
 

 

 
 

I, Matthew Lawson, Tumu Whakarae | Chief Executive, hereby give notice that 
an Extraordinary Meeting of Council will be held on: 

 

Date: Tuesday, 21 July 2026  

Time: 11.00am 

Location: Council Chamber, Wairoa District Council, 
Coronation Square, Wairoa 

 

AGENDA 
  

 

Extraordinary Council Meeting 
 

21 July 2026  
 

 

MEMBERSHIP:  His Worship the Mayor Craig Little, Cr Benita Cairns, Cr Jeremy Harker, Cr Roslyn 
Thomas, Cr Michelle Tahuri, Cr Trevor Waikawa, Cr Sara Bird 

 

The agenda and associated papers are also available on our website: www.wairoadc.govt.nz  

 

For further information please contact us 06 838 7309 or by email info@wairoadc.govt.nz  

 

http://www.wairoadc.govt.nz/
mailto:info@wairoadc.govt.nz
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1 KARAKIA 

2 APOLOGIES FOR ABSENCE 

3 DECLARATIONS OF CONFLICT OF INTEREST 

4 PUBLIC PARTICIPATION 

A maximum of 30 minutes has been set aside for members of the public to speak on any 
item on the agenda. Up to 5 minutes per person is allowed. As per Standing Order 14.14 
requests to speak must be made to the meeting secretary at least one clear day before 
the meeting; however this requirement may be waived by the Chairperson. 
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5 GENERAL ITEMS 

5.1 SIMPLIFYING LOCAL GOVERNMENT - HEAD START PATHWAY 

Author: Juanita Savage, Chief of Operations 

Authoriser: Matthew Lawson, Tumu Whakarae | Chief Executive  

Appendices: 1. Draft Report   
2. Community Engagement Analysis   
3. Decision Flowchart    

  

1. PURPOSE 

1.1 The purpose of this report is to consider whether Council should consider local 
government reform as part of the Head Start reform process and if so, what sort of 
reform is to be pursued. 

RECOMMENDATION 

The Chief of Operations RECOMMENDS that Council resolve not to participate further in the Head 
Start process. 

 

 

EXECUTIVE SUMMARY 

The Purpose of Local government as provided in section 10 of the Local Government Act 2002 
(the Act) is: 

(a) to enable democratic local decision-making and action by, and on behalf of, 
communities; and 

(b) to promote the social, economic, environmental, and cultural well-being of 
communities in the present and for the future. 

Section 11 of the Act provides that it is the role of local authorities to give effect to this 
purpose and perform the duties and exercise the rights conferred by the Act or any other 
enactment. 

Current Government policy is foreshadowing the most significant programme of local 
government reform since 1989.  The Government's Head Start Pathway for local government 
reform was launched on May 5, 2026. It provides a “voluntary” fast-track framework for 
councils to propose their own amalgamation and structural changes, such as forming larger 
unitary authorities.   

As part of this launch, local councils that elect to enter into the Head Start process are given 
until August 9, 2026, to submit their outline proposals to the government. Councils that do not 
opt into this process or fail to reach an agreement will potentially face compulsory 
restructuring after the 2028 local elections. 

The Wairoa District Council recognises that local government reform should focus on how the 
purpose of local government, democratic local decision-making and action by, and on behalf 
of, communities; might be better achieved.  Governance reform should extend beyond 
structural change and consider how local government can strengthen democratic leadership, 
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collaboration, resilience and long-term community wellbeing. Contemporary policy discussion 
highlights principles including subsidiarity, communities of interest, collaborative governance 
and local democratic accountability as important considerations for future governance 
arrangements.  Wairoa District Council supports governance arrangements that are lawful, 
promote the purpose of the Act, and reflect the district's unique circumstances.  

New Zealand's system of local government is potentially entering a period of significant 
transformation. Alongside reforms to the resource management system, infrastructure 
funding, water services and climate adaptation, the Government has also initiated the Head 
Start Pathway as part of its Simplifying Local Government programme. 

The Head Start process invites councils to develop locally led proposals for future governance 
arrangements rather than relying on current legislated processes solely on centrally 
determined restructuring via a “backstop” process after 2028. There is currently no statutory 
basis for either the Head Start process or the Backstop process. 

For Wairoa District Council, the Head Start Process potentially presents an opportunity to 
examine how local government can better support democratic leadership, integrated planning, 
economic development and community resilience for Wairoa and it's affected communities. 

2. BACKGROUND 

2.1 On 5 May 2026 the Minister of Local Government announced a “Head Start” process 
whereby Local Authorities representing a majority of Authorities within a region or the 
majority by population could submit proposals by 9 August 2026 for a fast track form of 
local government reform amalgamating two or more local Authorities. 

2.2 Fast track proposals that were acceptable to the minister would then be formulated into 
final proposals for amalgamated entities to come into effect following local government 
elections in 2028. 

2.3 For local authorities electing not to participate in the Head Start process, it is proposed 
that those authorities would be subjected to some form of compulsory reorganisation 
following the 2028 Local government elections. 

2.4 These reform processes do not reflect the legislated processes necessary for local 
government reform but rather have been “introduced” as a matter of Cabinet policy. 

2.5 In good faith Council entered into a Memorandum of Understanding (MoU)with the 
Central Hawke’s Bay District Council, Hastings District Council and Napier City Council 
with a view to exploring possible options for local government reform.  

2.6 In furtherance of the MoU, Lawrence Yule and Wayne Eagleson (the Facilitators) were 
engaged to facilitate discussions and develop options for discussion between the parties 
to the MoU.   

2.7 The outcome of the initial meeting between the Facilitators and Wairoa District 
Councillors, a strong preference was expressed for one option for consideration was the 
possibility of a standalone Unitary option for Wairoa District. This option was ultimately 
excluded by the Head Start criteria which excluded the possibility of a single local 
authority putting forward an option to become a standalone unitary authority. 

2.8 The facilitators worked with the Hawke’s Bay Interim Regional Office in developing draft 
indicative proposals and a draft report on Options for Wairoa to consider and a copy of 
the draft  report is attached as Appendix 1.  This report has been prepared on the basis 
that Council’s preferred option is for the establishment of a Wairoa Unitary Authority but 
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that this option does not align with Central Government’s model, that Council resolves to 
participate in the Head Start process.  Council needs to decide whether this draft report 
reflects Councils position. 

2.9 The options ultimately developed pursuant to the MoU for consideration by the Hawke’s 
Bay local authorities focused on two options. A single unitary authority combining all 
four territorial authorities or a two unitary authority option dividing Hawke’s Bay into a 
northern unitary authority and southern unitary authority divided along the Tutaekuri 
boundary. 

2.10 Given the importance of the issues and notwithstanding the compressed timeframes., 
Council embarked on extensive community engagement process presenting four options: 

2.10.1. A single Unitary Authority for Hawke’s Bay 

2.10.2. A two Unitary authority option North and South of the Tutaekuri river 

2.10.3. A standalone unitary Authority for Wairoa District whereby Wairoa District 
Council would absorb existing Regional Council functions, acknowledging that this was 
not allowed under the Head Start process. 

2.10.4. An amalgamation with Gisborne District Council 

2.11 The Wairoa District Council has been engaging with its communities regarding the 
Simplifying Local Government Reforms and the Head Start Process.  

2.12 Council initially met with Tātau Tātau o Te Wairoa, Ngāti Pāhauwera Development Trust 
and Wairoa Taiwhenua on the 26th of May to outline the reforms process.   

2.13 Council then undertook a community engagement programme across the district to 
consult with its affected communities about the Simplifying Local Government Reforms 
and the Head Start Pathway.  This engagement comprised nine face to face community 
meetings between elected members and staff undertaken from June 22 through to July 
10, 2026.  

2.14 Meetings were held throughout the district, including Wairoa Township, Mahia, Nūhaka, 
Frasertown, Raupunga, Tuai, North Clyde, Ruakituri and a meeting with members of Age 
Concern.   

2.15 In addition Council undertook an online survey which elicited additional online response 
and comment.  

2.16 An analysis of the Community Engagement Analysis and the feedback gathered is 
attached as Appendix 2. 

3. ANALYSIS 

3.1 The analysis of options involves a series of permutations, some of which are dependent 
upon the preferences and/or decisions of one or more of the other Hawke’s Bay 
communities and Councils.  We have the benefit of knowing the decisions and directions 
taken by all other Hawke’s Bay Councils. All three of our neighbour councils have decided 
to pursue a single unitary authority for Hawke’s Bay.  

3.2 However Council needs to make it’s own decision on behalf of the Wairoa community, 
while also recognising and considering where Wairoa sits in the wider Hawke’s Bay 
context.  In order to assist in Council’s deliberations, we have prepared a decision flow 
chart which is attached as Appendix 3 . 
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3.3 The first question that Council needs to consider is whether Wairoa District Council 
wishes to participate in the head start process.  

3.3.1. Council needs to consider the potential benefits and disbenefits of the head start 
proposals. This should include a consideration of what form of local government 
promotes the purposes of local government 

o democratic local decision-making and action  

o by, and on behalf of, communities 

o promote the social, economic, environmental, and cultural well-being of 
communities in the present and for the future. 

3.4 In terms of democratic local decision making, the feedback of the community 
engagement, the desire to maintain local representation and decision making, the desire 
to preserve Māori representation needs to be considered. 

3.5 Similarly, the making of decisions by and on behalf of communities involves 
consideration of communities of interest, both within Wairoa District and the wider 
Hawke’s Bay, will be informed by the community engagement. 

3.6 Promotion of the “four well beings” requires consideration of the community feedback, 
Councils experience in service of its community and any evidence (if any) that 
efficiencies, cost savings or enhanced service will be achieved through any of the 
proposals under discussion. 

3.7 Many of these questions remain unanswered.  Much of the devil will be in the detail of 
governance structures and how representation is structured. Council needs to consider 
whether it is in a position to enter into a Head Start proposal when those important 
details are yet to be agreed. 

3.8 If Council resolves to not participate in the Head Start process, it is not required to do 
anything further.  There is a possibility that a majority (either by number of TA’s or by 
population) might resolve to pursue an option including an unwilling Wairoa.  Council 
would need to consider its options to challenge such a scenario. 

3.9 There is also the possibility that a majority may seek to establish a three council unitary, 
leaving Wairoa to its own destiny. 

4. OPTIONS 

4.1 The options identified are: 

a. Council needs to choose whether to further participate in the Head Start process by 
submitting a Head Start proposal. 

b. If Council resolves to participate in the Head Start process, Council needs to resolve 
which option is preferred. 

4.2 Council needs to consider the statutory purpose of local government and the feedback 
received through community engagement on matters including: 

• the importance of local decision making with decisions being made close to the 
communities that those decisions affect 

• the importance of Māori representation 

• The importance of local voice and representation  
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• The evidence of centralised decision making consistently failing the Wairoa 
community 

4.3 This is one of the most important and significant decisions that Council is ever likely to be 
asked to make.  Council needs to consider whether the three-month time frame has 
allowed enough time for proper consultation ad engagement with its community and 
whether there has been sufficient time for a proper and detailed analysis of options that 
is commensurate with the significance and importance of this decision. The Head Start 
process was stated to be for Council’s that were ready to move quickly. Is Council in a 
position where it is ready to go and to move quickly toward amalgamation? 

4.4 If Council considers there is merit in participating in Head Start, then it needs to consider 
which option; one or two unitary authorities; is preferred.  Given the decisions of the 
other Hawke’s Bay Councils to proceed with a single unitary authority for Hawke’s Bay, 
the decision on options becomes moot and Council needs to consider whether Wairoa 
District should become part of a single Hawke’s Bay wide unitary authority.  In this 
regard it is noted that there was very limited community support for this option. 

4.5 If Council does not wish for Wairoa to be amalgamated into a single Hawke’s Bay wide 
unitary authority and/or is not in a position to move quickly and having considered the 
matters referred to in 4.2 above, then the preferred option is to withdraw from the Head 
Start process. This contributes to the following community outcomes. 

 

Cultural wellbeing Economic wellbeing Social Wellbeing Environmental 
Wellbeing 

Valued and cherished 
community. 

Strong and prosperous 
economy. 

 

Safe, supported and 
well-led community. 

 

Protected and healthy 
environment 

 

5. CORPORATE CONSIDERATIONS 

What is the change? 

5.1 If the preferred option is chosen then Council will need to implement a plan for the 
undertaking of the relevant functions currently undertaken by the Regional Council. 

Compliance with legislation and Council Policy 

5.2 The preferred option of withdrawing from the Head Start process is consistent with the 
provisions of the Local Government Act which specifies a detailed process by which local 
government reorganisation and amalgamation must proceed.   It is also consistent with 
the Local Government Act provisions relating to decision making. 

5.3 If Council is of the view that the timeframes stipulated for the Head Start process do not 
allow adequate time for community engagement in accordance with Council’s 
Significance and Engagement Policy, then a decision to withdraw from the Head Start 
process is consistent with that policy. 
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What are the key benefits? 

5.4 The preferred option promotes the purpose of local government and will allow Council 
to comply with its obligations under the Local Government Act. 

What is the cost? 

5.5 Costs of all options have never been quantified. 

What is the saving? 

5.6 Savings of the options have not been studied or quantified. 

Service delivery review 

5.7 Withdrawing from the Head Start process will have no effect on current service delivery. 

5.8 Entering into a Head Start proposal could have significant implications for service 
delivery in Wairoa. 

Māori Standing Committee 

5.9 Local government reform and the proposed Head Start process has been referred to the 
Māori Standing Committee and some members have attended community meetings. 

6. SIGNIFICANCE  

6.1 The reform of local government is a highly significant decision. 

6.2 The Head Start process has not allowed Council sufficient time to engage and consult in 
accordance with its Significance and Engagement Policy. 

6.3 The Head Start process involves a significant decision affected all of the resources and 
communities of Wairoa district, including the relationship of Māori to ancestral land, 
water, sites waahi tapu, valued flora and fauna and other taonga.  The process has not 
allowed Council sufficient time to engage and consult on these matters in accordance 
with its Significance and Engagement Policy, or to give effect to the desired “bottom 
line” of ensuring adequate Māori representation and the potential to recognise iwi 
boundaries. 

6.4 It is unclear how the Head Start process will enable the relationship  

7. RISK MANAGEMENT 

7.1 In accordance with the Council’s Risk Management Policy the inherent risks associated 
with this matter are: 

Human Financial Regulatory 

High High High 

Operations Employees Image & Reputation 

High High High 
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Who has been consulted?  

There has been limited, time and information constrained, engagement with the Community 
and Māori via PSGE’s and the MSC. 

Confirmation of statutory compliance 

In accordance with section 76 of the Local Government Act 2002, this report is approved as: 

a. containing sufficient information about the options and their benefits and costs, 
bearing in mind the significance of the decisions; and, 

b. is based on adequate knowledge about, and adequate consideration of, the views and 
preferences of affected and interested parties bearing in mind the significance of the 
decision. 
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