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Waikato Waters Limited  

Shareholder Representative Forum 

Report:   Inaugural meeting of Shareholder 
Representative Forum  

Meeting Date: 28 July 2025 

Prepared by:   Vaughan Payne, Programme Director, 
Waikato Waters Limited Establishment Team 

Endorsed by: WWDW Council CEs  

Purpose 
To enable the Shareholder Representative Forum (SRF), to attend to key matters as provided 
for in the Shareholders’ Agreement (SHA) at its inaugural meeting on 28 July, including the 
approval of the Establishment Budget. 

Recommendation 
That the SRF: 

1. Receives this report 

2. Notes that: 

a. Waikato Waters Limited was incorporated on 24 July 2025 and the SHA was 
signed by all shareholding councils in and around the same date 

b. this is the inaugural meeting of the SRF, the terms of reference for which are as 
set out in Schedule 7 to the SHA (Terms of Reference) and attached to this 
paper for ease of reference as Attachment 1 

c. each shareholding council has appointed the following representative and 
alternate to the SRF: 

Council  Representative  Alternate  

Hauraki District Council  Mayor Toby Adams Deputy Mayor 

Matamata-Piako District 
Council 

Mayor Adrienne 
Wilcock 

Deputy Mayor 
 

Ōtorohanga District 
Council 

Mayor Max Baxter Deputy Mayor 
 

South Waikato District 
Council 

Mayor Gary Petley  Deputy Mayor 
 

Waipā District Council Mayor Susan O’Regan Deputy Mayor 
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Waitomo District 
Council 

Mayor John Robertson  Deputy Mayor 
 

Taupō District Council Deputy Mayor, Kevin 
Taylor 

TBC  

 
3. Appoints from their number an Interim SRF Chair with a view to electing a Chair and 

Deputy Chair at the next SRF meeting, where a paper can be provided in advance and 
more time given to the SRF Representatives to consider in advance and discuss at the 
meeting  

4. Approves the budget for operationalising Waikato Waters (Establishment Budget), 
being the amount of $16,493,000 having regard to: 

a. the agreed Establishment Strategy (Attachment 2) 

b. the breakdown of costs included in this paper which sets out the resources and 
amount required to deliver the plan that has been developed to deliver the 
above strategy (Establishment Plan) 

c. the fact that the Establishment Plan (level 3) has been approved by the WWDW 
CEs1 

d. the findings of the independent review of the Establishment Plan received by 
the WWDW Council CEs which are set out below in this paper (and noting that 
the findings have no bearing on the amount of the Establishment Budget for which 
approval is sought).  For completeness, it is noted that the Establishment Plan is 
being updated to reflect the findings of the independent review and will be 
formally submitted as soon as practicable for adoption by the WWL Board.   

5. Approves the fee range for directors’ fees for the Establishment Board and for the 
Interim Chair to sign documents in relation to board appointments once made. 

Context  
Waikato Water Done Well  

The Waikato is known nationally for its leadership in managing water to help ensure better 
long-term outcomes for the Waikato and Waipā rivers, Hauraki Coromandel rivers and Tīkapa 
Moana/Hauraki Gulf.   

In July 2023, what is now referred to as Waikato Water Done Well was initiated by Waikato Iwi 
Chairs and Waikato Council Mayors2.  From this, the combined forum of Waikato Iwi Chairs 
and Mayors was formed (Joint Forum) and the Waikato Water Done Well programme of work 
was mandated.  Over almost the last two years, councils have reflected on how they can 

 
1 As per (d) below, this is subject to amendments being made to the plan to reflect the findings from the 
independent review but noting that these amendments have no bearing on the Establishment Budget.  
2 This included the Chair of the Waikato Regional Council.  
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strategically approach the delivery of water services to maximise both local and regional 
benefits. 

Concurrently, under Local Water Done Well, all councils in New Zealand were required to 
develop a financially sustainable and regulatory-compliant model for delivering water services 
to their communities. Councils have been encouraged to consider how to meet the 
requirements of Local Water Done Well, including whether creating a jointly owned water 
organisation is the optimal structure for their communities. 

WWDW has attracted national interest as it is the largest number of councils in the country 
working together. In commencing the inaugural SRF it is important to reflect on the journey to 
arrive at this significant milestone. In particular, it is important to recognise the role that 
collective leadership has had in the success of WWDW to date, and that it will continue to be 
important in future. Such leadership has existed at and between all levels – elected members, 
CEs, staff, and the establishment team. 

Incorporation Waikato Waters Limited  

On 24 July 2025, Waikato Waters Limited was incorporated as a limited liability company with 
the following Waikato councils as original shareholders (Shareholding Councils): 

a) Hauraki District Council  
b) Matamata-Piako District Council  
c) Ōtorohanga District Council 
d) South Waikato District Council 
e) Waipā District Council 
f) Waitomo District Council 
g) Taupō District Council  

Establishment of Shareholder Representative Forum  

The Shareholding Councils have approved a constitution and agreed the terms of a SHA dated 
in and around the date of incorporation.   

Under the terms of the SHA, the SRF is established and will operate in accordance with the 
Terms of Reference (as amended from time to time in accordance with those terms).   

The SRF Representative of each Shareholding Council is assumed to be the Mayor, unless the 
Company is notified otherwise in writing.  Each Shareholding Council is also to appoint an 
alternate to the SRF to attend when the SRF Representative is unable to do so. The 
representatives and alternates are as set out under recommendation 2(c) above.  

Matters to be attended to by SRF at the inaugural meeting 
Under the Terms of Reference, the remit of the SRF includes the following: 

1. Electing a Chair and Deputy Chair  

2. Agreeing the establishment funding that each council with an agreed transfer date 
(referred to as Transferring Shareholding Councils) will collectively finance.  

3. Approving the directors' fees range noted in this paper (which will apply also to the 
Establishment Board), noting that this does not apply to the Initial Board whose terms 
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of appointment confirm that no further remuneration will be paid to the Initial Directors 
(reference, paragraph 8, Schedule 4, SHA) 

1. Electing a Chair and Deputy Chair 

Waikato Waters Limited was only formally incorporated on 24 July 2025. The SRF 
Representatives are receiving this paper within a short timeframe before the scheduled 
meeting of 28 July. This is a product of timing and sequencing of council decision making. 
Furthermore, due to other matters to be attended to, the time allotted for this agenda item is 
limited.  For these reasons: 

It is recommended that the SRF Representatives appoint an Interim Chair from 
their number for the purpose of chairing this inaugural meeting and attending to 
such matters as required from the SRF until the next meeting.   

A more fulsome report can then be brought to the SRF for consideration in 
advance of, and discussion at, its next meeting.  

2. Approving the Establishment budget 

(a) Scope of SRF delegated authority 

Under the terms of the SHA (clause 6.1), each Transferring Shareholding Council has delegated 
to the SRF the authority to approve the Establishment Budget by 31 July 2025.  The delegated 
authority that applies to 31 July 2025 is up to a capped amount of $16.5 million.   The purpose 
of the budget is to give effect to the Establishment Strategy (as set out in the SHA and included 
as Attachment 2) and provide for Waikato Waters to reach operational readiness by 1 July 
2026.   

(b) Establishment Plan to reach operational readiness by 1 July 2026 

As SRF Representatives are aware from their role as members of the WWDW Mayoral 
Governance Forum, an establishment plan has been prepared by the WWDW programme 
team to support Waikato Waters receiving the business of the first three councils by 1 July 
2026 (Establishment Plan).  This plan is based on and informed by the Establishment 
Strategy, which also forms part of the SHA.  

The budget has been developed as a result of identifying resource requirements and other 
known costs required to achieve the establishment objective set out in the Establishment 
Strategy and noting the following considerations: 

i. Operationalising Waikato Waters Limited is complex – to merge six water services 
business together into a new entity that will be operationally ‘ready’ on Day 1. 

ii. Each workstream has adopted an approach to resourcing which is as lean as is 
practically possible, but without introducing unnecessary risk. 

iii. Collaboration and cross application of skills will be expected where possible  
iv. A ‘local people-first approach’ to retain expertise locally while minimising recruitment 

fees 
v. Overall, $16.5m represents under 1% of the combined 10-year capex in councils’ long-

term plans and less than 10% of Waikato Water Limited’s projected opex when the six 
councils have transferred their water businesses across (FY28). 
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The workstreams and the estimate of resources required to implement the Establishment Plan 
is set out below for completeness.  However, the SRF is asked to note that the budget will be 
applied across the programme of work and the amounts against each workstream will not be 
taken as the budgeted amount for that workstream.  This is to ensure there is flexibility to 
respond to what becomes a priority matter during implementation. 

Workstream  Direct costs ($)  Indirect costs ($) Total ($) 

Asset management and capital 
delivery  771,850 290,000 1,061,850 

Communications  562,870 82,500 645,370 

Funding, finance and commercial  2,628,160 325,000 2,953,160 

Governance and legal  1,066,400 508,500 1,574,900 

Iwi  248,325 - 248,325 

Operations 1,051,350 220,000 1,271,350 

People and Capability  1,992,835 395,000 2,387,835 

PMO 2,805,535 290,000 3,095,535 

Systems and technology  3,747,450 2,211,800 5,959,250 

Minus    

Allowance for Xmas leave (1,217,027)  (1,217,027) 

Reduction in secondee cost @20% 
of FTE requirement  (1,487,478)  (1,487,478) 

Total net cost $12,170,720 $4,322,800 $16,493,070 

(c) Assurance  

The Establishment Plan has been reviewed and approved by the WWDW CEs.  This decision 
will be adopted by them as the Board of Directors of Waikato Waters as soon as practicable 
after the date of this report.   

Prior to the Establishment Plan being endorsed, the objectives, the approach, number of 
workstreams, resources and costs to implement the plan were independently reviewed by 
Kevin Ramsay, a chartered accountant and independent consultant with 30 years’ experience 
working both for and advising local government, including as part of the Auckland Super City 
amalgamation and for Department of Internal Affairs as part of the earlier Three Waters reform 
processes.  This review was commissioned by the WWDW Programme Director to provide 
further assurance that the plan is robust, appropriately resourced and priced having regard to 
the Establishment Strategy.  Mr Ramsay has presented his review findings to the WWDW CEs 
and the plan will be updated to incorporate his recommendations for improvement. The 
findings have had no material impact on the scope of the Establishment Plan, nor the 
Establishment Budget approval being requested of the SRF at section (d) below. 

The findings, as drafted by Mr Ramsay, are included below: 
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“The finding of this review is that the reviewer has found nothing to suggest that 
this establishment plan is not a robust outline of the actions required and 
associated costs to establish the desired CCO entity, Waikato Waters Ltd, 
based on sound assumptions and an appropriate approach. 

This finding is based on an assessment as to whether the plan incorporates all 
components that should be present and whether the plan is deemed 
deliverable. 

The plan draws on the best information at the time, with a clear expectation that 
further refinements will be made as things progress towards Day One. There are 
no identifiable missing components, with the plan having benefitted by drawing 
on previous work undertaken and knowledgeable people. 

There is also nothing to suggest that the plan is not deliverable. It has ambitious 
but feasible timeframes, and identified risks, along with appropriate mitigations. 
The resourcing and associated budgets are deemed prudent for the scale and 
nature of what is required.” 

(d) Request for approval of Establishment Budget  

The SRF is asked to give formal approval of the budgeted amount of $16,493,000. 
This falls within the current delegated capped amount of $16.5 million.  

(e) Additional matters for SRF information  

The amount of funding to be provided by councils will be determined by the Establishment 
Budget being divided across Transferring Shareholding Councils in accordance with the final 
anticipated Stage 2 Shareholding.  The funding will be paid in tranches in accordance with the 
payment dates set out in the SHA.   

For completeness, the SRF is asked to note that the Establishment Budget is over and above 
the costs that have been funded by councils to date for the Waikato Water Done Well 
programme of work. To the extent that Co-Lab holds funding for the Waikato Water Done Well 
programme of work (including that received from DIA to fund common costs), these amounts 
will be carried forward and applied against any costs of Waikato Waters that sit outside the 
Establishment Budget.      

All amounts (i.e. costs incurred by Transferring Shareholding Councils to date and the 
establishment funding payments that will be paid by Transferring Shareholder Councils) will be 
repaid once Waikato Waters is able to borrow directly from the Local Government Funding 
Agency.  

3. Approving the Remuneration Framework for the Board 

Under the Terms of Reference, the delegated authority of the SRF includes approving the 
remuneration framework for the Board (which will apply also to the Establishment Board).  As 
noted previously, this framework does not apply to the Initial Board under their terms of 
appointment (refer paragraph 8, Schedule 4, SHA).    
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It is recommended that the following fee ranges is approved for the Chair and directors 
appointed to the Establishment Board. The ranges reflect the market levels appropriate for 
Waikato Waters at this time when benchmarked against similar sized organisations in the 
water sector at the same maturity level.  These, in turn, were informed by a Strategic Pay report 
to benchmark directors fees based on the skills and expertise for an organisation, again of 
comparative size and maturity. 

A more detailed directors’ appointment and remuneration policy will be prepared and 
presented to the SRF in due course to address directors' appointments after the Establishment 
Board and the remuneration framework.   

Role  Fee range 

Chair  $86,000 - $94,000 

Director $43,000 - $47,000 

 

The SRF is asked to: 

1. approve the above fee range  
2. confirm that the Interim SRF Chair is authorised to sign such 

documentation as necessary or desirable to give effect to the board 
appointment decisions that will be made in the coming weeks 

 

SRF next steps  
1. Independent Chair and Board appointment: Meetings scheduled in relation to the 

appointment of the Chair and independent Establishment Board of Waikato Waters will now 
be convened as deliberations of the SRF.   

2. Advance proposal with Iwi Chairs: Ongoing engagement by the SRF with Iwi Chairs will be 
scheduled to advance the development of a proposal for involvement of Iwi Chairs in 
shareholder decision making (in accordance with the agreement set out in the SHA). 

3. Governance schedule: a governance calendar will be prepared and confirmed with the 
Board, once appointed, including proposed timeframes for scheduling meetings of the SRF 
which will be circulated to SRF Representatives for comment.  
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Attachments 

Attachment 1 – Terms of Reference  

Attachment 2 – Establishment Strategy  
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