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Draft Head Start Proposal Outline

This proposal, supported by Gore District Council, was developed with input from Ngai Tahu ki Murihiku and
Environment Southland. It is for a Unitary Authority for the current Southland Regional Council boundary
area, part of the Murihiku rohe, within the Ngai Tahu takiwa.

All Territorial Local Authorities within the region would merge into a new entity and take on the functions of
the Regional Council.

The proposed structure aligns to the regional planning boundaries and would support resilient economic
development and catchment management. It supports effective management and use of our region’s most
important natural taonga — our wai (water). New industries such as aquaculture and other opportunities
require that we have sustainable, reliable and clean water from the Oreti and our other river systems and that
we are able to plan effectively to manage flooding, coastal and environmental protection.

The proposed governance structure would be a Council of between 12 - 16 Councillors elected from wards,
which follow the freshwater management units and urban areas of Invercargill and Gore, with an option for
one ward in the Mataura, if preferred.

Local boards which align to communities of interest similar to those covered by existing Community Board
arrangements are proposed to ensure democratic local voice. Local Boards would have decision making
delegations for key local community facilities and services, with local plans determined by the Boards and
funded by the local community.

To support efficiencies of scale, funding for infrastructure planning and delivery would be at network level,
with considerable forecast improvements to outcomes, support for contractor market development and asset
management improvements and efficiencies, benefiting not only Council but the wider economy.

It is forecast that $23 million" would be saved across the first six years of operation, an essential saving as our
communities’ struggle with cost of living.

To support ongoing regional development, we are proposing a range of funding mechanisms to enable Local
Government to fund growth more effectively and reduce the pressure on ratepayers.

To support the deliverability of this proposal, there is the opportunity to leverage both the investment
Council is making into scalable cost-effective corporate accommodation and IT systems transformation.

We recognise significant potential benefits of a Takiwa-wide centre of excellence which could provide
scientific and technical services, alongside some back-office corporate functions. We would work to support
a dispersed model which retained skills in the region. The transition approach would build on the skills and
knowledge of our employees to retain and grow knowledge, while making it easier to attract talent and fill
skills gap where we currently need to use more expensive consultants.

' Environment Southland, The Southland Amalgamation Model, 2026



We look forward to working in partnership with Government, Iwi, our Local Government partners, and our
community to make this transition a success.

Southland's strength has always been in working together as a team and this proposal will ensure our
economy and environment, our city and rural communities can thrive together. On behalf of Invercargill City
Council, | commend this proposal to Ministers.

FELC [

Mayor Tom Campbell
Invercargill City Council

Eligibility

This proposal is submitted on behalf of Invercargill City Council and Gore District Council, who resolved on
4 August to support this application. We understand that the Gore District Council intend to reconfirm this
position on 11 August.

Southland District Council was invited to join this proposal but did not respond to this invitation, choosing
to go another way; however, they contributed to its democratic structure through the Local Democracy
Enhancement Working Party.

This proposal is for a Unitary Authority for the current Southland Regional Council boundary area, part of the
Murihiku rohe, within the Ngai Tahu takiwa. This represents two directly affected authorities and 67.7% of the
population across the Southland region?. The proposal is that all Territorial Local Authorities within the region
merge and take on the functions of the Regional Council.

The proposal has the support of the Regional Council.

It has been drafted on a collaborative basis by Invercargill City Council with input from Ngai Tahu ki Murihiku
and Environment Southland.

The proposal is compliant.

2 Gore District, vs Southland Region, Place and ethnic group summaries | Stats NZ

Invercarqill City, vs Southland Region, Place and ethnic group summaries | Stats NZ
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Principles guiding this proposal

/ Strong united voice
for Southland

+/ Fair representation to support
local decision-making

/ Resilient Southland

+ Improved efficiency of delivery

J Affordability

/ Strong local identity

/' Environmental management

' Optimum financial outcomes.

/ Local government boundaries
should align with the Ngai
Tahu takiwa boundary.

/ River catchments should be
the primary determinant of
unitary council boundaries
within the Ngai Tahu takiwa.

J A joint Takiwa/ South Island
“Centre of Expertise” entity
should be established to
provide shared back-office
and specialist functions on
behalf of new unitary
councils.

/ Future arrangements should
incorporate genuine cooper-
ation between councils and
Papatipu Rinanga.

«/ The urban Invercargill areas has a maximum of 50% of the new Unitary Council. As an example, for a Council of 12, Invercargill City would have a maximum of
6 Councillors.

 The Mataura Ward has a minimum of 20% of the new Unitary Council. As an example, for a Council of 16, The Mataura ward would have a minimum of
3 Councillors. For a Council of 12 this would be 2.

/ That partnering Councils enter discussions with Clutha District Council about inclusion of communities of interest in West Otago such as Tapanui and
Clinton joining the combined entity

 Head Start partners reinvestigate the Southern Waters Joint Water Services CCO, placing all 3 water assets within the CCO during the setup of the combined
entity, to achieve maximum economies of scale.

/ Rates harmonisation is achieved over 10 years (not 3 years), as to not sharply impact rural ratepayers and in line with debt-ring fencing requirements.
 Gore District has a preference to remain in Southern Waters

+/ That existing roading funding being maintained at a level equivalent to the Financial Assistance Rate (FAR) of 61% currently received by Council, and not
downgraded to that of the Southland District Council at 55%.

/ Gore District Council retains its Penny per Unit Agreement

/ Any historical and projected capital project debt ring-fenced to the host Council for a minimum of 10 years as to not impact the Gore District ratepayer base.
 Dissolve Great South and incorporate its functions into the new joint entity as an internal business function.

/ Parks and Reserves and Roading services are brought in house for the new joint entity.

/ That Gore District Roading quality matches that of Southland District within the first 5 years of establishment.

 That the legislative requirement to develop a Long-term plan for the 2027 — 2037 period is scrapped and replaced with Annual Plans until the new entity is
stood up.

/ That any representation reviews or work towards a regional (spatial) plan is halted until the new entity is stood up.

/ Function first - structure should follow what each function needs in order to be delivered well.

/ Catchment integrity - natural systems should not be fragmented by governance boundaries.

/ Better outcomes, not just efficiencies - reform should improve delivery, resilience and environmental stewardship.

/ Regional cohesion - future arrangements should support a strong regional voice and urban and rural Southland succeeding together.

«/ Strong local voice - communities need meaningful influence over local matters, with appropriate community representation.

/ Efficiency and accountability - reform should reduce duplication and make better use of systems, people and capability.

/ Enduring partnership - future arrangements should protect and strengthen relationships with Ngai Tahu ki Murihiku; give effect to the intent and obligations
arising from Te Tiriti o Waitangi, the Ngai Tahu Deed of Settlement 1997 and the Ngai Tahu Claims Settlement Act 1998; and uphold existing Charter

arrangements.

 Capability and continuity - specialist expertise, leadership, institutional knowledge and regional stewardship/kaitiakitanga understanding should be preserved
and strengthened.

 Clear accountability - future arrangements should be explicit about who decides, who pays and how regulatory independence is protected.

Proposed structure and governance arrangements

This proposal is for a Unitary Authority for the current Southland Regional Council boundary area, part of
the Murihiku rohe, within the Ngai Tahu takiwa. The proposal is that all Territorial Local Authorities within
the region merge and take on the functions of the Regional Council, with the exception of where resource
management functions are delegated by national legislation to some other structure. The area served
would be a population of just over 100,000, of a size to realise meaningful efficiencies.

The following governance structure is proposed:

*  Wards which follow the four major rivers and freshwater management unit boundaries and urban

Invercargill and Gore, with an option for one ward in the Mataura, if preferred.
® Local boards with delegated functions and funding capabilities for key communities of interest.
e Support for utilisation of citizen panels for relevant topics of interest.



Proposed Ward Boundaries

[ Invercargil
Waiau/Fiordiand/isiands

4
LACHLAN
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Proposed Ward Boundary — Four river catchments and Invercargill
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Proposed Ward Boundaries — Alternative option, four wards following river catchments, Invercargill, Gore.
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Dependent on the number of councillors chosen both options would include the same proportion of
representation for the Mataura area (a minimum of 20%). The communities of interest (either Gore District
Council or some other mechanism chosen by them) would determine the final option chosen).

There is a further option which recognises the communities of interest in areas such as Tapanui and Clinton
and the relationships they have with the Gore District. This is a matter which could be discussed with
Clutha District Council during the transition phase. Catchment integrity would be a priority.



Assessment Criteria: Supports the New Planning System

The proposal would support the new planning system by establishing a single Southland-wide unitary
authority responsible for regional spatial planning, the natural environment framework, land use planning
and implementation of the combined plan. This would avoid the governance and implementation
complexity of multiple unitary authorities jointly preparing and implementing a regional combined plan.

A single unitary authority would allow environmental management, land use, infrastructure, natural hazards,
freshwater, biodiversity, coastal management and transport planning to be considered together across
Southland’s major catchments and coastline. It would also support integrated catchment management and
ki uta ki tai decision-making by keeping catchment and regional functions together, rather than splitting
them across current territorial authority boundaries.

Plan implementation would be simpler, with one council responsible for administering the combined plan
and one point of contact for resource users. Existing cross-regional transport planning arrangements with
Otago would continue or be adapted as required.

Initial steps would include confirming interim governance for regional spatial planning, maintaining
current planning and technical workstreams, retaining specialist planning, science, data, consenting and
compliance capability, and agreeing how local input, catchment-level advice and iwi/Maori participation
will feed into the combined plan. This would allow planning work to continue while the new authority

is being designed, reducing the risk of disruption to the first generation of regional spatial and natural
environment planning.

Trade-offs and risks

e Transition will need to be carefully managed because local government reorganisation and
implementation of the new planning system will occur in parallel.

e Specialist planning, science, policy and regulatory capability will be under pressure nationally and
will need to be retained through transition.

e Regulatory independence will need to be protected within a single organisation that may both own
infrastructure and undertake regulatory functions.

e Local circumstances, community priorities and place-based issues will still need to be reflected
within the combined planning framework, although local variation is likely to be more constrained
under the proposed more standardised planning system.

e Any cost and efficiency benefits will need to be tested through detailed design, particularly while
transition costs and capability pressures are being managed.

Still to be worked through

e Governance arrangements for regional spatial planning and implementation of the combined plan.

e How local boards, catchment-level groups and communities will feed into regional spatial planning,
land use provisions and natural environment planning.

e Regulatory independence and decision-making arrangements within the unitary authority.

* Interfaces between the combined plan and transport, infrastructure, water services, building control
and other planning functions.

e Whether Takiwa-scale shared services could support specialist functions where this would strengthen
capability, reduce duplication and improve consistency while maintaining local decision-making and
relationships.



Assessment Criteria: Supports the New Planning System

Current and future proposed governance structures

environment
SOUTHLAND

REGIONAL COUNCIL

Te Taiao Tonga

Invercargill

CITY COUNCIL

\K'\ DISTRICT COUNCIL

and shared initiatives.

Shared venues, joint committees

\‘
SOUTHLAND
DISTRICT COUNCIL

Elected Council
Ward following the freshwater

management unit boundaries

12 - 16 councillors

Regional functions

Responsibilities for Council
could include:

e  Planning and regulation

e Infrastructure including
transport planning

e Economic development

e Environmental management
(regional)

e  Emergency management

e Use of natural resources
and marine issues

e Council-controlled
organisations

Local Boards

Local boards with
dedicated local funding

Local functions

Responsibilities for the local boards
could include:

Adopt a local board plan

Together with the governing body
set a local board agreement and
annual budgets

Make decisions on local matters
including local events, parks and
reserves, playgrounds, community
centres and community programmes

Identify and communicate the views
of local people on regional strategies,
policies, plans and bylaws

Communicate with community
organisations and special interest
groups within their board area

Consider and report to the Council
on any matter of interest or concern
to the local board emergency
management (local response)

The proposal will simplify local government by reducing complexity, reducing the number of Councils
by three, removing three Joint Committees and simplifying governance arrangements for one shared

Council Controlled Organisation, the Southland Regional Development Agency, as well as other joint
arrangements. The new transition entity would determine the operational structure for delivery of
economic development, noting Gore District Council’s preference that this service be brought in house,
which would be one of the options considered.

The current structure of Environment Southland and Invercargill City Council, Gore District Council and

Southland District Council is:

e One Chair and three Mayors

e 46 Councillors

e 11 Community boards across the 3 territorial local authorities comprising 66 members.

A total of 116 elected members across the 4 councils and community boards.



Our proposal is:

e A single unitary authority for the Southland region encompassing the area covered by the current
Southland Regional Authority boundary.

e A Mayor elected at large across the region.

e 12 -16 councillors elected from wards based on the four major rivers in Southland (Freshwater
Management Units) Oreti, Waiau, Aparima and Mataura together with a ward for urban Invercargill
(boundary may need refining). There is an alternative option for an urban Gore ward if preferred.

* An equal number of Councillors elected between Invercargill and the other five wards.

e Local boards, reflecting existing community board boundaries and communities of interest and
providing a local voice and local decision-making.

A single unitary authority creates a single voice for Southland in central government, regional sector and
cross-boundary issues. Maintaining catchment integrity supports both resource management and economic
development outcomes by making the best use of regional resources.

The Southland region is a structure which is familiar to Southlanders and it would be clearer to understand
who to contact for regulatory, planning infrastructure and community matters.

Some preliminary work indicates that 16 councillors, eight elected from urban Invercargill and eight elected
from the remaining five wards, provides for the requirements in the Local Electoral Act 2001 of fair and
effective representation of electors to be met.

There would not be a need for joint subcommittees. Council will be able to review its framework of
committees and CCOs.

Trade-offs and Risks

The only significant trade-off for consideration in relation to simplifying Local Government is the lack of
support from Southland District Council. Should the proposal proceed, this would need to be carefully
managed through the transition process. There are minor potential impacts on neighbouring Councils in
Otago which are discussed further below.

A related implementation risk is that the wider community may remain divided between a one-unitary
model and a two-unitary model, particularly if some communities or councils continue to support a
different structure. This should be acknowledged directly and managed through clear evidence about why
regional functions and catchments are best kept whole, meaningful local board arrangements, transparent
delegations and funding, continued engagement with affected communities and a transition process that
builds confidence that local identity and local decision-making will not be lost.

Still to be worked through...

Following the submission of our outline proposal as part of the work Council intends to continue
conversations with the southland region community about:

® The numbers of councillors and potential boundaries of wards from which they will be elected.
® The number and boundaries of local boards and number of members of each local board.
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Assessment Criteria: Economies of Scale

High level financial modelling suggests the proposed amalgamation will provide value, with estimated
savings of 3.4% to be realised from 2034 onwards over the current arrangements — representing an annual
saving of $9.8 million from 2034 onwards. Total transition costs of $23.5 million have been forecasted, to
be incurred starting from the 2028/2029 financial year. Transition costs are expected to be ‘front-loaded’
with a greater cost incurred in earlier year. As a result, the first projected year of break-even is 2033.

A financial model has been commissioned by Environment Southland with the results published publicly
in June 2026. The model projects that there will be a saving of 8% across corporate overhead costs,
representing total corporate overhead savings of $30.8 million through to 2034. The model additional
predicts that there will be a saving of $15.7 million on core council services, representing an additional 2%
saving across core services for the three existing territorial authorities.

Regional and Infrastructure Planning

The proposal supports regional planning, economic development, and land and public transport planning,
as all these items are already coordinated or delivered for the region as a whole. Coordination costs for
economic development, regional spatial and climate change planning will be reduced.

Combined procurement, integrated network management and improved ability to attract talent and
invest in data are forecast to make improvements and efficiencies to asset management and investment
outcomes. Southland has one of the largest roading networks in the country and as a result, asset
management improvements will have a significant potential impact.

Catchments would remain whole under the proposal, the catchment management liaison committees sit
within the regional boundary and it is proposed that these groups would continue unchanged.

Integration of functions

Territorial authorities and regional councils bring different but complementary strengths to a unitary
model. Territorial authorities are often closest to local place-based services, housing, growth, infrastructure
provision and community facilities, while regional councils hold specialist responsibilities for environmental
stewardship, natural resource management, catchment management, environmental monitoring, flood
resilience, biosecurity and regional-scale planning. Bringing these functions together within a single
organisation creates an opportunity to better balance development, infrastructure, local services and
environmental outcomes, provided the design protects both local voice and the specialist regional
capability needed for effective environmental stewardship.

Efficient service delivery

A unitary authority serving a population of over 100,000 will be of a size of enable efficient delivery of
services which are currently outsourced often at higher cost via contracts with third party suppliers. With
increased scale, there is the potential to facilitate some activities to be managed in-house. This includes
parks and reserves operations and roading planning and coordination, and some aspects of delivery, with
the details to be determined during transition.
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Detailed analysis needs to be completed if the proposal progresses and the work completed by the Local
Government Commission may provide key areas to be considered.

Economic development is already delivered at a regional level, with some potential for some efficiencies
through integrating this structure more closely with the unitary authority.

There are opportunities for innovation, particularly through explore the opportunity for scientific and
technical staff to be housed within a Takiwa-wide council controlled advisory function. Council would
support innovative flexible employment practices to support employees to live throughout the Takiwa,
including Southland rather than being centralised.

Additional benefits

Regional economic development will be supported through enhanced and streamlined regulatory services
and integrated catchment management. Growth is forecast to be supported under the model, if funding
mechanisms can be aligned to ensure that Local Government is in the position to be able to make the
appropriate infrastructure investment and provide the community facilities needed to attract and retain a
skilled workforce.

Rates

Any future amalgamation will require a full rating review to ensure that future rates continue to be levied in
accordance with the Local Government (Rating) Act 2002. Significant differences exist in the Rating Policies
of the existing local authorities.

Invercargill City Council sets general rates based upon a rate in the dollar on capital value, combined with
a uniform annual general charge. Differentials are applied to different land use categories. Targeted rates
are applied for the provision of community board services, the city-centre coordinator Rate, transportation,
stormwater drainage, water and wastewater.

Southland District Council, while also applying a general rate in the dollar based upon capital value,

and a uniform annual general charge, levies a significantly broader range of targeted rates to reflect the
differing activities and levels of service provided across the wider Southland District. Such examples include
targeted rates for community boards (urban, semi-urban and rural), roading, community facilities, rubbish
bin collection and the Te Anau Airport Manapouri targeted rate.

Gore District Council also applies a wide range of targeted rates, although not to the same extent as
Southland District Council.

Environment Southland also sets general rates based upon a rate in the dollar on capital value, combined
with a Uniform General Charge, and has a number of targeted rates. As Environment Southland are rating
across the district, land and capital values are calculated on equalised values. Equalisation is required
because each of the other Councils revalue once per annum on a 3 year rotational basis. The equalisation
value is provided to us by QV and reflects what values would be if all 3 Councils had QV revaluations done
at the same time. Environment Southland's targeted rates are its Flood Infrastructure Investment rate
(levied on the basis of the capital value of rateable land), River Management Rate (also levied on the capital
value of rateable land), Rabbit Control Rate (set on land greater than 4 hectares in certain locations and
levied per hectare), a separate Wairau Rating District scheme (levied on the capital value of land) and Land
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Drainage Rates (levied per scheme on a per hectare basis in some cases and on the capital value of land in
others).

The ultimate rating structure would be designed to enable items delegated to Local Boards to be funded
by the community of interest represented by the Board. This approach is intended to ensure efficient
delivery of financial and planning functions while enabling local democratic mandate. Local Boards would
have the flexibility to request additional funding to meet extraordinary circumstances.

An up to ten year harmonisation phase would be utilised to reduce significant changes to rating impacts on
particular communities, with the final term agreed by the transitional board, based on principles of equity
to be agreed by the transition advisory group. It is expected that a greater impact may be observed in rural
communities particularly in the Southland District and Gore District which currently pay a higher proportion
of targeted rates and the length of time for the harmonisation will be agreed to mitigate this impact.

Debt management

It is proposed that the treasury function would be centrally managed through the unitary council and all
CCOs. The increased size of the entity, along with the increased debt book and consolidated revenue
would provide an opportunity to bring the treasury services in-house and offer efficiency savings on
consultancy costs.

An amalgamated council will provide an opportunity for increased debt headroom to support a greater
magnitude of capital expenditure and renewals. An increase in debt headroom will provide greater
resilience in the event of a natural disaster or emergency, improving the debt profile of the organisation.

It is proposed that for the initial transitionary period, existing debts and the associated interest cost could
be ringfenced to particular communities and/or projects with which the debt is associated. The servicing of
interest expense could be levied through targeted rates based upon the source of origination of the debt.
As noted, a transitionary period is suggested, based upon the estimated useful life of the associated asset.
Following the expiration of this transitionary period, the relevant debt will be absorbed into the wider
unitary council for funding purposes. Ten years is suggested as the period for debt harmonisation. Debt
costs for local community assets within the remit of the local boards would remain funded locally.

Financial Impacts

The One Southland model is predicted to achieve annual operational savings of $9.8 million from

2034 onwards - equating to an annual saving of 3.4%. Cumulative savings to 2034 (taking into account
amalgamation costs) are expected to be $23.0 million. These savings are expected to be achieved through
an 8% saving in corporate overheads across all four local authorities and a 2% saving across core council
services at the three existing territorial authorities.

It is assumed that the full capital programmes of all four current local authorities will continue, so no
savings are expected to be realised in capital expenditure or depreciation. However, it is expected that
over time that there will be savings to be realised from more efficient asset management and procurement.
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The three territorial local authorities are all running an unbalanced budget for the 2026/2027 Financial
Year. As a result, it can be assumed that there is an element of debt funding being applied to operational
expenditure. Therefore, any forecast savings in operational expenditure will have a positive impact upon
debt levels and subsequent interest expense.

It is proposed that the shareholding of all relevant Council Controlled Trading Organisations and
subsidiaries remain within the four councils until a successor holding company is established. This will
include but not limited to the following organisations:

e Invercargill City Holdings Limited
e Invercargill Airport Limited
e South Port New Zealand Limited

e Electricity Invercargill Limited (whilst not a CCO or CCTO, this entity is a subsidiary of Invercargill City
Holdings Limited)

e The trading activities of Southland Regional Development Agency Limited (trading as Great South)

This approach would also apply to non-trading CCOs:

e Te Kupeka Tiaki Taoka Southern Regional Collections Trust
e Bluff Maritime Museum Trust

e Invercargill City Charitable Trust

e Milford Community Trust

It is worth noting that there are likely to be further potential savings from a Takiwa-wide “centre of
expertise” model proposed by Ngai Tahu. In addition, it is believed that the model likely under-represents
the potential efficiencies which can be achieved from region-wide asset management and enhanced
procurement practices, noting the further flow-on benefits to the wider market of a more skilled resilient
contractor market.

The historic funding agreement for the electricity provision within the Gore urban area “the penny per
unit” will continue, covering the same area as present.

Sources of efficiencies

There are opportunities to explore centralised services and efficiencies across the majority of Council
activities.

At a high level the areas where efficiencies can be found are:

e Efficiencies in planning and procurement of infrastructure asset management which can be achieved
through network level management and improved contract scale and management processes, with the
strategic opportunity to build the resilience of the contractor market enhancing delivery and ability to
service other commercial operations and industries new to the region.
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e Shared head office facility for those areas already housed in Invercargill (Invercargill City Council,
Environment Southland and Southland District Council) noting that Invercargill City Council has just
entered into commercial arrangements for development of a scalable head office which will speed up
this process and along with the maintenance of a potential satellite office in Gore.

¢ Information technology hardware, software and support, noting that Council’s Enterprise Management
technology change programme will enable an efficient on-boarding and harmonisation of software and
systems processes as the Councils come together.

e Corporate services such as Finance, Human Resources, Training and Development, Legal, Information
Services and other corporate departments, with opportunities to consider how some of these, along
with technical and scientific services may be provided more efficiently at a Takiwa level.

e Streamlining of front facing services and processes involving residents, developers, customers of
Councils.

e Potential revenue from sale of surplus assets.

e Activities which are currenting contracted to third parties, with scale and improved ability to attract
talent creating potential to in-source these reducing consultant overhead.

e Support for a more efficient and enduring partnership relationship with Mana whenua than is possible
through four separate agencies.

e Reduced audit fees and other corporate oversight overheads (for example internal audit functionality).

Activities which already are provided via a shared service model such as emergency management, regional
development and solid waste may not create large savings but there will be some efficiencies in terms

of time and resources needed to manage the joint committee, joint shareholding and other governance
structures.

Over time there would be harmonisation of levels of service through the corporate planning process.
Those communities which wished to have an enhanced level of service for community facilities and local
services would have the ability to raise funds for these locally.

Areas which need to be reviewed and clarified as to whether there will be any efficiencies are:

e Governance — due to the geographic distance and need to support a range of local boards to provide
for local voice

e A review of the Water in-house entities that ICC and SDC operation of which will be harmonised,
which may include implementation of a CCO and to also include reconsideration of the benefits of the
whole region joining the Southern Waters CCO, noting the option that waters services for the Gore
area remains separate and delivered by Southern Waters, which is the preference of the Gore District
Council.

Potentially, one Unitary Authority would provide a better workforce opportunity within the Local
Government sector in Southland. With more career options, greater scale of role at a regional level and
scope to bring functions back in house, this is a more sustainable model compared to the current situation
of staff moving between entities to do the same job leaving gaps in other entities.
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Trade-offs and risks

A unitary authority will achieve economies of scale which must be balanced by implementation of
appropriate structures to maintain the local voice. The recommended structure of local boards will require
appropriate resourcing through planning and governance support to enable them to function effectively.
The recommended funding approach for Local Boards is intended to enable representation of local voice
while still achieving economies of scale.

There are a number of skills shortages within the region which are expected to be eased through this
process. This also provides the opportunity to enhance the local workforce so there is greater scale and
opportunities to retain talent. Equally, due to shortages across the workforce nationally, it is likely to mean
that in some areas efficiencies may be lower as a result of roles being unfilled or under-resourced.

Still to be worked through...

More accurate assessment of the time and cost to centralise Information Technology, shared services and
asset management and corporate functions, along with more accurate forecasts for associated period of
realised benefits. This is likely to have a significant impact given the forecast amounts involved.

e Detailed review of organisation charts, employment contract provisions and other financial factors in
order to fully assess the benefits and potential savings associated with staff costs.

* Impact of talent management over a period of uncertainty.

* Impact of redundancies in Invercargill area.

e Details of harmonisation approach for rating and debt management across the region.
e Appropriate design and scope for the new entity’s Holding Company.

e I|dentification of surplus assets and forecast revenue from disposal.

e Details of Local Boards delegations and funding requirements.
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Assessment Criteria: Maintains Local Voice

Election of representatives

It is proposed that Councillors would be elected via wards. Local board members would be elected from
local board areas, with a Councillor also in place from each ward. This would maintain consistency with
how we elect representatives now, with the exception of elections for regional councils. Feedback from
consultation supported that maintaining a local voice was critical especially in rural areas.

Representation for communities

Communities would be represented both by councillors from wards and local boards elected across the
whole of the district. Local boards would ensure a strong local voice, representation and decision-making
for communities of interest.

The proposal includes a structure of local boards across the whole of the Council area. It is envisaged that
given the geographic spread of local communities and distances between them a larger number of local
boards would be required than the number of wards proposed. There are nine community boards in the
current Southland district council area and one each in Gore and Invercargill. Incorporating as many of the
current community board areas in a new local board structure would give a sense of familiarity and enable
continuity of relationships with groups and organisations on the area. There is the potential to refine this
over time.

To assist in the relationship between the governing body and Local Boards Council would be seeking in
legislation, the ability to appoint Councillors to the local boards. This is seen as critical in strengthening
the relationship between the governing body and the Local Board and establishing and maintaining links
between local communities in the board areas and the governing body.

Local Boards roles and powers are set through legislation with specific decision-making responsibilities to
be reviewed by Council. This provides a structured governance framework which gives the community
greater comfort that a local decision-making approach is stronger and has greater permanence than a
system of Community Boards which can be reviewed and removed through the representation review. The
roles and responsibilities of the governing body and local boards will be more clearly set out and easier to
understand by the public.

Roles and responsibilities
As a starting point the proposed breakdown in responsibilities is proposed.
Responsibilities for Council could include:

e Planning and regulation, with decision making structures to support separation of regulatory
functions.

e Infrastructure including transport planning.

e Infrastructure asset network management and delivery.
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e Economic development.

e Environmental management (regional).

* Emergency management.

e Use of natural resources and marine issues.

e Council-controlled organisations.

e Risk and assurance, including overview of procurement.

e Service delivery, with a general principle of harmonised levels of service and consistent delivery
mechanisms, noting the specific importance which Gore District Council places on this in the context
of roading, with the ambition to achieve this within five years in comparison to the Southland
District.

Responsibilities for the local boards could include:

e Adopt a Local Board plan.
e Together with the governing body set a Local Board agreement and annual budgets.

* Make decisions on local matters including local events, parks and reserves, playgrounds, community
centres and community programmes.

e identify and communicate the views of local people on regional strategies, policies, plans and
bylaws.

e communicate with community organisations and special interest groups within their Board area.
e consider and report to the Council on any matter of interest or concern to the Local Board.

e |ocal response and emergency preparedness.

Iwi/ Maori participation in decision making
Ngai Tahu ki Murihiku have helped shape this proposal.

The Council supports working collaboratively with Ngai Tahu ki Murihiku through the detailed design phase
to strengthen partnership arrangements within the future local government system. The reform process
provides an opportunity to establish consistent and enduring partnership arrangements across any new
authority structure. The detailed design phase will also identify whether broader iwi engagement is needed
on matters of national significance. Any such engagement would be undertaken without predetermining or
characterising iwi interests, rights, or statutory responsibilities. Council would work with Mana whenua in
determining appropriate governance structures through the transition.

Trade-offs and risks

The most significant risk is that local communities feel that they do not have the most appropriate level of
delegation for decisions. This has been the primary focus of community discussion and concern with a One
Southland Unitary Authority Model.
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The community has provided feedback on proposed areas of decision making as part of the Local
Government Commission process. Feedback included in a survey conducted by the Local Government
Commission indicated 41% of respondents thought that community services noted above should be
decided upon in their local neighbourhood or town, with a further 20 % being delivered in their wider local
area.

The proposed Local Board structure is designed to address this risk. The current Local Government Act
2001 provides for greater delegations to Local Boards than community boards which are more advisory in
nature and delegations are at the behest of the Council. There is, of course, a trade-off that this structure
comes with increased governance, planning and administration resources for each local area. It is intended
to operate a harmonisation pathway to enable delegations to be refined over time as communities become
used to the new structure to ensure efficiencies are achieved as modelled.

Still to be worked through...

e The number and boundaries of local boards and number of members of each Local Board.

e If the draft proposal is accepted, it is Council’s intention to work with the other councils and
communities to draw up the local board boundaries and discuss the number of representatives
required and areas of local decision-making.

e Clarification of the roles and delegations for Local Boards.

e Details of rates harmonisation and funding arrangements for Local Boards.
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Assessment Criteria: Deliverability

Implementation
Governance and oversight would need to be established for the transition phase.

Proposed Transition Governance Structure

Proposed Advisory

Transition Board Joint Committee

To include e  Mayor + 1 delegated

- 1 Mayor nominated by the Council member from
Advisory Group to represent each TLA .recommended
local government voice to be Chair of

R lat C itt

- 1 additional Council elected eg.u atory om.ml e'e
representative from either * Reglo.nal Council Chair
rural/urban depending on Papatipu Rl{naka
Mayor appointment representatives

-1 Mana Whenua . Risk and Assurance
representative nominated Independant Member
by Ngai tahu ki murihiku ¢ Department of Internal

- 3 independent Affairs member
representatives with the e 1 MCERT DIA advisory

following skills: legal,
financial (mergers and
acquisition) and local
government governance.

- 1 MCERT DIA advisory

Transition Team

Staff from Council teams

to include Governance,
Planning, Finance, People
and Culture and Information
Services representatives

There will need to be clear direction from Government on the transition body’s decision-making authority.
It is noted that any independent members would be impacted by the current direction by Government to
limit decision making for those members via the Local Government (Systems Improvements) Bill.
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Underneath this transition governance structure would be key operational staff from each Council,
seconded to analyse, investigate and bring to life the operations of the new Unitary Authority. They would
report through to a central senior leader and would report to the transition board regularly with a detailed
transition plan for adoption by August 2028. To maintain services, these staff would need to be funded so
their roles can be back filled.

A dedicated service-continuity workstream would sit within this transition structure. Its role would be to
protect core operational services, including flood warning, incident response, biosecurity and catchment
operations.

Similar to the transition plans linked to Local Water Done Well, it is proposed that this transition plan would
be completed before the 2028 Election cycle and mahi would continue post the election. It would be
proposed the search for a Chief Executive to lead the new Unitary Authority would begin in May 2028 so
they are established immediately post the election. During detailed design, there will be a need to review
all current CE contracts to limit additional expenditure or contract issues.

Timing

The diagram below outlines the mahi that will need to run in parallel to enable the change for November
2028.

The timing to complete this mahi is ambitious and likely to require external funding support as noted
below.

A phased transition to establish One Southland as a single Unitary Council

Indicative programme aligned to the Head Start pathway, with transition governance established before Christmas 2026.

Milestona W iy H2 2026 H1 2027 H2 2027 H1 2028 H2 2028 H1 2029

Proposal and One Southland proposal submission
Government decision and MCERT assessment

Government decision full operational readiness.
Day two occurs once
service delivery, funding,

staffing and operational
Enabling legislation Policy and Bill drafting Select Committee and passage arrangements are fully

Bill introduced Act and Orders made transformed to One.
Southland.

Transition continues to

lished before Christmas 2026
Transition governance

Detailed transition plan Day 1 readiness
approved confirmed
Organisation and
service intergration
Interim Chief Executive
appointed
) Nominations open
Representation,
remuneration and elections
Inaugural election
(Oct 2028)

Financial and » ) )
N - Rates, revenue and debt transition design Enhanced annual plans and transition budgets
planning transition

Rates harmonisation pathway adopted

National direction and regional spatial work

Planning system reform Southland regional spatial planning and combined plan transition  Local / catchment planning integration and plan transition

Enabling planning Planning legislation
decisior med transition complete

Indicative timing only; 3 d transition
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Trade-offs and risks

Contracting the transition period creates risks for system and process failure which could impact levels of
service and realisation of long-term savings.

Careful management of the transition process will be required in order to maintain corporate and
community knowledge and avoid embedding rural/ urban division.

There is significant risk of loss and challenges with attracting talent which may impact services.
Still to be worked through...

e Assessment of time and cost to centralise information technology.
e Talent management over a period of uncertainty.
e Redundancies in Invercargill area.

¢ Risk that Elected Members will create a governance issue if they cannot reduce services which are not
economic i.e. halls and bridges, offices, libraries etc.

e Community resentment — the reality is there are a lot of uneconomic and inefficient activities that need
to be removed, it is unlikely a new entity will want to allow this and it will continue to be a drain on
ratepayers.

e Rating is varied across the Councils, the administration required to keep this all working.

Further, over the detailed design phase, the following opportunities exist

* Some activities of Council could be identified as moving to one Authority in 2027 rather than wait.
e Head Office accommodation options due to an existing co-location project between ES and ICC.
e Standardisation of Governance processes and procedures.

e Alignment of Procurement and Information Technology functions, with an agreement of IT procurement
in line with the harmonisation pathway benefitting from the ICC IT change programme.

e Enable a regional People team to manage FTE, contracts and salary spend with a temporary pause in
recruitment during the transition phase.
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Interactions with other Local Government programmes

Local Water Done Well

Southland District Council and Invercargill City Council have both opted to operate enhanced in-house
services. Gore District Council has chosen to provide water services through Southern Waters Limited.

The new unitary authority would need to determine a harmonisation pathway for management of water
within the Invercargill and Southland Districts which have different operations based on the different urban
network and rural dispersed system models. It would be a choice for the new entity and other successor
organisations within the Otago area whether to make changes to the delivery of services within the current
Gore District area, noting the preference of the Gore District Council to remain within the Southern Waters
CCO and that the rest of the region joining this wider CCO will be considered during the transition phase.

City and Regional Deals

Southland has submitted a joint regional deal focused on housing, energy, workforce development
transport and roading infrastructure. An outcome on this has not yet been received but all of these items
could be delivered at a regional level by a new unitary authority. We would look to expand on this and look
forward to exploring this further with Government following the proposal.

Proposals for Government support for Implementation

Transition advice and support
Provision of a DIA/MCERT advisor for the Transitional Joint Committees for the process.
Statutory relief

e To reduce complexity and achieve value for the community it is proposed that the Government provide
statutory relief to enable Councils to focus on implementing a successful transition. It is proposed that
this include (for the period of the transition only):

* A pause to any further changes to Local Government and Resource management reform, other than
that required to enable the transition, with a request for a lengthening of regional spatial planning
timeframes to enable smaller communities, including Gore, to participate fully where there are
resource constraints.

e Forego Representation Reviews separate to transition process.

e Forego audit for the Long-term plans, delaying audit for review of the new entity's transitional annual
plan, with request that Government consider broader relief of Long-term planning requirements while
maintaining the robust integrity of the planning process to support transition.

e Delay rates capping implementation until Year 3 of the new organisations Long-term plan allowing
time for benchmarks to be set and approve transitional costs to be excluded from rates capping
formula.
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Funding - Transition

Funding to support back-filling of roles and for expert advice on matters such as rates harmonisation or
asset management integration is requested.

System transition and staff restructuring are seen as significant activities which cannot be resourced based
upon existing funding levels. Funding is requested to support the planning, mobilisation and fulfilment of
these activities to an effective level that ensure that forecasted cost savings are realised.

Roading

It is important that the different needs for funding of roading across different areas is honoured through
this process. The current FAR structure of 61% funding for the Gore district area, 55% for Southland
District area and 51% for the Invercargill District area should be protected.

Host Region Benefit Framework

This proposal seeks to explore new funding mechanisms for the new unified council that better recognise
the region’s contribution to New Zealand'’s prosperity. These could form part of future region/ city deals.

Southland hosts nationally significant assets and industries that generate substantial national economic
benefits, including some of New Zealand's most productive farmland, the Manapouri hydroelectric
scheme, Milford Sound/Piopiotahi, Tiwai Point aluminium smelter, as well as significant opportunities

for future investment in renewable energy and hi-tech and the largest identified industrial land zone for
development just south of Invercargill. While the benefits of these assets are shared nationally, many of the
environmental, infrastructure and growth pressures are experienced locally and are currently funded largely
through rates.

It is proposed that through the detailed design phase that the Government work with Southland to
develop a Host Region Benefit Framework, enabling a proportion of the value generated by nationally
significant infrastructure and destinations to be reinvested in the communities that host them. This could
include mechanisms such as sharing a portion of Crown dividends from state-owned enterprises, allocating
a share of tourism concession or visitor levy revenue, mineral extraction royalties, GST for new buildings,
or establishing nationally consistent host community dividend arrangements for major new developments.
Other options could include relief of GST on rates and distribution of a portion of RUC, FED and other
relevant tax revenue for roading investment. Such an approach would recognise that regions enabling
national prosperity should share fairly in the long-term benefits they help create.

Revenue generated through these mechanisms could be invested in priorities that strengthen both the
region and New Zealand, including transport and community infrastructure, housing to support workforce
growth, and economic diversification, flood resilience, freshwater and biodiversity restoration and climate
adaptation. This is not about imposing additional burdens on investment, but about creating enduring
partnerships that ensure nationally significant development delivers lasting benefits for the communities
and environments that sustain it.

As New Zealand seeks to unlock economic growth through renewable energy, strategic infrastructure and
export industries, Southland provides an opportunity to pilot a new model of regional fiscal empowerment.
A unified council would provide the scale, capability and accountability needed to negotiate, administer
and invest these funding streams strategically, ensuring that the benefits of nationally significant assets are
shared more equitably while reducing long-term reliance on property rates.
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Ngai Tahu Partnership and Existing Iwi Relationship
Arrangements

Ngai Tahu ki Murihiku have helped shape this proposal.

The Council supports working collaboratively with Ngai Tahu ki Murihiku through the detailed design phase
to strengthen partnership arrangements within the future local government system. The reform process
provides an opportunity to establish consistent and enduring partnership arrangements across any new
authority structure. The detailed design phase will also identify whether broader iwi engagement is needed
on matters of national significance. Any such engagement would be undertaken without predetermining or
characterising iwi interests, rights, or statutory responsibilities.

Through the detailed design stage Council will work with Papatipu Rinaka to uphold Treaty obligations,
existing Charter arrangements, and enduring partnership with Ngai Tahu ki Murihiku.

Impact on Councils not included in the model
There are only minor impacts on Councils not included, primarily in the following areas:

e  Clutha District Council — A negotiation would be opened as to whether there was support for
communities of interest including Tapanui and Clinton to join this proposal.

e Central Otago, Clutha and Waitaki Councils in the Southern Waters Done Well Joint CCO, it is
proposed that this water arrangement continue but that the future unitary authority may choose
with partners to develop a CCO, bring waters in house or another arrangement to service the water
services functions for the current Gore District.

e Councils for whom Invercargill City Council delivers services on behalf, it is proposed these services
arrangements continue until such a time as the supplied Councils wish to amend the arrangement
(Clutha Council).

e Shared strategic transport planning for the Southland-Otago region would continue governed by the
successor organisations.

e The Te Roopu Taiao arrangement with the Otago Councils continue with the successor Councils in a
similar form or another form preferred by Ngai Tahu ki Murihiku.

The proposal covers the whole region so it is not considered at this time that other Councils would join the
arrangement, although of course further amalgamation remains a possibility.
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Conditions

Gore District Council have reserved the right to exit the Head Start proposal upon the modelling
completed by the Local Government Commission, especially in the eent where there is a net negative
rating impact for Gore District ratepayers over the next ten years.

Invercargill City Council have noted that the submission of the outline proposal does not constitute
approval of any final reorganisation proposal, and that Council reserves its position pending completion of
detailed financial, representation, legal and community analysis.

Supporting Information

The following supported information is appended:
Letters of support
Environment Southland, The Southland Amalgamation Model, 2026

Contact information

For more information, please contact

Michael Day, Chief Executive
Invercargill City Council
Michael.day@icc.govt.nz
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