as the Waikato Regional 

Council and various rural industry organisations. The province questions and lobbies all 

aspects relating to what affects its farming communities. Rural Women and Young Farmers 

delegates regularly attend regional executive meetings. 

Waikato branches serve the areas of Cambridge, Hamilton, Matamata, Morrinsville, North 

Waikato, Otorohanga, Te Aroha, Te Awamutu, Tokoroa and Waitomo. 

POSITION ON LOCAL GOVERNMENT REFORM (UNITARY 
COUNCILS) 
Waikato Federated Farmers supports reform of local government structures, including 

moving towards unitary councils, but does not support the creation of a single “Hamilton 

Super City” model.  We are strongly opposed to concentration power in a single super-mayor 

or urban-dominated governance model. 

Our core principle is a strong, protected rural representation and decision-making within any 

future governance framework. 

After much consultation with members, rural communities including a “local government 

reform” focus at our Fieldays stand, we have formulated the following two options for unitary 

councils within the Waikato.   

From all consultation, there is a unanimous voice to have Hamilton as its own unitary. 

 



PREFERRED OPTION: 

East Waikato, West Waikato, Hamilton, King Country 
Estimated Populations: 

Hamilton  192,100 

 

West   Total: 153,200 

Waipa - 62,200 

Waikato - 91,000 

 

East   Total: 119,500 

Thames-Coromandel - 32,200 

Hauraki - 22,100 

South Waikato - 26,000 

Matamata-Piako - 39,200 

 

King Country  Total: 29,400 

              Otorohanga - 10,700 

              Waitomo - 10,000 

              Ruapehu (northern district) – 8,700 

 

ALTERNATE OPTION: 

Northern Waikato, Hamilton, King Country 
Estimated Populations: 

Hamilton  192,100 

 

Northern Waikato Total: 272,700 

Waikato - 91,000  

Thames-Coromandel - 32,200 

Hauraki - 22,100 

Waipa - 62,200 

Matamata-Piako - 39,200 

South Waikato - 26,000 

 

King Country  Total:  29,400 

Otorohanga - 10,700 

Waitomo - 10,000 

Ruapehu (northern district) – 8,700 



Governance Structure 
Governance of any future unitary council is critical. Rural representation must be structurally 

protected, not left to chance. 

We support: 
 A governance model of democratically elected representatives, 

 Clear separation between government and management, 

Strong accountability mechanism to prevent bureaucratic drift and staff-led policy 

capture (an issues we see today in some regional and district councils. 

 

Rural Voice and Local Committees: 
Rual communities cannot compete with urban lobbying power and corporate influence 

without protected representation. 

We support: 
 Local committees / community boards with real delegated authority, 

 Local people governing local infrastructure and services, 

Formal mechanisms to ensure remote and rural communities (e.g. King Country, 

Hauraki, South Waikato) retain meaningful decision-making power. 

 

Track Record of Rural Governance: 
History shows that rural district councils have generally performed well: 

- Lower debt levels 

- Strong asset management 

- Practical, business minded governance 

- High Accountability to ratepayers. 

This reflects governance by people with real-world business and asset-management 

experience.  Any reform model must preserve this strength, not dilute it. 

 



Council-Controlled Organisation (CCO’s) for key rural 
infrastructure, with strong local governance input, 
including: 
We support the use of separate CCO’s for key rural infrastructure, with strong local 

governance input, including: 

Flood Protection and drainage schemes: 
Waikato and Hauraki flood and drainage schemes must remain locally governed. 

- Waikato and Hauraki flood and drainage schemes must remain locally governed. 

- These assets are critical to farm viability, food production and regional resilience. 

- Local scheme committee should retain decision-making authority over priorities, 

maintenance and investment. 

 

Rural Roading: 
Rural roading must not be deprioritized in a unitary or urban- dominated structure. 

We support either: 

- A dedicated rural roading CCO or 

- Roading remains with NZTA, but with strong local input and influence from rural 

communities. 

Urban Water Services: 
Urban Water services are already underway and largely appropriate for urban centers.  This 

should remain distinct from rural infrastructure needs and funding pressures. 

 

Pest and Biosecurity Control: 
We support centralized pest control with a model similar to the former Pest Control Boards: 

- Clear accountability 

- Regional coordination 

- Practical operational delivery 

- Strong farmer involvement 

Pest management works best when it is coordinated at scale but delivered with local 

operational knowledge. 

 

 



Regional Transport and Public Transport: 
We consider the public and regional transport (buses, rail) should be; 

- Removed from any future super-unitary council structure and  

- Managed by a dedicated transport committee or authority 

- With rural and provincial representation built into governance. 

Transport planning must reflect both rural access needs and regional economic connectivity, 

not just urban commuter priorities. 

 

Debt, Balance Sheets and Fairness Between Districts: 
The debt position and financial performance of existing district councils is a material risk in 

amalgamation. 

Our position: 

- Districts that have been well-managed financially should not subsidies poorly 

managed councils. 

- Any retained surpluses, assets or “profits” generated by rural districts should 

remain for the benefit of those communities. 

- Amalgamation should not become a vehicle for redistributing historical financial 

mismanagement onto rural ratepayers. 
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Submission on Hamilton City Council's Simplifying Local 
Government / Head Start Consultation 

Submitter: Te Awa Lakes (unincorporated joint venture) 

Introductory comment 
Te Awa Lakes Joint Venture (TAL) is New Zealand's first developer-led, developer-funded IFF 
greenfield housing project, delivering an integrated affordable housing and master-planned medium-
density precinct on the Hamilton/Waikato District boundary.  TAL is responsible for providing and 
funding all necessary infrastructure.  We continue to pay our fair share under a growth pays for 
growth structure.  

We have had to manage the cross boundary expectations of Hamilton City Council (HCC), Waikato 
District Council (WDC), Waikato Regional Council (WRC) and the Government since the inception of 
the development.   

TAL has and will continue to have infrastructure funding, consenting and rating arrangements under 
negotiation with HCC, WDC and IAWAI that are intended to operate over decades.  Any local 
government restructuring must ensure these arrangements, and the underlying no-double-recovery 
principle, survive institutional change.  

TAL is also hoping for a more coordinated streamlined approach to consenting with cross boundary 
agreements in place.  

Our comments below are framed against that context. 

Response to the 10 Decision-Making Principles 

1. Address the challenges that come with working across boundaries Importance: High 

● Respond to the reality of a metro city with regional connections 
● Support integrated planning across Hamilton and surrounding districts 

TAL sits directly on the HCC/WDC boundary and depends on coordinated transport, water and 
stormwater planning across both councils. A structure that resolves cross-boundary fragmentation 
and enables fast tracked processes is essential to delivering TAL as planned.   

 

2. Growth-ready, rural-aware system Importance: High 

● Enable Hamilton to respond to rapid population growth 
● Align infrastructure and services with how communities function 
● Recognise and provide for the interests of rural communities and other urban areas 

TAL is a live example of a growth-ready system in action: a 100ha precinct of approximately 2,500 
dwellings. Any new entity must retain the capacity and appetite to enable large-scale growth projects 
like TAL, not just manage existing built environments.  TAL is an urbanising response to a regional 
context so mindful of needing to take the region along with the area.  



 

3. Better for ratepayers Importance: High 

● Improve long-term affordability 
● Deliver value for money 
● More efficient services 

TAL's funding model (IFF, private capital, developer-funded infrastructure) is explicitly designed to 
avoid burdening ratepayers while still building a substantial future rating base. A reformed structure 
should preserve, not disrupt, arrangements that deliver infrastructure without public balance-sheet 
exposure.  A key principle of a better outcome for rates payers is ensuring there is no double charging 
as the new structure settles in.  The risk presented by the new waters entities is real.  

 

4. Best long-term outcome Importance: High 

● Focus on enduring benefits over 20–30 years 
● Prioritise lasting results rather than short-term thinking 

TAL has been underway for over a decade and its infrastructure, funding and consenting agreements 
are intended to run for 25–30 years. Reform decisions must be judged against whether they protect 
long-duration commitments like TAL's, not just short-term transition costs. 

 

5. Effective decision-making Importance: High 

● Decision-making powers are set at the right level 
● Decisions are made as close as possible to affected communities 

TAL's experience shows the cost of decisions being layered sequentially across HCC, WDC and IAWAI 
with no single point of resolution. A reformed structure should bring infrastructure funding, charging 
and consenting decisions closer together, not add another layer. 

 

6. Strengthen our voice Importance: Medium/High 

● Enhance the region’s ability to engage with and influence central government 
● Provide a stronger, more coordinated regional presence 

A stronger regional voice matters for the northern corridor's ability to secure coordinated planning and 
infrastructure investment and policy support, but this should not come at the expense of losing the 
responsiveness a large individual growth project or node needs from decision-makers.  

 

 

 

 



 

7. More engagement with local democracy Importance: High 

● Improve transparency and accountability to residents 
● Support meaningful consultation with communities 
● Maintain local identity 

TAL's model depends on transparent, predictable engagement between council(s), other developers 
and major infrastructure partners. Any new structure should maintain clear channels for large-scale 
developers and future residents to engage with decision-makers on funding and service settings. 

 

8. Resilient region Importance: High 

● Strengthen both environmental outcomes and economic performance 
● Support a more adaptable and future-ready region 

TAL's environmental programme (whenua and quarry remediation, stormwater treatment, biodiversity, 
Waikato River enhancement) is a direct contribution to regional environmental resilience. A reformed 
structure should continue to recognise and support privately funded environmental outcomes of this 
kind. 

 

9. Statutory and iwi alignment Importance: High 

● Align with key legislative frameworks, including Joint Management Agreements and Te Ture 
Whaimana (the strategy and vision for the Waikato River) 

● Support strong and enduring partnerships with Māori 

TAL's stormwater and environmental approach is designed around Te Ture Whaimana and the health 
of the Waikato River. Any new entity must maintain, not weaken, alignment with these frameworks and 
existing partnership arrangements.  This standard is expected to be the baseline for other future 
developers in the northern node.  

 

10. Evidence-led Importance: High 

● Decisions are grounded in the latest robust data and analysis 
● Assumptions and trade-offs are transparent and tested 

TAL is a nationally significant first-mover case study in IFF-enabled growth. Decisions on reform 
options should be tested against real examples like TAL to understand impacts on major infrastructure 
and funding agreements already in train.  Future coordinated growth at scale and pace will need a 
similar or replicable model – verified transparently.  

 

 

 



 
General comments / concerns 

Te Awa Lakes urges HCC to ensure that whatever entity or entities emerge from the Head Start 
process: 

● Explicitly carry forward existing and in-negotiation infrastructure funding, charging and no-
double-recovery principles agreed with TAL, HCC, WDC and IAWAI, so they are not reopened 
or diluted through institutional change; 

● Preserve a clear, accountable pathway for resolving cross-boundary infrastructure and 
consenting matters for major growth projects during any transition period; 

● Recognise that projects like TAL, which have absorbed planning, funding and delivery risk 
over more than a decade, need certainty that reform will not add further delay or renegotiation 
risk on top of existing complexity. 

 

Richard Coventry and Lale Ieremia  

Te Awa Lakes Joint Venture Limited 

Richard@teawalakes.co.nz, Lale@teawalakes.co.nz  

mailto:Richard@teawalakes.co.nz
mailto:Lale@teawalakes.co.nz
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15 July 2026 
 
 
Chief Executive Group 
Waikato Local Authorities 
 
Dear Chief Executive, 
 
Waikato CDEM Coordinating Executive Group - Inclusion of Emergency Management and Hazard Risk 
Considerations within Head Start Assessments 
 
The Waikato CDEM Coordinating Executive Group (CEG) has recently considered the implications of the 
Government's local government reform programme, including the Head Start Reorganisation Pathway. 
 
The Head Start process represents a significant opportunity to influence future local government 
structures. While governance, service delivery, representation and efficiency considerations will be 
important factors in any proposal, the CEG respectfully requests that councils explicitly incorporate 
emergency management, natural hazard risk and infrastructure interdependency considerations into the 
development and assessment of any Head Start reorganisation proposal. 
 
The Waikato faces a range of hazards that do not align neatly with administrative boundaries. For this 
reason, the CEG requests that councils consider whether proposed future governance and boundary 
arrangements appropriately consider the cascading consequences from known hazards, such as flooding, 
severe weather, earthquakes, drought, volcanic activity and infrastructure disruption. These hazards 
frequently affect multiple districts, communities and lifeline networks simultaneously. Likewise, 
catchments, transport corridors and critical infrastructure, including energy and telecommunications 
systems and water infrastructure, is highly interconnected across local authority boundaries. 
 
The CEG noted that recent Government reforms are increasingly linking emergency management, natural 
hazard planning, climate adaptation, infrastructure investment and spatial planning into a more 
integrated risk management system. Decisions made through the Head Start process may therefore have 
long-term implications for how risk is managed, reduced and funded across the Waikato region.  
 
Early consideration of these matters will provide opportunities to identify and address potential systemic 
risks before structural decisions are finalised. The Waikato CDEM Group Office is available to provide 
information on regional hazard profiles, risk assessments, infrastructure interdependencies and 
emergency management considerations, should this be of assistance.   
 
Ngā mihi, 
 

 
Susan Law 
Coordinating Executive Group Chair 
Waikato Civil Defence Emergency Management Group  
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16 July 2026 
 
 
Chief Executive Group 
Waikato Local Authorities 
 
 
Dear Chief Executives 
 
Joint Committee endorsement of the Coordinating Executive Group letter - Inclusion of Emergency 
Management and Hazard Risk Considerations within Head Start Assessments 
 
The Waikato Civil Defence Emergency Management Joint Committee endorses the letter dated 15 July 
2026 from the Waikato CDEM Coordinating Executive Group (CEG). 
 
The Joint Committee supports the request to explicitly incorporate emergency management, natural 
hazard risk and infrastructure interdependency considerations into the development and assessment of 
any Head Start reorganisation proposal.  
 
The Joint Committee considers these matters fundamental to achieving the Waikato CDEM Group's 
vision of "A Disaster Resilient Waikato" and ensuring that future local government arrangements 
support effective management of risk, resilience and recovery across the region. 
 
Thank you for your consideration of this important matter. 
 
Ngā mihi, 

 
Councillor Emma Pike 
Chair, Joint Committee 
Waikato CDEM Group 
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