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Meeting of IAWAI — Flowing Waters Board of Directors

Thursday 18 December 2025, 9.30am

Item No Item Lead Purpose Format
Preliminary Business
1 Welcome Chair Note Verbal
2 Apologies Chair Note Verbal
3 Declarations of Interest Chair Note Verbal
4 Confirmation of Minutes Chair Approve Attached
Standing Items
5 Public Forum Chair Note Verbal
6 Chair’s Report Chair Note Attached
Establishment Programme
7 Establishment Programme Report Gavin lon Note Attached
8 Confirmation that lawai is a water Natasha Yarrall Approve Attached
services organisation
IAWAI Projects
9 Water Services Strategy Update Vishal Ramduny Note Attached
10 Strategic Investment Portfolio Update Jackie Colliar Note Attached
(Late Report)
11 Resolution to Exclude the Public Chair Approve Attached
Public Excluded
Item No Item Lead Purpose Format
12 PX Strategic Investment Portfolio Jackie Colliar Note Attached
Update (Late Report)
13 Known growth and Fast Track Consents Andrew Parsons Approve Attached
14 Ohinewai Development Agreement Andrew Parsons Approve Attached
Proposed Terms
15 Te Kowhai Development Agreement Andrew Parsons Approve Attached
Proposed Terms
16 Water network (water metering and Andrew Parsons Approve Attached
management service)
17 Digital Foundations and Digital Water Jo-Ann Pass Approve Attached
Service Operations Partnership
Programme
18 Confirmation of PX out-of-cycle minutes Chair Note Attached
19 Confirmation of PX minutes Chair Approve Attached




Board Pack - 18 December 2025 (Open) - 2025 12 18 Board Meeting

IAWAI - Flowing Waters, Board Meeting
[UNCONFIRMED] OPEN MINUTES

15 October 2025, 9.30am

Minutes of a meeting of the IAWAI — Flowing Waters Board, held in the Committee Room, Waikato
District Council, on Wednesday 15 October 2025 at 9.30am

PRESENT

Chairperson Kevin Lavery

Members Dave Chambers
Tim Manukau

2. Apologies

None

3. Declarations of Interest

None

4. Minutes from previous meeting
Approved.

5. Public Forum

John McDonald presented his thoughts on the New Zealand Infrastructure Commission's report
"Paying it back".

He highlighted key sections which suggested that increases in Hamilton’s revenue base from
population growth may not be sufficient to pay back the cost of new infrastructure to service
growth (i.e. growth doesn't pay for growth).

He agreed with the Commission’s report that we need to focus on high-quality projects which are
cost effective and serve more users. He highlighted the value of cost-benefit analysis on projects,
and the importance of being realistic in the levels of private investment expected. Peacocke was
highlighted as an example.

The Chair thanked John for his submission. He noted that lawai’s role was to support Council’s
growth ambitions.

The Board agreed growth wasn't paying for growth —and is looking at how we can move closer to
closing this gap.
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The Chair considered that debt is an appropriate financing approach for major investments —
including for waters assets, which have a long-life span. This ensures future generations that
benefit also contribute to funding the assets over time.

He noted work was underway with staff on an accelerated renewals programme
6. Chair’s report

Kevin Lavery presented his Chair’s report. He thanked the team across Hamilton City Council,
Waikato District Council and lawai for the recent e-coli response.

He referenced ongoing due diligence by the Board to work through key issues as lawai develops
its water services strategy.

On procurement, Dave Chambers noted the reference to procurement partnerships — and that
these would be done through a competitive process.

7. Establish IAWAI Programme Update

Peter Winder spoke to work being undertaken on behalf of shareholder councils to set up lawai
for 1 July 2026.

A go-live tracker outlined key tasks that need to be completed in this period.

Peter noted while there is a lot to do, we are making solid progress. Work relies on the support of
teams from both councils.

A key milestone is the Transfer Agreement. The principles of transfer are almost completed. A first
draft is expected to come to the Board and Councils in December.

The Board welcomed the report and the ongoing work by the team. They remain focused on seeing
any risks as they arise and ensure these are being appropriately managed.

Resolved

That the Board received the update.
8. Water Services Strategy

Vishal Ramduny presented this report.

He noted ongoing work to progress the first draft of the Water Services Strategy. Tthe financial
model was being worked on — including the pricing pathway. The write up of the strategy was also
underway.

Pre-engagement with shareholder councils, Waikato Tainui and hapuu, Futureproof, was expected
in December — with engagement on the draft strategy in March/ April 2026.

The Board acknowledged that developing a WSS will be an iterative process. On robustness of
financial data, they considered it was more important to stick to the timeline and, when presenting
the information, be clear any challenges/limitations with the data, than strive for perfection and
let the timeline slip.

They noted we are operating in a fast-changing environment, and there are many unknowns on
economic regulation that will change the plan as they emerge.

Resolved
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That the Board received the update.
9. Strategic Investment Portfolio.
Jackie Colliar presented the report.

She noted this is the first portfolio report on the transferred projects — and is in line with
discussions with the Board on the template.

She noted challenges collating the information across agencies, and to align project/programme
report timing with portfolio reporting. The financial information available was not reliable across
the portfolio, and therefore that information was not included.

She noted risks, benefits and health and safety reporting is also being compiled for future portfolio
reports.

She noted the Portfolio is at Amber status, reflecting targeted financial and delivery challenges in
specific major projects while overall progress continues.

The Board thanked the team for their work on the report.

They asked about the red status of the bulk wastewater programme, and what the risk mitigations
were.

Jackie noted the risks due to a delay in site selection. They were working through issues and
options.

Resolved

That the Board received the update.

10. Development Contributions — Charging Regime Options
Greg Carstens and Nick Birdsall presented the report.

The report noted that from 1 July 2026, lawai needs the ability to recover future water growth
infrastructure costs via Development Contributions (DCs) (and in the future levies).

They recommended a staged approach to an lawai Development Contributions Policy. This would
use existing HCC and WDC DC policies from July 2026, allowing time to develop a custom lawai
policy ready for 2027/28.

This option helps to balance resource constraints (in particular the significant effort required to
create a new policy), while maintaining charging continuity, reducing complexity, and allowing
flexibility to use either DC or DL frameworks in the future.

The Board supported the approach.
Resolved
The Board

a. Approved lawai adopt a two-stage approach to its development contributions policy: From
1 July 2026, using Hamilton City Council (HCC) and Waikato District Council’s (WDC)
existing development contribution (DC) policies; while in parallel starting work on lawai’s
own funding policy for use in 2027/28 (Option 2);

b. Noted that until lawai has its own policy, HCC and WDC will collect DCs on lawai’s behalf;
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c. Noted that WDC will explore adjusting its charges to reflect an enhanced capital
programme.

11. Insurance Programme Transitional Arrangements
Gary Connoly presented the report.

The report sought approval for lawai to join the Waikato Collective Group existing insurance policy
for waters assets, when they transfer from 1 July 2026, to utilise existing insurance coverage from
the date of transfer to November 2026.

Resolved
The Board

a. Approved IAWAI’s participation in the Waikato Collective Group Insurance Policy as an
insured party for the 2025/26 renewal period, in accordance with the brokerage services
arrangement facilitated by Aon under the Waikato LASS agreement.

b. Noted that this participation ensures continuity of insurance cover across IAWAI's
operational period commencing 1 July 2026 (with coverage through to the next renewal
period to November 2026).

c. Noted that IAWAI management will undertake a review of the insurance programme prior
to the 2026/27 renewal, including consideration of alternative placement options and
governance structures.

12. Resolution to Exclude the Public
Resolved

That the public be excluded from the following parts of the proceedings of this meeting, namely
consideration of the public excluded agenda.

The general subject of each matter to be considered while the public is excluded, the reason for
passing this resolution in relation to each matter, and the specific grounds under section 48(1) of
the Local Government Official Information and Meetings Act 1987 for the passing of this resolution
follows.

General subject of each Reasons for passing this Ground(s) under section
matter to be considered resolution in relation to| 48(1) for the passing of this|
each matter resolution.

Confirmation of Publid Toenable IAWAI to carry out] Section 7 (2) (h) Section 7|
Excluded Minutes commercial activities (2) (i) Section 7 (2) (j)

without disadvantage; to
enable IAWAI to carry out]
negotiations to prevent the
disclosure or use of official
information for improper
gain or improper
advantage.
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Pookeno
Discussion

Development]

To enable IAWAI to carry out]
commercial activities
without disadvantage; to
enable IAWAI to carry out]
negotiations to prevent the
disclosure or use of official

information for improper
gain or improper
advantage.

Section 7 (2) (h) Section 7|
(2) (i) Section 7 (2) (j)

The meeting was declared closed at 12.00pm
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Board meeting 18 December 2025

Public session

Executive Chair’s Report

Prepared and recommended by Kevin Lavery
“A journey of a thousand miles begins with a single step.” (Chinese proverb)
People Issues

Peter Winder starts as the CEO in January. We are currently recruiting for a Chief Financial Officer and
Pou Aronui/ Maaori Partnerships lead. We also published the draft structure for lawai on 4 December
2025. We have welcomed feedback from staff on the structure. We are keen that all staff know
whether they are transferring into lawai and their role in the structure. We are still working through
some reconciliation issues between lawai and the parent councils.

Water Services Strategy

We are on track to sign off our draft water services strategy towards the end of February 2026. This will
then be the subject of a formal consultation process with each Council and the wider public. Given the
evolving nature of the water services regulatory environment, we will need to do a full 10-year update
of the water services strategy next year (2026/27).

Two issues are being worked through that will shape the content of the water services strategy.

Affordability. The Board will be taking a more commercially minded approach to match costs with
revenue — and looking at how we achieve long term financial sustainability. This will include looking at
depreciation funding in the context of our renewals programme. With a potential shift in how the
regulator requires we account for depreciation, our goal is to accelerate and enhance our renewals
programme. We also intend to invest in improving data on underground assets as good information is
the bedrock of good decisions.

The second issue is that growth does not pay for growth. We know there is a substantial shortfall in
funding for new development. | am keen to meet with developers and workshop ideas in the new year.
We need to strike the right balance, to ensure development progresses and growth pays for growth, but
that rather than this being passed on to the first purchaser of the house or unit, that the cost is spread
over the life of the asset so that all beneficiaries contribute.

Governance

Our shareholders have made decisions about the permanent governance arrangements for IAWAL.
Currently, we have an interim board of 3 on short term tenures of 1-2 years. The shareholders have
determined:

- The permanent board (from 1 July 2026) will be 5 strong.
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- Recruitment for two new directors with experience of finance and Government relations.
respectively. An open recruitment process will commence in early 2026.

Digital Platform

We are working with Tauranga and Western Bay of Plenty to procure a common digital platform for
water services. A separate report is on today’s agenda. This work is progressing well and is evidence of
collaborative working across the North Island. Implementation will begin in September 2026 assuming
the project is finalised and signed off by January.
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Board meeting 18/12/2025

Public session

Establish lawai Progress Update

Prepared and recommended by Establish lawai Programme Director — Gavin lon and Programme
Manager — Natasha Hansen.
Approved by lawai Chief Strategy and Planning — Andrew Parsons

Recommendation(s)

1. That the report is received.
Key points
2. As shareholding councils, Watercare and lawai work towards a fully operational waters

company from 1 July 2026, there is a significant amount of work to prepare for the transfer,
while also setting the company up with a long-term strategy.

3. The Establish lawai programme is responsible for ensuring the successful transfer of people,
assets, liabilities and shared services arrangements from 1 July 2026. This is separate from the
work lawai needs to do to set up its operations. This report relates to the Establish lawai work
programme.

4, This report covers the two-month period 1 October to 28 November 2025.

Overall, the programme is on track. Progress over the period includes:

a.

Recruited and delivered handover for replacement Establish lawai - Programme
Director, Gavin lon.

Governance and Organisational Leadership: provided briefings for both new Councils,
including the Roadmap (refer Attachment 1), stood up mechanisms from within the
councils to support the lawai forum, and prepared proposal to lawai forum for
recruiting the full lawai board.

People, Health and Safety: Launched transition process to staff, confirmed approach to
transition for individual staff, launched staff consultation regarding Hamilton City
Council Infrastructure and Assets group restructure, that is required to respond to the
significant number of roles transferring to lawai, and on track to announce lawai
structure on 4 December.

Legal and contracts: Focus this period has been on the challenge of identifying suitable
mechanisms for transferring strategic land and related matters. Work is now underway
to agree pathways using a case by case approach. Completed collation of consents and
contracts that were executed by 1 October 25. Currently 536 contracts have been
identified and 110 have recommended pathways for transfer.

Legal advice received relating to:

i Form of the transfer agreement between the councils and lawai
ii. Development Contributions Policy
iii. Invoicing mechanisms
iv. Bylaws and customer terms, and
V. Land transfer mechanisms and access issues.

U5RCTUST6MMN-466807187-3254 Page 10f9
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Establish IAWAI - Report to Board - 2025 12 18

f. Shared Services and SLA: Completed workshops with subject matter experts from lawai,
both councils and Watercare (where appropriate) to identify the scope of shared
services and associated systems required to support lawai from 1 July 2026. Underway
on areas identified that need further clarification. This workstream will produce two
key documents: agreement(s) with the Councils outlining the nature of the shared
services they will provide to lawai; and a relationship agreement which will describe the
approach to workflows that move between the parties.

g. Finance: Developed a tool to model lawai finances along with first look figures.
Progressing work to refine the inputs given improved understanding of areas such as
staffing and shared services emerging from other workstreams.

h. Digital and operational technology: Confirmed digital solution for providing Human
Resources Information System services to lawai staff for day 1, which is the system
currently being rolled out by HCC. Underway on monitoring progress of the HCC roll out
(on plan). lawai digital team confirmed preferred approach to main digital platform
(Azure) being the option that provides minimum risk for day 1 operation, but more
effort to move to an end state entirely independent of HCC, should that approach be
identified in the future.

i Development of the lawai brand and commenced work on the website.

6. Priorities for the next period include:
a. Drafting the Transfer Agreement, Shared Services Agreement and related supporting
materials.
b. Further understanding the potential legal costs for land related transfer.
c. Confirming arrangements and requirements to the two councils to collect water charges

on behalf of lawai.
7. Attachment 2 provides an update on progress of key activities

Attachment 4 includes background on the Establish lawai programme. This has not been
updated and is provided for members of the public unfamiliar with the programme.

Risks
9. Attachment 3 outlines the top risks that the Programme Steering Group is tracking.
Finances

10. Programme costs (in line with council approved budget of $7.35 million for establishment) are
on track.

11. The current Forecast Estimate at Completion (EAC) for 30/6/26 is:

As at Forecast EAC! Contingency Forecast EAC+ Council approved Forecast Under-
Cost Contingency Budget or (Over-) spend
4/12/2025 6,153,000 553,000 6,706,000 7,354,388 648,388

12.  Key changes relate to:

a. Team costs including reducing monthly burn rate for the team (to align more with
actuals) and changes to Programme Director costs

b. Reduced contingency to allow for current risk profile

"EAC is Estimate at Completion at 30/6/26

USRCTUSTEMMN-466807187-3254 Page 2 0f9
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Establish IAWAI - Report to Board - 2025 12 18

13.  Key remaining cost risks include:

a. legal advice for specific items of transfer of assets (including land), contracts, etc.

b. digital for changes to billing and potentially access to shared service software

c. funding to progress digital implementation in 25/26 due to lead time to complete

d. resource to accelerate bylaws

e. new activities not budgeted because they were not identified, or emerge from changing

regulatory environment

U5RCTUST6MMN-466807187-3254 Page 3 of 9
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Attachment 1: Roadmap

lawai — Road Map to 1 July 2026

Summary

The establishment of lawai, and its ability to safely and seamlessly deliver water services to our
communities from 1 July 2026, is a priority for Hamilton City Council and Waikato District
Council.

Following the 11 November 2025 joint council induction, this report sets out key milestones to
get to 1 July 2026 — and how lawai will engage with shareholder councils and Waikato Tainui.
Milestones include:

1. Developing a Water Services Strategy (WSS) (the 10-year plan). The lawai Establishment
Board is focused on balancing affordability with investment in critical infrastructure to
support growth and renewals. The first WSS will effectively be a one-year plan. A second
WSS, aligned to the councils’ Long-Term Plans for 2027-37, will follow. A draft will be
provided to shareholder councils by 1 March 2026 for comment.

2. Staffing: A change process is underway within Hamilton City Council and Waikato District
Council to transfer water staff to lawai on 30 June 2026.

3. Approving Shared Services and Partnership Agreements. lawai will operate within a
collaboratively developed and agreed shared services framework for up to five years.
Work is underway to define the scope, costs, and terms under which lawai will pay
councils for these services.

4. Defining the stormwater services lawai will deliver to Councils. Work is underway to
define stormwater functions and develop agreements clarifying responsibilities between
lawai and the councils.

5. Approving the Transfer Agreement. A formal Transfer Agreement will facilitate the legal
transfer of the water infrastructure and all related resources (including employees,
rights, contracts, agreements, consents, permits, designations, land, access, licenses,
water allocations, customer data and financial information as are necessary to provide
the Water Services) to lawai.

6. Operational readiness. This includes everything we need to do to ensure that people and
systems are set up from day 1, and there is a safe and seamless transition that does not
disrupt operations or services to the public.

7. Ensuring a fit for purpose future digital platform. While a fully integrated digital
platform is not required by 1 July 2026, work is underway to explore options. The Board
aims to have an agreement in place in 2025/26 to support regional alignment.

8. Establishing oversight mechanisms and appointing the remaining Board members.
Shareholders have oversight of lawai through the lawai Forum. This forum is also
responsible for appointments of the remaining Board members and approving the
Statement of Expectations for lawai.

The work programme is extensive. It relies on coordinated efforts, strong relationships, and
ongoing support from across the businesses to achieve success

There are ongoing risks to manage as we work towards 1 July 2026. The biggest risk would be
failure to agree to the Transfer Agreement in early 2026 — which provides the legal basis for
transfer, and in particular for the transfer of staff. This would cause legal, reputational, and
financial risk for Council.

Ongoing support and partnership, and continued prioritisation of resources to this work is the
most effective way to manage this risk and deliver on shareholder expectations.

Background

1.

In Hamilton and Waikato District, we’re proud to have high-quality drinking water and
wastewater services. But keeping them that way won’t be easy. Over the next decade, $3.66

12
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billion is forecast to be invested to renew ageing pipes and treatment plants, keep up with new
compliance standards, and serve another 50,000 people moving into our communities.

Like many other growth councils across New Zealand, Hamilton City has nearly reached its debt
limit. It simply cannot borrow more to cover the costs of big waters infrastructure. While
Waikato District has debt headroom, it does not have the population to deliver at scale. In
addition, Watercare will end its contract to deliver water services to Waikato District in 2028 —
and it is not financially viable for Waikato District to deliver water services in house.

In response to the Government’s “Local Water Done Well”, Hamilton City Council and Waikato
District Council commissioned a business case — building on the 2015 Cranleigh report that first
suggested the benefits of a joint CCO. Councils agreed that working together would: enables us
to build critical infrastructure, faster - vital for new housing and industry; be better for the
Waikato River; and allow us to balance costs — with savings expected over time.

In May 2025, councils approved to establish a jointly owned, two waters asset-owning water
services CCO, that delivers stormwater under contract — “lawai”. The Hamilton-Waikato District
proposal was widely supported through community consultation, with around 75% of
respondents in favour.

In June 2025, councils confirmed lawai’s establishment and adopted the Water Services
Delivery Plan (approved by the Department of Internal Affairs), Shareholder Agreement,
Constitution, and Statement of Expectations. A Board of Directors was appointed. Councils are
now required to deliver on this Water Services Delivery Plan, operationalising lawai.

Significant effort is underway within both councils to achieve this. In August 2025, councils
requested that staff report back by November 2025 with a “Road Map” through to 1 July 2026.
This report responds to that request.

Report

7.

10.

The establishment of lawai and the seamless transfer of water service delivery from councils to
lawai on 1 July 2026, is a central government expectation, and a priority for Hamilton City
Council and Waikato District Council.

With the decision in place, work is now underway to prepare for 1 July 2026. Getting this right
is key. It cannot be done by any one of the shareholder partners or lawai alone. It relies on
coordinated efforts, strong relationships, and ongoing support from across the businesses to
achieve success.

This paper sets out the “Road Map” - including key milestones that need to be completed by
shareholder councils and lawai through to 1 July 2026. It shows how lawai is working to
respond to the Statement of Expectations— including a focus on turbo charging renewals,
responding to growth, and making water services more affordable over the longer term.

Work is overseen by the council-and Waikato Tainui appointed lawai Establishment Board and a
small programme team.

Road Map

Developing a Water Services Strategy that makes the right investments at the right time, and shifts
the dial on the finances

11.
12.

lawai must develop, consult on, and approve a Water Services Strategy by 1 July 2026.

The initial Water Services Delivery Plan (WSDP) was a proof of concept—but in developing the
Water Services Strategy, the Establishment Board is working through how lawai can deliver
differently and respond to key challenges across our region, in line with the shareholders’
Statement of Expectations.

13
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19.

20.

21.
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lawai will be able to make inroads into the infrastructure deficit. lawai can scale up renewals
delivery across the region through a strategic approach to procurement across a larger
programme than we would have as individual councils. It will be better positioned to manage
cross-boundary growth — and use debt headroom to fund future growth today, with those
generations that will use this infrastructure in the future paying for it.

However, the investment set out in the Water Services Delivery Plan was substantial (forecast
at $3.66 billion), as were the average charge increases (22% in 2026/27).

The Establishment Board is laser-focused on how we can do things differently to make the
critical infrastructure investments required, deliver efficiencies and make services more
affordable for communities.

Rebuilding the budget from the bottom-up — examining the capital programme (including
realistic deliverability) and aligning revenue with activities — is a significant undertaking over
the coming months.

The Board is exploring levers such as growth paying for growth, partnerships with the private
sector, rolling out water meters across Hamilton City (in line with central government
expectations), and taking a fairer approach to funding assets with very long lifespans by using
debt more appropriately — so today’s ratepayers don’t bear the full cost of assets that future
generations will use.

lawai’s budget, including proposed charges, will be presented in the first draft of the Water
Services Strategy, due to the councils by 1 March 2026 for feedback. Informal engagement on
key issues will take place ahead of this.

The Board is committed to smoothing abrupt increases in charging as it rolls out a new pricing
pathway, and to aligning costs with charges across key activities.

The focus of lawai’s first WSS is on smooth transition. Shortly after the adoption of 2026-2036
WSS, lawai will begin developing the 2027-2037 WSS to align with the shareholding Councils’
2027-2037 long term plans, and to further integrate the water and wastewater programmes of
HCC and WDC.

This second WSS will reflect considerable further work on major projects, the roll out of water
metering, intended changes to water charges over time to reflect the move away from charges
based on capital value to volumetric charging reflecting actual water use, and more refined
long-term efficiencies and savings.

Getting the right people in place for lawai operations

22.

23.

24.

25.
26.

Peter Winder has been appointed lawai’s Chief Executive. He will commence on 12 January
2026. He brings continuity to lawai, having been at the heart of this reform work for the past
two years. His understanding of the challenges, opportunities and relationships involved is
unmatched — and that makes him the ideal person to lead us forward as we move from
establishment to delivery.

As CE, Peter will be responsible for finalising the organisation’s design and recruiting people
into key roles.

Recruitment is underway for a Chief Financial Officer—critical to advancing lawai’s financial
strategy—and a Maori Partnerships lead to meet councils’ expectations for a strong
relationship with Waikato Tainui and hapa.

Additional key roles will be recruited throughout 2026, ahead of the 1 July start of operations.

Under legislation, council Chief Executives are responsible for transferring water staff to lawai.
A change process is now underway, and affected staff have been notified. The goal is to ensure
that valued water-related skills, knowledge, and experience are transferred to the new entity

14
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with minimal disruption, while non-water activities remaining within councils are set up for
success.

Concurrent change processes within councils are required.

It is critical that the transition is safe, people-centred, well-managed, and legally compliant. The
intention is to run transparent, fair, and reasonable change processes.

The establishment of lawai involves staff from Hamilton City Council, Waikato District Council,
and Watercare Waikato. However, Watercare Waikato employees will be transferred to lawai
through the process outlined in Watercare’s contract with Waikato District, which ends in 2028.

Approving Shared Services and Partnership Agreements

30.

31.

32.

Shared services are back-office functions (for example finance, human resources, digital
services, fleet, facilities, growth and analytics that will support lawai operations for a period of
time (up to 5 years).

Delivering these functions via shared services ensures continuity, avoids large establishment
costs, and reduces future stranded overhead for councils.

lawai will operate within a collaboratively developed and agreed shared services and
partnership framework. Work is underway to define the scope of services, the associated costs,
and the terms under which lawai will pay councils for these services. As part of the framework,
partnership agreements are being developed to outline the working relationship between
lawai and the Councils. Council CEs will be responsible for approving this agreement.

Defining and contracting the stormwater services lawai will deliver to Councils

33.

34.

There is a lot of grey area between what is transport, parks and water services when it comes
to stormwater. With the Local Government (Water Services) Act redefining stormwater and
requiring that costs and revenue for stormwater are ringfenced, and with lawai delivering
stormwater as a shared service to both shareholding councils, work is underway to align the
three organisations with respect to the definition and delivery of stormwater.

Work is underway to define what is the stormwater service, which organisation is responsible
for delivering the various functions of the stormwater service and develop an agreement for
the delivery of the stormwater service between lawai and the councils.

Transfer Agreement

35.

36.

37.

38.

A formal Transfer Agreement is a fundamental part of the establishment of lawai, and is being
developed for lawai and Councils approval.

The Agreement will include the legal transfer of the respective Water Services Infrastructure
and all related resources (including all such employees, rights, contracts, agreements, consents,
permits, designations, land, access, licenses, water allocations, customer data and financial
information as are necessary to provide the Water Services) to lawai. It also provides the legal
basis for the transfer of staff from councils to lawai using the transfer provisions of the Local
Government (Water Services Act).

Key principles are being worked through to identify how and what stays with councils vs what is
transferred to lawai. In general, the approach is that assets (land, buildings, vehicles, plant/
machinery) solely related to waters are transferred to lawai, whereas a more considered
approach is taken to assets that have multiple uses. Care will be taken around novation of
contracts and agreements to ensure that we avoid any renegotiation of these with negative
impact (for example the Infrastructure Acceleration Fund).

There are a range of complex issues to be resolved in relation to the transfer of land that is held
under the Reserves Act, but used exclusively for waters purposes. Legal advice is being sought
to ensure that the most straight forward approach to transfer can be found.

15
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Rather than unwind existing council borrowing from LGFA (with associated break costs) existing
waters related council debt will be translated into back to back lending from the two councils
to lawai. As existing councils loans mature they will be replaced by lawai borrowing directly
from the LGFA. This will happen over a number of years.

The Transfer Agreement will come to councils in February 2026 for approval. A more detailed
briefing will be provided ahead of that session.

Ensuring readiness for operations

41.

42.

43.

44.

Ensuring operational readiness is critical to a safe and seamless transition that does not disrupt
operations or services to the public. This includes making sure that all systems, processes,
policies and people are in place and functioning from day one. While many of these tasks may
seem minor in isolation, such as payroll setup, IT access, finance systems, and customer service
protocols, collectively, they are critical — and resource intensive.

Examples include ensuring:
¢ Health and safety systems and operations are in place, effective and operational.
Staff have access to the right tools, systems, and support from day one.
e Core business functions such as billing, payroll, finance, HR, and IT are fully operational.
Civil defence and emergency management protocols, escalation pathways and
contingency plans for any early-stage issues.
All operational systems remain fully functional
All novated contracts are set up, that contractors can be paid and no services
interrupted.
All necessary office space, vehicles and tools of trade are set up and ready to go.
¢ All necessary organisation management policies are in place.

These efforts are being coordinated by the programme team in close collaboration with council
staff, Watercare Waikato, and the lawai Establishment Board. Progress will be monitored
regularly to ensure that no critical item is overlooked and that lawai is fully prepared to deliver
water services seamlessly from its first day of operation.

Work is progressing to develop a plan to review and implement the changes arising from Local
Government (Water Services) and Local Government (Water Services) (Repeals and
Amendment) Acts and the establishment of lawai as it relates to waters related Bylaws,
Policies, Plans, and Organisation Management Policies (including related officer delegations,
compliance & enforcement requirements, and new regulatory requirements).

Fit for purpose digital platform

45.

46.

47.

48.

While a fully integrated digital platform is not required by 1 July 2026, the long lead time for
implementation means that work is already underway to explore viable options.

Currently, Waikato District Council operates on Watercare’s Infor platform—widely regarded as
the best available in New Zealand, though it has limitations. Watercare have advised the WDC
contract will end by 30 June 2028. Hamilton’s platform is not considered fit for purpose.

lawai is actively collaborating with Tauranga City Council and Western Bay of Plenty District
Council, and engaging with DIA and other council groupings to identify a common digital
solution. The Board aims to have an agreement in place during the 2025/26 period to support
regional alignment and coordinated delivery.

Once implemented, a shared services model becomes a genuine opportunity, with the
potential to deliver capital efficiencies and improved service outcomes.

Shareholder oversight and appointing remaining Board members
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49.

50.

51.

52.

53.

54.
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lawai is a Council-Controlled Organisation (CCO), and its governance is ultimately shaped by
Shareholders. It is up to Shareholders to determine the level and nature of oversight they wish
to exercise over lawai, both during establishment and once operational.

Shareholder oversight is currently exercised through the lawai Forum, a joint forum of elected
members from both councils alongside Waikato Tainui. This forum plays a critical role in
guiding the direction of lawai during its establishment phase. It is responsible for appointing
the remaining Board members, approving the Statement of Expectations, and providing
strategic input on key decisions that will shape the company’s future.

The lawai Forum is expected to meet in December to progress these responsibilities. lawai will
report to the Forum every two months, providing updates on establishment, operational
readiness, and risk management, through to the go-live date of 1 July 2026.

While lawai will be subject to regulatory oversight by the Commerce Commission, once
operational, Shareholders retain a vital role in ensuring the organisation delivers in line with
their expectations. This includes monitoring affordability, service quality, environmental
outcomes, and the strength of partnerships with iwi and hapd.

Councillors are encouraged to consider how best to maintain effective oversight and influence,
particularly following 1 July 2026. Further material will be provided to the Forum outlining
governance options and mechanisms for ongoing engagement.

Remaining Board members (total Board size 5 — 7) will also need to be in place by 1 July 2026.
A process will begin with the lawai Forum early in the new year to give time for recruitment.

Proposed upcoming meetings

55.

ENDS

Proposed upcoming meetings to work through this material in detail include:

. December: Meeting of lawai Forum (TBC)

. January: Briefing to Shareholder Councils on the Transfer Agreement

. February: Briefing to Shareholder Councils on the Water Services Strategy (including
forecast financials)

° February Council Meeting: Approval of Transfer Agreement

. By 1 March: lawai to submit Draft Water Services Strategy for Council’s formal
consideration

. March: Meeting of lawai Forum to commence Board Recruitment Process

° March/April: Public Consultation on Water Services Strategy
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IAWAI Go Live C and Tracker
Date: 2/12/2025
Version: 9
Workstream Area Reportto  qiatus Traffic LightsPlanned Date: Deadline
Deliverable Bearty Waiting on: Forum
L ip & Yes
Shareholder Governance Yes
Council Induction Yes C On Track Completed 11/11/2025 Engage Engage Engage Engage Inform Inform Inform
IAWAI Forum i made Yes InProgress  On Track 30/11/2025 12/12/2025 Resolution of the HCC regarding members. Decide Decide Engage Engage
Responsible staff identified Yes Ci On Track Comple 17/10/2025 Inform Decide Decide
Yes In Progress  On Track 30/11/2025 30/11/2025 Engage Decide
Governance Reporting and advice framework Yes Not Started  On Track 31/03/2026  31/03/2026 Engage Engage Decide Decide Engage Engage Engage
IAWAI Board Yes
Establi Board Yes C On Track Completed
Day 1 Board Yes Dependent  OnTrack 29/05/2026  29/05/2026 IAWAI Forum Engage Decide Engage Engage Engage Engage Engage
Recruiter confirmed Yes Not Started At Risk 30/11/2025 31/01/2026 12 December Shareholder Forum Meeting Engage Engage Decide Decide
Skills requil confirmed Yes Not Started  On Track 28/02/2026  28/02/2026 Engage Decide Engage Engage Engage Engage Engage
Recruitment underway Yes Not Started  On Track 28/02/2026  28/02/2026 Inform Inform Inform Inform Inform Decide Decide
Recruitment Yes Not Started  On Track 30/04/2026  29/05/2026 Engage Decide Engage Engage Inform Inform Inform
Induction complete Yes Not Started  On Track 30/06/2026  30/06/2026 Engage Engage Engage Engage Decide Decide Decide
Board governance framework in place (committees) Yes Not Started  On Track 30/06/2026  30/06/2026 Decide Inform Inform Inform Engage Inform Inform
CE Yes
Recruiter confirmed Yes C On Track Completed Decide Inform Inform Inform Inform Inform Inform
Recruitment te Yes C On Track Comple 31/03/2026 Decide Inform Inform Inform Inform Inform Inform
Induction Yes Not Started  On Track 31/01/2026  31/03/2026 Decide Inform Inform Inform Inform Inform Inform
GM Yes
Initial Roles for Recruitment agreed Yes C On Track Comple 10/10/2026 Engage Inform Inform Inform Decide Inform Inform
Recruitment for initial roles Yes InProgress  On Track 31/01/2026 31/01/2026 Inform Inform Inform Inform Decide Inform Inform
Induction for Initial Roles Yes Not Started  On Track 28/02/2026  28/02/2026 Inform Decide
Roles as Part of Transfer Complete Yes InProgress  OnTrack 31/03/2026  31/03/2026 Inform Decide Decide Decide
Risk & Yes
Risk & A inplace Yes InProgress  On Track 31/03/2026  29/05/2026 Decide Inform Inform Inform Decide Inform Inform
Risks reviewed Yes InProgress  OnTrack 31/03/2026  29/05/2026 Decide Inform Inform Inform Decide Inform Inform
Mitigations in place Yes InProgress  OnTrack 31/03/2026  29/05/2026 Decide Inform Inform Inform Decide Inform Inform
Operating systems & processes risk review Yes In Progress  On Track 31/03/2026  29/05/2026 Decide Inform Inform Inform Decide Inform Inform
Operating systems & processes confirmed good to go Yes In Progress ~ On Track 31/03/2026  29/05/2026 Decide Inform Inform Inform Decide Inform Inform
Work orders and connections to complaints / service
q etc Yes Not Started  On Track 31/03/2026  29/05/2026 Decide Inform Inform Inform Decide Inform Inform
Watercare interfaces Yes Not Started  On Track 31/03/2026  29/05/2026 Decide Inform Inform Inform Decide Inform Inform
People, Health and Safety Yes
Staff Yes
People Transition Process agreed Yes C On Track Completed Inform Decide Decide Decide
Staff mapping and structure complete Yes InProgress  On Track 12/12/2025 12/12/2025 Inform Decide Decide Decide
Retention Plan Consideration Yes InProgress  On Track 1/12/2025 12/12/2025 Resourcing Inform Decide Decide Decide

2/12/2025
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Deliverable Eoas Waiting on:
Offers made Yes Not Started ~ On Track 13/03/2026  13/03/2026 Inform Decide Decide Decide
Allemployment agl Yes Not Started  On Track 31/03/2026 31/03/2026 Inform Decide Decide Decide
Staff Induction Yes Not Started  On Track 1/06/2026 30/06/2026 Inform Decide Decide Decide
Transfer complete Yes Not Started  On Track 30/06/2026 30/06/2026 Inform Decide Decide Decide
Remuneration Model Framework Yes InProgress  On Track 12/12/2025 31/01/2026 Inform Decide Decide Decide
Employment Brand (org values culture & engagement) Yes Not Started  On Track 1/12/2025 31/01/2026 Decide Decide Inform Inform
Con ication & Change Plan Approved Yes C On Track Completed Inform Decide Decide Decide
Training - Emergency Management Yes Not Started  On Track 29/05/2026  30/06/2026 Inform Decide Decide Decide
Training - Shared Services Yes Not Started  On Track 29/05/2026  30/06/2026 Inform Decide Decide Decide
Training - Culture Yes Not Started  On Track 29/05/2026  30/06/2026 Inform Decide Inform Inform
Health & Safety Yes
IAWAI Health & Safety policy adopted Yes InProgress  On Track 1/03/2026  1/03/2026 Inform Decide Inform Inform
H&S capability in place Yes Not Started  On Track 29/05/2026  30/06/2026 Inform Decide Inform Inform
H&S systems good to go Yes Not Started  On Track 29/05/2026  30/06/2026 Inform Decide Inform Inform
H&S contractor requirements checked and confirmed Yes Not Started  On Track 29/05/2026  30/06/2026 Inform Decide Inform Inform
Shared Service & SLAs Yes
Shared Services Yes
Shared Services Principles Agreed Yes Ci OnTrack Completed Inform Inform Inform Decide Decide Decide
R ible Managers Confirmed Yes C On Track Comple 17/10/2025 Decide Decide
Scope & Costs Yes
Scope and Costs Agreed Yes InProgress  On Track 12/12/2025 30/01/2026 Engage Decide Decide Decide
Stormwater Definition Agreed Yes InProgress  On Track 12/12/2025 30/01/2026 Inform Inform Inform Decide Decide Decide
Stormwater Service Agreement Added to
Shared Service Agreement Yes Not Started  On Track 31/03/2026  31/03/2026
Processes & Software Systems Requirements Identified Yes InProgress  On Track 12/12/2025 12/12/2025 Inform Inform Inform Inform Decide Decide Decide
Agreement Yes InProgress At Risk
Shared Services Agreement Yes InProgress  On Track 31/03/2026 31/03/2026 Engage Inform Inform Inform Decide Decide Decide
Relationship Agreement Yes InProgress  On Track 31/03/2026 31/03/2026 Engage Inform Inform Inform Decide Decide Decide
Yes Not Started  On Track 30/04/2026  30/05/2026 Inform Inform Inform Inform
Digital & O { Yes
Shared Service Systems Yes InProgress  OnTrack 31/05/2026  30/06/2026 Inform Inform Inform Inform
Day 1 HRIS & Payroll Yes InProgress  OnTrack 30/04/2026  30/06/2026 Inform Decide Decide Decide
Select Day 1 Payroll & HRIS Solution Yes C On Track Completed  30/06/2026 Inform Decide Decide Decide
Day 1 Payroll systems dev complete Yes InProgress  On Track 31/03/2026 31/03/2026 Inform Decide Decide Inform
Day 1 Payroll - Staff loaded, tested & ready to pa Yes Not Started  On Track 30/04/2026  30/06/2026 Inform Decide Decide Inform
Day 1 Financial Systems Yes InProgress  On Track 31/05/2026  30/06/2026 Inform Decide Decide Inform
Day 1 Billing Systems Yes InProgress  On Track 31/05/2026  30/06/2026 Inform Decide Decide Inform
Billing Systems Testing Complete & Ready Yes InProgress  On Track 31/05/2026  30/06/2026 Inform Inform Inform Inform Decide Decide Decide
Asset management systems Yes Not Started  On Track 31/05/2026  30/06/2026 Decide Decide Inform
IAWAI Health and Safety Systems Operational Yes Not Started  On Track 31/05/2026  30/06/2026 Inform Decide Engage Engage
Security Yes Not Started  On Track 31/05/2026  30/06/2026 Inform Decide Engage Engage
2/12/2025 Go Live Tracker - 00 Live doc 20f3
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Workstream Area LI Status Traffic LightsPlanned Date: Deadline
Deliverable Eoas Waiting on:
IAWAI Cyber security strategy Yes In Progress ~ On Track 12/12/2025 31/01/2026 Inform Decide Engage Engage
Control Environment Testing Yes Not Started  On Track 1/03/2026 30/06/2026 Inform Decide Engage Engage
IAWAI Data Management Plan Yes Not Started  On Track 12/12/2025 31/01/2026 Inform Decide Engage Engage
Data migration / Access completed Yes Not Started  On Track 31/05/2026  30/06/2026 Inform Decide Engage Engage
Core platform (Azure) Yes InProgress  On Track 15/04/2026 30/04/2026 Inform
Legal & Ci Yes
Transfer Agreement Yes
Principles of Transfer Yes C At Risk 12/09/2025 30/11/2025 Land problematic Engage Inform Inform Inform Decide Decide Decide
Framework of Transfer Agreed Yes InProgress  On Track 12/12/2025 12/12/2025 Engage Engage Engage Engage Decide Decide Decide
Register of matters to Transfer Yes InProgress At Risk 31/01/2026 31/01/2026 Inform Decide Decide Decide
Asset Valuation Agreed and Resolved Yes 6] On Track Compl 12/12/2026 Decide Engage Engage Engage Decide Decide Decide
Valuation of Debt to Transfer Agreed Yes InProgress  On Track 12/12/2025 31/01/2026 Decide Engage Engage Engage Decide Decide Decide
Debt transfer structure agreed Yes InProgress  On Track 12/12/2025 31/01/2026 Decide Engage Engage Engage Decide Decide Decide
Board consideration of Transfer Agreement Yes Not Started  On Track 13/02/2026  28/02/2026 Decide Engage Engage Engage Engage
Councils approval of Transfer Yes Not Started  On Track 28/02/2026  13/03/2026 Engage Engage Decide Decide Engage Engage Engage
All matters ready for transfer Yes Not Started  On Track 29/05/2026  29/05/2026 Inform Decide Decide Decide
Transfer executed / complete Yes Not Started  On Track 30/06/2026  30/06/2026 Inform Inform Inform Inform Decide Decide Decide
Bylaws Yes In Progress
Plan Yes C On Track 23/12/2025 23/12/2025 Inform Inform Inform Decide Decide Decide
Possible Council & IAWAI Decisions re pathway Yes © On Track 23/12/2025  28/02/2026 Decide Engage Decide Decide Engage Engage Engage
Policy and Procedures Yes In Progress
Finance Yes
Financial Yes
LGFA membership confirmed Yes InProgress  On Track 1/04/2026  1/05/2026 Decide Inform Inform Inform Engage Engage Engage
Working capital resolved / in place Yes Not Started  On Track 1/05/2026 31/05/2026 Decide Decide Engage Engage
Treasury management advice in place Yes C On Track Completed Inform Inform Decide Decide
Financial reporting requirements Yes In Progress At Risk 1/12/2025 31/01/2026 Resourcing Decide Decide Engage Engage
Revenue collection & policies Yes In Progress At Risk 1/12/2025 31/01/2026 Meeting with Civica to initiate systems work around billing. Decide Decide Engage Engage
Financial - Billing Yes Inform Inform Inform
Set up Billing for proposed water charges Yes In Progress  On Track 30/05/2026  30/06/2026 Inform Decide Engage Engage
Invoicing for services / consents etc. and revenue
handling in place Yes Not Started  On Track 31/05/2026  30/06/2026 Inform Decide Engage Engage
Financial Model Yes
Bottom up financial model Yes c On Track Completed  31/10/2025 Comfort with valuation figures, shared services & overhead allocation.  Inform Decide Decide Decide
Budget for 2026/27 Yes In Progress  On Track 28/02/2026 30/06/2026 Capital p V2, Digital budget, Confirmation of staff costs Decide Engage Engage Engage Decide Engage Engage
Comms, ( &Ci Yes
Brand Yes C On Track Completed 12/12/2025 Decide Inform Inform Inform Decide Inform Inform
WSS Consultation and strategy Yes InProgress  On Track 12/12/2025 31/01/2026 Decide Inform Inform Inform Decide Engage Engage
Customer service plan Yes Not Started  On Track 12/12/2025 31/01/2026 Inform Decide Engage Engage
Complaints policy & process updated & operational Yes Not Started  On Track 30/05/2026  30/06/2026 Inform Decide Engage Engage
Crisis communication plan Yes InProgress  On Track 2/02/2026  30/04/2026 Inform Decide Engage Engage
2/12/2025 Go Live Tracker - 00 Live doc
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Establish IAWAI - Report to Board - 2025 12 18

Attachment 3 Key Risks

Controls (Implemented)

Planned Treatment

Actions implemented this period

Pace and capacity impacting
operations

There is arisk due to the scale of changes and
lack of resource and time to deliver, roles and
operating procedures are not well defined or
understood creating impacts on future lawai
operations.

Make minimum changes to existing
functions

Extend and novate the Watercare contract
to 30 June 28

Resource to review PDs for roles that are
changing

Resource to review operating procedures,
focusing on those that cut across
boundary between Councils and CCO -
Roll out messaging to reaffirm no change
unless advised otherwise, train staff

impacted by changes -
Resource to implement changes to digital

and operating technology and manage -
associated change for people

Targeted Communications across multiple channels to ensure
that staff feel supported and aware of how the change impacts
them. This includes drop-in sessions as well as email address to
capture any queries.

AtHCC, GM | and A has held ‘leadership through change’
workshops every month with the leaders providing them with
tools for change and change team in place.

Currently reviewing current PDs to assess the extent of the work
required to update all the IAWAI PDs

Roll out joint messages from HCC and WDC Chief Executives.

Wellbeing

Due to the speed and scale change there is an
increased risk to health for impacted staff.

CEs reinforce messages to Elected
Members regarding minimising
expectations from staff

CEs reinforce messages to staff regarding
prioritising work and escalating health
issues

Psychological Safety training

Identify roles requiring backfill

Detailed resource plan and plan for
recruitment for project

Resist changes that are not essential
MVP approach especially re: digital, and
Watercare"

Active management of workload and -
expectations

Regular catch ups with key people to assess workload and
resources needed.

“Check in” conversations with People Leaders around their
people and whether any supplementary resourcing needed

Financial Sustainability

The impact the bottom up financial modelling
might have on the budget. Likely political
pressure to significantly limitincreases in
water charges either impacting the
relationship with elected members and/or
pathway to financial sustainability

Agreed to jointly value assets with
independent review

Deferred Hamilton asset revaluation,
enabling WSDP to be completed

Time the valuation to inform the WSS

Met new elected members to bring them
up to speed on conflicting objectives (and
dependency of success on relationship
between parties).

Agree asset revaluation approach with -
both Councils

Address any impact through the WSS and

any revenue pathway optimisation

optimise timing of capital works

programme

resolve funding depreciation vs funding
renewals

seeking cost savings and revenue pathway
that works

Asset valuation scenarios have been financially modelled to
understand the scale of the challenge while the valuation work
continues. The valuation result is included in the Water Services
Strategy. Interim valuation results provided in Sept, Oct and a
further valuation received in Nov 25.

There is arisk that the stormwater reviews by
the shareholders do not result in a financially
sustainable solution by the 1 July 2028

the Commerce Commission.

deadline. This may resultin an intervention by

WDC and HCC to complete stormwater -
reviews

Workshops underway regarding what is stormwater services and
what s parks, transport etc.

U5RCTUST6MMN-466807187-3254
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Risk

Poor Level of Service delivered by
Shared Services

There is arisk that due to complexity,
competing priorities, poor scope definition,
Councils are unable to provide the level of
service that the CCO requires which may lead
to significant operational challenges and or
compromise financial and asset management
and/or failure to realise benefits.

Controls (Implemented)

Project plan and extensive work to develop
scope and resourcing requirements with
SMEs

Project management framework to ensure
effective governance and oversight of
progress

Reporting framework that will enable early
intervention

CE reinforce priority to be given to the
programme

Workshops to define shared services
focussed on existing ways of working

Planned Treatment

Define levels of service and KPIs
Complete shared services agreement
Culture change plan to programme to
support service delivery

Complete changes to authority and IPS to
support financial and asset management

Actions implemented this period

- Collaboration with SMEs and Managers: Worked with subject
matter experts and relevant managers to develop and review
shared services and partnership agreement schedules, ensuring
clarity of scope and responsibilities. Majority of shared services
and partnership schedules have now been shared with relevant
senior managers for review.

- Implementation Planning: Developing a forward-looking plan
for deliverables over the next six months to provide structure and
inform next steps.

- Systems Review: |dentified systems requiring further work on
licensing and access requirements to reduce operational
bottlenecks and ensure readiness.

- Stakeholder Engagement: Met with HCC and WDC Shared
Service representatives to discuss progress and agree next
steps, strengthening alignment and shared accountability.

Revenue Risk

Due to complexities associated with moving
from rates to water charges and diminished
powers relating to unpaid charges, the CCO is
unable to collect the water revenue that it
requires or expects or customers refuse to
pay charges.

Complexities around revenue processes
require significant time to work through and
the required decisions may delay confirmation
of the scope of system changes.

Community consultation and engagement
processes on proposals. Reiterated that
costs will go up irrespective of the model
for delivery.

Model for delivery selected on the basis of
option which can minimise impact on
ratepayers

Delivery of Value of Water and What's Next
for Water campaigns

Resource in the project for community
engagement on water services strategy
and water charges

Resource for engagement with major
customers

Resource for introducing the CCO and
building awareness

Review development contributions policy
and charges for major water users
Optimise capital works programme and
the timing of investment

Identify and secure operational
efficiencies and savings

Optimise revenue pathway

Agree approach to allocating part payment
of rates/water charges

- Continuing work on development contributions and revenue
pathways.

- Taxadvice has been received on revenue collection.

- Bank confirmed existing direct debits may be used by customers
to pay lawai water charges.

- Currently, engaging with supplier around software changes
required to ensure IAWAI can invoice and receive income from
Day 1.

Programme Leadership

Individuals in key programme roles may
change resulting in negative impacts on
quality or timeliness arising from lack of
knowledge of historic decisions, identified
interdependencies, change in strengths or
loss in capacity during handover.

None. Newly identified.

consider contracting external suppliers for
the duration of the work.
accept the risk

- Gavin lon appointed Programme Director with Peter Winder’s
change of role. Handover activities underway.

U5RCTUST6MMN-466807187-3254
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Attachment 4: Background

1. The following content has not been updated and is provided for members of the public unfamiliar with the
programme.

2. Ahead of 1 July 2026, there is a significant amount of work to prepare for the transfer, while also setting lawai up
with a long-term strategy. Within this, there are two, separate but connected, sets of work that need to be
completed.

a.

b.

The work of lawai — the company and its long-term strategy; and

The Establish lawai work programme, working with Hamilton City Council, Waikato District Council and
Watercare to enable the successful transfer of people, assets, liabilities and shared services
arrangements from 1 July 2026.

3. The Establish lawai programme:

Is focused on the safe transition (not transformation) required by 1 July 2026,
relies on existing services as far as reasonably practical and,

is governed by a steering group comprising the Chief Executives of Waikato District, Hamilton City
Council and lawai — Flowing Waters.

4. Eight workstreams are responsible for delivering on this programme, overseen by a Programme Director.

5. Workstreams within the programme will ensure the following activities are completed by 1 July 2026:

a. The valuation of all water and wastewater assets, including relevant land

b. The identification of all waters related debt

c. The transfer of relevant staff

d. Ensuring an effective management and operating structure for on-going council functions around assets
and infrastructure

e. The novation or transfer of obligations associated with all relevant council contracts and undertakings,
including obligations under development agreements

f.  The transfer of relevant consents, easements and access rights

g. Ensuring that both councils are set up to be effective shareholders and exercise effective oversight of
lawai through the lawai-Flowing Waters Forum

h. The novation of the Watercare contract to the lawai

i. The scope of stormwater services to be provided and the terms of a contract for service, and the review
required to meet financial sustainability for councils

j.  The establishment of shared services to support the lawai

k. The establishment of services that lawai will provide to both councils (including input to consent
applications, district plans, etc.)

I.  The establishment of the framework for Councils to bill on behalf of lawai

m. The continued safe and compliant operation of water services

n. The safety of all staff

USRCTUST6MMN-466807187-3254 Page 8 of 9
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Establish IAWAI - Report to Board - 2025 12 18

o. All other matters needed to complete the establishment of lawai.

p. Any changes following finalisation of Local Government (Water Services) Bill — and other connected
legislation.

g. Establishing systems to ensure the safe transfer of operations on 1 July 2026:

o Finance systems
o Digital and operational technology and systems

r. Shared services arrangements and service level agreements between councils and CCO.

U5RCTUSTEMMN-466807187-3254 Page 9 of 9
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Board meeting 18 December 2025

Public session

Confirmation that lawai meets requirements as a Water
Organisation

Prepared and recommended by: IAWAI Director Governance - Natasha Yarrall
Approved by: Programme Director — Gavin lon

Recommendation(s)

1. That the Board:

a. Notes that lawai complies with the requirements set out in Clause 8 of Schedule 1 of the
Local Government (Water Services) Act as a water’s organisation.

b. Adopt this paper as the formal document required under Clause 8 of Schedule 1 in order for
lawai to continue to be taken as a water’s organisation.

Key points

2. The Local Government (Water Services) Act sets out that to continue to be a water organisation
after 6 months of establishment, the Board of Directors must adopt a document that confirms that
the organisation complies with a series of requirements.

3. Requirements include the incorporation of lawai under the Companies Act, it’s role as a water
organisation, and the competency-based appointments of a Board of Directors.

4. Staff confirm that lawai meets these requirements:

a. lawai was incorporated under the Companies Act 1993 on 26 June 2025 (Attachment 1).

b. The foundation documents (Shareholder Agreement and Constitution) set out lawai’s joint
ownership by Hamilton City Council and Waikato District Council, shareholding, and its role as
a water services provider.

c. These documents also set out the process for appointment of a Board of Directors, including
the mix of skills, knowledge and experience to perform the role.

d. There is an Establishment Board of Directors in place. Directors were appointed through
competency-based process, in line with the foundation documents. Remaining Board
Members will be appointed by the lawai Forum (in line with the process set out in the
foundation documents).

e. While Kevin Lavery was appointed Executive Chair for the first six months, lawai’s Chief
Executive, Peter Winder, will commence his role on 5 January 2025, to ensure that the Board
is independent of the organisation.

Background

5. The Local Government (Water Services) Act, Clause 8 of Schedule 1, sets out that to continue to
be taken to be a water organisation after 6 months of establishment, the Board of Directors must
adopt a document that confirms that the organisation complies with the following requirements:
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a. therequirement that a water organisation be a company, as set out in section 45(1) (unless
exempted under section 66):

b. the ownership requirements for water organisations set out in section 45(2)(a), (b), or (c)
(unless exempted under section 66):

c. the role requirement set out in section 46 (unless exempted under section 66):
the applicable requirements of board directors set out in section 48.

Report
6. Table 1, below, sets out the requirements to continue to be taken as a waters organisation.

7. InJune 2026, shareholder councils approved founding documents including a Constitution and
Shareholders Agreement to support lawai to meet applicable requirements.

8. These documents set out the ownership, responsibility, process for appointment (and removal)
of a Board of Directors and oversight mechanisms of shareholders.

9. Competency based appointments were made for an initial establishment Board of Directors,
based on the mix of skills set out in foundation documents.

10. Kevin Lavery was appointed as the Executive Chair of the Board for 6 months, while a Chief
Executive was recruited. With Peter Winder appointed as Chief Executive, Kevin Lavery will
resume his role as Chair from January 2025.

11. As per the table, lawai meets the requirements.

Table 1

Requirement: Check
Section 45: Nature and ownership of water organisation
1. A water organisation established under section 44 must be—

a. a company incorporated under the Companies Act 1993 that has the ownership

. .
structure set out in subsection (2); or

b. if the territorial authority establishing the water organisation receives an exemption
of the kind described in section 64(2), a different kind of person or body with that N/A
ownership structure.

2. A water organisation must be wholly owned by—

a. 1 or more local authorities; or
b. 1 or more local authorities and the trustees of 1 or more consumer trusts; or N/A
c. the trustees of 1 or more consumer trusts. N/A

3. Shares in a water organisation do not provide the shareholder with any right, title, or interest
in the assets or liabilities of the water organisation other than any right, title, or interest
specified in the organisation’s foundation documents.

4. Trustees that hold shares in a water organisation may only transfer those shares to a local N

A
authority or the trustees of another consumer trust. /

Section 46: Limited role of water organisation
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Requirement: Check
1. A water organisation must not do anything other than—
a. provide water services in accordance with this Act; or N/A

b. provide services that are related to, or necessary for, providing water services (for

. .
example, the management or maintenance of water services networks).
Section 48: Board directors

1. A director of a water organisation must be appointed on the basis of their competency to

perform the role.

2. The directors of a water organisation must collectively have an appropriate mix of skills,

knowledge, and experience in relation to providing water services.

3. A person is not able to be appointed as a director of a water organisation if the person is—

a. an elected member of a territorial authority that is a shareholder in the water

L
organisation; or
b. an employee of a territorial authority that is a shareholder in the water organisation;
or
c. an employee of any other shareholder in the water organisation; or
d. an employee of the water organisation.

4. Subsection (3) does not apply if the water organisation is wholly owned by the trustees of 1 or
more consumer trusts.

5. This section applies in addition to sections 150 to 159 of the Companies Act 1993.
LGA 2002 application if organisation is council-controlled organisation

6. The following provisions of the LGA 2002 do not apply if the water organisation is a council-
controlled organisation:

a. section 57 (appointment of directors): N/A
b. section 58 (role of directors of council-controlled organisations): N/A
c. section 59 (principal objective of council-controlled organisation): N/A
d. section 60 (decisions relating to operation of council-controlled organisations). N/A

12. Staff consider the decisions in this report have low significance and that the recommendations
comply with the lawai’s legal requirements.
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C]

NEW ZEALAND )

COMPANIES
REGISTER

Certificate of Incorporation

IAWAI - FLOWING WATERS LIMITED
9352435
NZBN: 9429052941016

This is to certify that IAWAI - FLOWING WATERS LIMITED was incorporated under the Companies Act
1993 on the 26th day of June 2025.

Registrar of Companies
26th day of June 2025

Certificate generated 26 June 2025 02:22 PM NZST
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Board meeting 18 December 2025

Public session

Water Services Strategy Progress Update

Recommendation - Tuutohu

1.

That the Board:
a. Receive the update on the Water Services Strategy 2026-2036.

Executive Summary - Whakaraapopototanga matua

2. The Water Services Strategy (WSS) is the ten-year plan that sets out how lawai will meet legal
requirements, including setting charges. lawai must develop, consult on, and approve a Water
Services Strategy by 1 July 2026.

3. The Board has been focused on developing a Water Services strategy, in line with shareholder
expectations, that delivers:

a. Asavings programme to reduce the projected 22% average increase in water charges.
A safe transition, joined at the hip with councils and Waikato Tainui to deliver on shared
expectations.

c. A bigfocus on enlarging and accelerating the renewals programme.

d. Moving closer to growth paying for growth.

e. Eliminating the under-recovery of costs.

f.  Progressing water metering with care.

g. Smoothing charge increases to give people and organisations time to adjust.

h. Certainty for staff to minimise the risk of losing talented people.

i. Long-term and cost-effective partnerships with the private sector.

j.  Fit for purpose digital platform adopted for implementation in 2027/28 — 2028/29.

4. Executive Chair, Kevin Lavery, met with the lawai Forum on 12 December to discuss the Board’s
focus. The Forum was broadly supportive, particularly for the focus on affordability.

5. Financial modelling for lawai’s capital and operational expenditure is underway, informed by an
assessment of the capital works programme for deliverability and affordability.

6. The draft for approval will be submitted to the Board in February 2026. After that, the draft will
be formally shared with shareholding councils and Waikato-Tainui by 1 March 2026 for
feedback. Formal public consultation will follow in March—April 2026.

Background

7. The WSS is required under the Local Government (Water Services) Act (LG(WS)A). It sets out
how lawai will meet Government requirements for water services, including ensuring adequate
investment, revenue, and debt capacity to address growth, renewals, and servicing needs in
Hamilton City and Waikato District.

8. The WSS is lawai’s primary strategic, financial, and infrastructure planning and accountability

document. It is informed by legislation, shareholder and partner Statement of Expectations, and
regulatory mandates for water providers.
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lawai must adopt the WSS before the start of the 2026/2027 fiscal year. A draft will be provided
to shareholding councils for feedback by 1 March 2026 (or a mutually agreed date), followed by
formal public consultation. Although public consultation is not a requirement of LG(WS)A it is a
requirement of the Statement of Expectations.

The first WSS is effectively a one-year plan. A second WSS, aligned to the council’s Long-Term
Plans for 2027-2037 will follow.

Discussion

11.

12.

13.

14.

15.

The WSS will introduce lawai and the WSS to the public. It will focus on how lawai can deliver
differently and respond to key challenges across our region, in line with the shareholders’
Statement of Expectations.

The WSS will signal the major challenges facing lawai including:

e Servicing the growth needs of the councils.

e Addressing a significant infrastructure deficit.

e Meeting environmental obligations and discharge compliance requirements.

e Overcoming servicing constraints across the subregion.

e Building infrastructure resilience.

e Keeping services affordable.

e Achieving financial sustainability.

e Integrating staff, systems, processes, strategies, and policies from two councils.

The Board is focused on reducing the projected 22% average increase in water charges through a
comprehensive savings programme. Key strategic considerations include:

e Capital Programme Optimisation: Right-size projects, defer non-essential capital
expenditure, and consolidate projects (e.g., joint Hamilton/Ngaaruawaahia water treatment
plant).

e Renewals and Procurement: Accelerate renewals and modernise procurement via long-term,
cost-effective partnerships.

e Technology and Operations: Use standardised off-the-shelf IT solutions and implement
metering for operational savings.

e Organisational Efficiency: Delayer and integrate staffing from the two councils.

e Financial Measures: Achieve savings programme by 2028/29, eliminate cost under-recovery,
ensure growth pays for growth.

e Customer Impact: Smooth charge increases for gradual adjustment.

e Funding Approach: Use debt prudently and adopt a longer pathway to financial
sustainability.

lawai is considering a combined water and wastewater capital investment programme of
approximately $3 billion over the next 10 years, with a significant portion allocated to support
growth— this is a major commitment to keep water flowing and improve our taiao
(environment).

The WSS will highlight that lawai is open for business and seeking commercial partnerships to
help deliver for communities. This includes adopting a “growth pays for growth” approach,
exploring efficiency opportunities (e.g., bundling designations and consents), and smarter
procurement for renewals.
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19. The WSS will be supplemented by three policies to be approved by the lawai Board:

e Significance and Engagement Policy — outlines how lawai will assess the importance of an
issue, proposal, or decision, and how it will involve the public in that process. This will come
to Councils for approval.

e Waiver Policy — allows lawai to reduce or waive water charges under specific circumstances,
such as financial hardship.

o Development Contributions Policy — lawai will adopt relevant water and wastewater
provisions from the 2025 policies of the two councils for the 2026/2027 period.

Key risks

16.

17.

Delays in financial modelling impacting WSS timing - The financial model is being fine-tuned,
with the version informing the WSS for consultation expected to be finalised in February. Any
delays could affect WSS approval and consultation timeframes. The Finance team is aware of
tight timelines.

Delay in government economic regulation guidelines - The Commerce Commission is
developing an information disclosure regime for water service providers. Consultation closed in
October 2025, and the Commission must publish its final determination on the disclosure
requirements by 26 February 2026. Compliance obligations are expected to have lead-in times,
with most requirements not taking effect until 2027. lawai has already started preparing for this.

Te Tiriti o Waitangi / Te Ture Whaimana o Te Awa o Waikato

18.

19.

20.

Te Ture Whaimana o Te Awa o Waikato (Vision and Strategy for the Waikato River) and the
health and wellbeing of waterways, waterbodies and the moana is central to lawai and the WSS.

IAWAI honours Te Tiriti o Waitangi and the Treaty Settlements within its area of operation and is
committed to Te Ture Whaimana o Te Awa o Waikato in the delivery of water services in a
culturally and environmentally responsible way.

The commitments made by our shareholding councils to iwi and hapuu through their respective
Joint Management Agreements are acknowledged as they include ongoing responsibilities to
protect the health and wellbeing of the Waikato awa, waterways and waterbodies.

Consultation and Engagement

21.

22.

Building strong relationships with key stakeholders and transparent engagement with all groups
is important. Pre-engagement has commenced with elected members, iwi, haapu and marae,
Future Proof, through the Developers Forum, and other key sectors.

A full Communication and Engagement Plan will be developed for formal consultation on the
Water Services Strategy.
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Resolution to Exclude the Public
Section 48, Local Government Official Information and Meetings Act 1987
The following motion is submitted for consideration:

That the public be excluded from the following parts of the proceedings of this meeting, namely
consideration of the public excluded agenda.

The general subject of each matter to be considered while the publicis excluded, the reason for passing
this resolution in relation to each matter, and the specific grounds under section 48(1) of the Local
Government Official Information and Meetings Act 1987 for the passing of this resolution follows.

General subject of each
matter to be considered

Reasons for passing this
resolution in relation to each
matter

Ground(s) under section
438(1) for the passing of this
resolution.

Strategic Investment
Portfolio Update

To enable IAWAI to carry out
commercial activities without
disadvantage; to enable
IAWAI to carry out
negotiations to prevent the
disclosure or use of official
information for improper gain
or improper advantage.

Section 7 (2) (h) Section 7 (2)
(i) Section 7 (2) (j)

Known growth and Fast
Track Consents

To enable IAWAI to carry out
commercial activities without
disadvantage; to enable
IAWAI to carry out
negotiations to prevent the
disclosure or use of official
information for improper gain
or improper advantage.

Section 7 (2) (h) Section 7 (2)
(i) Section 7 (2) (j)

Ohinewai Development
Agreement Proposed
Terms

To enable IAWAI to carry out
commercial activities without
disadvantage; to enable
IAWAI to carry out
negotiations to prevent the
disclosure or use of official
information for improper gain
or improper advantage.

Section 7 (2) (h) Section 7 (2)
(i) Section 7 (2) (j)

Te Kowhai Development
Agreement Proposed
Terms

To enable IAWAI to carry out
commercial activities without
disadvantage; to enable
IAWAI to carry out
negotiations to prevent the
disclosure or use of official
information for improper gain
or improper advantage.

Section 7 (2) (h) Section 7 (2)
(i) Section 7 (2) (j)

Water network (water
metering and
management service)

To enable IAWAI to carry out
commercial activities without
disadvantage; to enable
IAWAI to carry out
negotiations to prevent the

Section 7 (2) (h) Section 7 (2)
(i) Section 7 (2) (j)
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disclosure or use of official
information for improper gain
or improper advantage.

Digital Foundations and
Digital Water Service
Operations Partnership
Programme

To enable IAWAI to carry out
commercial activities without
disadvantage; to enable
IAWAI to carry out
negotiations to prevent the
disclosure or use of official
information for improper gain
or improper advantage.

Section 7 (2) (h) Section 7 (2)
(i) Section 7 (2) (j)

Confirmation of Public
Excluded Minutes

To enable IAWAI to carry out
commercial activities without
disadvantage; to enable
IAWAI to carry out
negotiations to prevent the
disclosure or use of official
information for improper gain
or improper advantage.

Section 7 (2) (h) Section 7 (2)
(i) Section 7 (2) (j)

Confirmation of Public
Excluded Minutes (out-of-
cycle)

To enable IAWAI to carry out
commercial activities without
disadvantage; to enable
IAWAI to carry out
negotiations to prevent the
disclosure or use of official
information for improper gain
or improper advantage.

Section 7 (2) (h) Section 7 (2)
(i) Section 7 (2) (j)

33




	2025 12 18 Board Meeting

