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The Purpose of this Plan

This plan sets out the framework by which the project phases will be delivered,
governed and managed as an integrated plan based on the brief provided to the
Project Manager. This plan sets out:

The scope, deliverables and timelines for each project phase
Project governance and management arrangements

Initial project budget and financial management

Resource Consents and other Statutory Permissions

Risk management

Safety and Wellbeing

Procurement

Communication Management

Stakeholder Consultation and Engagement
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As the projectisinitsinfancy, this project plan needs to be considered as
slightly dynamic and can be updated as new information comes in or changed
circumstances arise.

. Project Scope, Deliverables and Timelines

Project Scope: Context and Background

Following the work completed under the PGF process, including the Feasibility
Study, Business Case and Post Covid-19 Addendum, MPDC wishes to pursue a
project that contemplates bring to life a leading spa business situated within
the Te Aroha Domain to replace the existing business facility. The existing spa
and hot pool business has been successful when measured by client demand
and financial metrics but the spa/beauty treatment facility has insufficient
capacity to meet annual client demand with only 1treatment room.

Consideration has also been given to the ‘fitness for purpose’ of the existing
building and overall utility of the building that incorporates the existing
spa/beauty treatment business. The conclusion is that to meet forecast client
demand, treatment capacity needs to be increased and that to achieve this, a
new facility is required, subject to further scoping within Phase 1 of the project.
Any new facility should be aligned to benchmark industry standards for spa and
beauty therapy business. This project tiesinto a larger vision around attracting
more visitors to Te Aroha, economic development and the use of public spaces
within the Domain for visitors and local people.



The envisaged project is dissected into 3 phases where proceeding from Phase
1to each subsequent phase is contingent upon satisfactory outcomes from the
Phase 1work and approval from the MPDC Councillors to proceed any further
or not. Interms of a satisfactory outcome from Phase 1for decision making
purposes, a key milestone will be outputs arising from a review of the
Feasibility Study, Business Case and Post Covid-19 Addendum documents that
were developed within the PGF project. Should this review process broadly
endorse earlier findings and/or provide further generally sufficient confidence
around the viability of developing a new spa business/facility, the project can
proceedto Phase 2 and potentially 3, subject to appropriate approval(s) from
Council being provided at each stage.

Part of the Phase 2 scope is to define the scale and nature of any new spa facility
where the Feasibility Study has provided conceptual drawings and
business/facility details as a starting point. Building out from there will be an
options analysis covering build/facility options.

Throughout the project phases, itis recognised that Ngati Tumutumu are a
unique stakeholder and will therefore be afforded consultation and general
engagement that reflects their unique stakeholder status.

Phase 1Scope and Deliverables

e Produce aProject Plan (this document) for approval by Council

e Generateareporton findings from a review of the Feasibility Study,
Business Case and Post Covid-19 Addendum documents. This review will
incorporate relooking at and retesting the key assumptions and other key
details used to support the findings and conclusions within those
documents

e Implementthe Project Plan Phase 1tasks (refer to Project Deliverables
Planner)

Phase 2 Scope and Deliverables (in no particular order)

e Produce abusiness planfor the new spabusiness

e Consider the nature of and scale options for the new spa business and
facility (options assessment) and report on these, including budget costings
for facility development

e Produce aspabusiness facility proposal for Council’'s consideration and
decision making processes (this may entail providing more than one option
for consideration)

e Produce aplanfor obtaining resource and other statutory consents or
permissions



3.1

e Produce acosted new spa business facility, including design, associated
infrastructure and associated operating assets

e Prepareandlodge consents

e Produce aconsultation and community engagement plan

e Produce aprojectimplementation plan

Phase 3 Scope and Deliverables

e Consenting processes

e Beginconstruction and development of the new spa business facility
¢ Implementthe business planforthe new spabusiness

e Openthe new spabusiness facility

. Project Governance and Management

Context and Background

The Mayor and Councillors bear ultimate responsibility and accountability for
this project. Strong and effective project governance and management
structures will be implemented so that elected members are well supported
and informed and are therefore well positioned to discharge their
responsibilities.

The MPDC Councillors will act as the link between MPDC governance of the
Council and the project governance. The project will be governed by its own
Project Governance Group (PGG) and will report, through its Chair, to the MPDC
Councillors. The Councillors will approve the appointment of the PGG
members, their delegations and terms of reference for the project. Delivery of
the project will be managed through a Project Management Group (PMG) that
will have the ability and authority to deliver each phase of the project following
the required approvals from Council. PMG members will be approved by the
MPDC Chief Executive Officer.

The Project Manager will manage and coordinate day to day activities for and on
behalf of the PMG as well as executing on specific deliverables within each
phase. With this structure the aim is to have robust accountability at each level
and separation of the functions of governance (oversight and strategic
direction) and that of management (project delivery). The Chairs of these 2
groups will be particularly responsible for maintaining a strong integrated
approach between these two teams and the arms of MPDC. A chart showing the
structure of governance and management and how this links to the Council is
showninthe appendices.



Aninterestsregister will be established at the time of the and PGG being
formed. This register will summarise the names of the people involved and any
businesses, entities or charities that they're actively involved with at a
governance/directorship, managerial or operational decision and control level.
Such aregister will identify whether or not a person has a conflict of interest
being in a governance role within the project. Athorough process when
recruiting members for the PGG should identify whether or not an individual
has an actual or perceived conflict of interest. The interestsregister will be a
standingitem at all PGG and PMG meetings and shall be updated as new
information comes along from members.

3.2 Project Governance Group

Reporting to the MPDC Councillors, at a governance level, this Group is
accountable for the oversight, strategic direction and delivery of any project
approved by the MPDC Councillors. Their Terms of Reference and membership
will be approved by the MPDC Councillors. Draft Terms of Reference are set out
inthe appendices at11.1.

The PGG will comprise of anindependent Chair plus 6 members with the
appointment of members being approved by the MPDC Councillors. The
suggested make up of the PGG is as follows:

e Arepresentative from elected Council

o Arepresentative from Ngati Tumutumu

e Arepresentative from Heritage New Zealand

e 3additional members who will have appropriate skill sets around
business development, project development and project
implementation. Within this skill set will be a person who has
experience in the spa and beauty therapy industry

Although the Group has arelatively succinct number of members, it has
sufficient diversity of membership to cover key stakeholder interests as well as
bringing commercial acumen and skills needed to deliver a successful project
and yet maintain efficiency in terms of decision making and execution.
Remuneration for independent PGG members who are not part of MPDC will be
decided by Council on recommendation from the MPDC Chief Executive. At the
Chair's discretion, MPDC executives may be asked for advice or input to support
the business of the PGG and attendance at a PGG meeting by an MPDC
executive/s may be requested from time to time as appropriate.

Overarchingrules governing PGG membership are that:



e Nomember or any entity they're associated with will stand to benefit
financially from services or goods required throughout the project, orin
any way have a conflict of interest with the aims of the project

e Nothingintheir background will preclude them from being associated
with a publicly funded project of this nature

e Memberswillbring a perspective thatis relevant to their stakeholder
interest or commercial skills appropriate to the aims of the project

e Members are appointed to and removed from the PGG by
recommendation from the Chair to and approved by the MPDC
Councillors

The PGG will require a level of secretarial/administrative support at/for
meetings anditis envisaged that this support will be provided from within
existing MPDC staff.

A forward meeting schedule will be developed as a matter of business at the
first PGG meeting. Itis envisaged that routine PGG meetings will be held at
MPDC officesin Te Aroha but at the Chairs discretion these meetings could be
held at another location/venue from time to time as appropriate to the needs of
project.

This PGG will not be a formal committee or sub-committee of the MPDC Council
so will not therefore be subject to the Local Government Official Information
and Meetings Act 1987, or Council’'s Standing Orders around the requirements
for public notice of meetings, agendas and minutes being publically available,
public and media access to meetings etc. As this PGG will operate as a working
group, it will not be open to the public or media, unless otherwise agreed by the
Chair.

Minutes of the PGG meetings will be provided to Council for dissemination
within MPDC as appropriate. Information provided to Council, including meeting
minutes may be redacted if appropriate, for example to protect interests as
provided for under Local Government Official Information and Meetings Act
1987. If appropriate the PGG Chair or the PM will provide verbal updates to the
Mayor and Councillors and in general provide information back to Council to
ensure elected members and MPDC executive are appropriately informed and
for decision making purposes.

Following due process within Phase 1of the project, the aimis to have the PGG
membership confirmed by no later than the end of January 2021 but this is
subject to people’s availability running into and during the Christmas holiday
break. As the Phase 1activity (set outin 2.1above) is largely preliminary work
that will act as a Council decision ‘gate’ (go/no go) at the completion of Phase 1



which will largely determine timing of the PGG formation and inaugural
meeting.

3.3  Project Management Group (PMG)

The MPDC Chief Executive Officer will approve the members of the Project
Management Group where it is expected that this will be a succinct group made
up of the:

e Project Manager (PM) as Chairperson

e 4keyMPDC staff who have the ability to support the Project Manager
and pivotal project work streams (e.g communications, consultation,
planning, operations)

e The MPDC lwi Liaison Officer shall be one of the 4 members once
appointed to the role in MPDC

The rationale for having the PM as Chair of the PMG is that this then
maintains accountability between the PMG and PGG with good operational
oversight. The PMG will meet monthly and out of session as may be
required at the Chairs discretion. PMG meetings will be held at MPDC'’s
offices in Te Aroha although they could be held at another location
depending on project requirements and as directed by the Chair.

The PMG is focused on managing the delivery of the project through its
envisaged 3 phases where there will be a very close working relationship
between the Project Manager and the PMG. The Terms of Reference for the
PMG are outlined in the Appendices section of this document.

Following Council's approval of the Project Plan, establishing and
confirming the make up of the PMG is a priority with the aim of having this
being accomplished by 20 December 2020. Secretarial support for/at PMG
meetings will be required with this being provided from within existing
MPDC staff.

3.4  ProjectManager (PM)

Graham Shortland of Shortland Consulting Ltd has been appointed as PM
and will undertake a range of preliminary activities such as preparing this
Project Plan and initiating a range of actions related to progressing Phase 1
of the projectin line with the project brief from MPDC. The PM will have day
to day responsibility for overall project management and delivery, including
undertaking specific deliverable tasks. The PM will act as coordinator
between arange of internal and external groups and parties, including 3
party service providers and be the main conduit between the PMG and PGG.



Role and Responsibilities

e Manage and coordinate the day to day activities of the project
consistent with the aims of the project and the project planinline
with any delegated authorities, policies and procedures

e Provide leadership to the project activities and engage with Council
staff and external parties to achieve the project’s aims

e Manage budgets, scope, timelines and project risks

e Manage 3" party service providers that have been contracted by
Council for this project

e Coordinate and manage external contractors, goods and service
providers related to the project

e Providereportstothe PMG and PGG at appropriate times

e Where delegated, perform communication functions

e Maintainthe appropriate registers and records that support the
project

e Coordinate and participate in stakeholder consultation processes
taking the lead when appropriate and in line with the consultation
strategy

e Inline with the project brief, take steps to deliver on the deliverables
through each phase

e Update project documentationin line with direction from the PGG or
PMG

e Escalatetothe PGG any significantissuesrelating to the project

e Apply sound commercial principles to decision making

e Beawareof the general operating environment and manage
situations appropriate to any material shifts in the operating
environment, including any political risks

e Maintain a strong integrated approach with Council staff, the PGG
and PMG relationships

Delegated Authority

e Discharge of decisions and actions consistent with the PM’'s Role and
Responsibilities

e Approving or committing the Councilto project related expenditure
within agreed and approved budgets

e Approve and proceed with the project's work programmes, timing,
scope, budgets, options and risk assessments and any adjustments
so long as these fall within the approved budget or any approved
changes to budgets, etc.

e Approve project related expenditure/invoices for payment
authorisation and otherwise in line with Council policy



4. Initial Budgets and Financial Management
4.1 Budget Estimates and Planning

The project is staged as 3 phases with each phase only progressing to the next
phase should Council approve that progression. As the project at this pointisin
itsinfancy itis not possible to create a comprehensive and detailed budget. A
detailed budget will be developed during Phase 2 work. Should the project
progress through to the completion of Phase 2 it is estimated that this will
require a budget of between $400k to $500k. For this investment, Council will
have the following:

e Documentedreviews of earlier work (feasibility study, etc)

e Thenecessary plans and proposals documented

e Options assessment document

e Detailed design

e Resource and other statutory consents and permissions scoped,
prepared and submitted

e Abusiness planforthe new spa

NOTE: This is not an exhaustive list but summarises the key deliverables.

Assuming consents and permissions are obtained, MPDC will at this point have
aprojectthatis capable of being tendered out and Phase 3 progressed. The
budget will be mostly consumed by professional services relating to facility
design and consents/permissions, along with project management.

The estimated investment budget detailed above has been arrived at by using
anoverallinvestment of $20m for the large scale spa business development
set out in the Business Case document prepared within the PGF process. ltis
not assumed that this will be the project but initial budget estimates run off that
starting point should be the upper bound estimate should the project shrinkin
size. Arule of thumbis that for a $20m investment of this nature, professional
services costs will be around 5% of the overall spend. This would equate to $1m
if it was a $20m project so to accomplish up to closing out Phase 2 and
depending on the nature and scale of any new facility, it is assumed that
anything from a third to a half of that $1m will be expended in getting there.

The budget required to accomplish through to close out of Phase 2 will come
from existing MPDC budgets. The PGG will have oversight of project budget and
spend and as key deliverables within each Phase will only proceed with
approval from Councillors the necessary controls are in place to manage and
control cash flow.



Budget Chart

PHASE
NUMBER

Key Deliverables

Timing (estimated)

Estimated
Budget $000's
excl GST

e Draft Project Plan
documented for
review/approval by
Council

e Review of Feasibility
Study and Business
Case, report

e PGGand PMG formed

¢ Financial management
systems, consultation
plan, risk management
plan, procurement
plan, safety and
wellbeing plan,
communications plan

December 2020 -
mid March 2021
inclusive

$68k

e Review leading spa
business facility/s to
benchmark

e Consultation
processes

e Spabusinessoptions
assessment, spa
business investment
case

April 2021 -
December 2021

$400k




e Project
implementation plan

e Consentapplication
plan

e Engage architectsand
other professional
services for design
work

e Prepareabusiness
plan for any new spa
business

e Prepareand submit
resource consent,
building consent
applications and any
other applicable
statutory permissions

3 e Consentsand January 2022 - $500k +
permissions obtained | September 2022 development
e Construction and any (spadevelopment investment
related tendering completion
processes unknown as
e Tenders let dependent on the
e Worksbegin scale/complexity)

4.2  Financial Management

As the project phases are delivered, the PM will have day to day control of the
deliverables and managing project spend within budget and delegated
authority parameters. Financial reporting, controls and cash flow
management will be accomplished by the MPDC finance team. Itis envisaged
that ‘cost codes’ specific to the project will be required so that project
expenditure can be tracked uniquely through the MPDC finance system.

Appropriate financial reports will be developed so that a monthly finance pack
can be produced. This in turn will be incorporated with a monthly management
report pack for the PGG and Council. Development of management reports and
financial reporting are a deliverable under Phase 1. Protocols and appropriate
internal controls will be established within the Phase 1work drawing largely on
existing structures, policies and arrangements already in use by MPDC.

9. Consents and Other Statutory Permissions



6.1

6.2

There will be arange of consents (building, resource) and other statutory
consents or permissions that will be required to support any new spa business
facility. Asthe nature and scale of any development is not well defined at the
time of the Project Plan being created, it is not possible to be precise about the
dimensions to the consents and permissions. As any project begins to emerge
and detailed design work has been completed, in parallel this will be the time to
finalise precisely what consents and permissions are required and for these to
be scoped, drawn up and lodged with the appropriate party. Athorough
consultation process earlierin the project lifecycle will make for a more
streamlined consenting/permission process.

A detailed plan covering consents and permissions will be developed during
Phase 2 of the project and this is shown in the Deliverables Planner. The
consent planning work stream will identify who the consenting or permission
party will be or is likely to be, what type of consent is likely to be required, the
work streams necessary to develope the consents or permissions, who will do
this work along with estimated timelines.

The work required to scope and develope consents or permissions will most
likely fall to a 3™ party professional services specialist/s. However, where any
of this work can be completed in house using MPDC resources, this will be
done, recognising that MPDC resource is tight.

Risk Management
Risk Identification

Aninitial risk assessment will be carried out by the Project Manager and an
establishment ‘Risk Register’ will be created from this initial assessment. The
RR will be built out as the project progresses where the PMG will be required to
have input into this initially and ongoing.

Risk Management

The PM will keep the RR under continual review and will manage the identified
risks day to day. The RR will be reported on and discussed at the monthly PMG
meetings with appropriate actions being taken to manage or mitigate any risks
should they be moving away from their documented parameters. New or
emerging risks will be discussed at the monthly PMG meetings however,
should material new or emerging risks present between meetings, the PM will
socialise these with PMG members for actioning.



The RR will also be a standing agenda/report item for the PGG meetings.
Where, in the judgement of the PM, a new, emerging or existing risk is likely to
materially negatively impact project budget or timing, the PM will urgently
escalate this to the PGG for guidance. The PM will detail the issues and bring
recommendations around how to manage or mitigate that risk but otherwise
consult with the PGG to determine a path forward.

6.3 RiskManagement System

The RR will be the central document of record and will include a risk evaluation
matrix or similar system that will show risk likelihood and impact. Detail
around how arisk will be managed, mitigated or avoided will be included in the
RR.

7. Safety and Wellbeing

Safety and wellbeing plans for people involved with this project are as
important as any other plan supporting the project. Safety and wellbeing will be
a standing agenda item for the PGG and PMG meetings with a report on safety
being part of any monthly management report pack. As MPDC will have their
own safety and wellbeing management plan, this project should largely run off
that plan. The PM will need to become familiar with MPDC’s safety and
wellbeing management plan.

For Phases1and 2 it has been assessed that there are minimal risks involved
as these phases are largely administrative with any visits to sites or premises
inthe course of these phases likely to present very little risk in terms of safety
and wellbeing. The sites envisaged being visited during these phases are highly
likely to be operating under their own appropriate safety and wellbeing plans.

Should the project progress to Phase 3, thisis when project safety and
wellbeing will require a comprehensive plan as there will be some form of
construction works occurring. Part of any contractor tendering and
procurement phases will cover an assessment of their safety and wellbeing
plans as being fit for purpose, in line with MPDC’s management plan as well as
any safety and wellbeing plan developed within the project.

8. Procurement

Arange of outsourced professional services will be required in the delivery of
Phases1and 2 of the project. The range of services required will become
clearerif/asthe project progresses. To give this function structure, a
procurement strategy will be developed within Phase 1for review and approval



by the PMG and PGG. Should the project progress to Phase 3 there will be a
need to procure construction and related services at the appropriate time.

All project related procurement will be conducted in accordance with the
relevant MPDC policies and procedures. Where atendering process is being
deployeditis envisaged that Council staff will support and manage such
processes for the project.

Communication Management

External communications will be handled using the MPDC in house
communications team. A person within that team will be allocated to manage
and handle external communications relating to this project such as media,
community and stakeholders. The PM will work closely with the MPDC
communications team at all stages of the project to make sure there is
consistent, accurate and appropriate messaging. Acommunications strategy
will be createdin the early stages of Phase 1. The communications strategy will:

e Detailwhoisresponsible for what

e Theintended engagement approach with each stakeholder
e Setoutthe key messaging objectives

e Communication channels

e Channel monitoring

e Timing (to the extent this is known at this early stage)

A clear objective of the communications strategy and this activity generally is
that to the greatest extent possible, there will be no surprises for any party that
has beenidentified as interested or a stakeholder in the project. The strategy
will remain adaptable to any changing circumstances as the project evolves.
Communications planning and management are closely aligned to stakeholder
consultation planning and processes.

Given the earlier PGF process, for this project the list of stakeholders and
interested parties s likely to already be captured. However, these lists will be
reviewed by the MPDC Communications Manager and the PM to identify if there
are any gaps with the lists being updated if required at an early stage. A single
version of the stakeholder/interested parties list will be held by MPDC so that
any updates are appropriately controlled and managed through 1 channel.

The PMG will approve the communications strategy with the Mayor and
Councillors and MPDC executive provided with a brief on the strategy.
Following establishment of the PGG, the strategy will be provided to the PGG
with the strategy being updated taking on board appropriate views from the
PGG being communicated by the PGG Chair to the PMG. Given the sensitive



nature of some aspects of this project itis recognised that careful management
of the politics will be important to the Mayor, Councillors and MPDC executive.

10.Stakeholder Consultation

This project contemplates a development within the Te Aroha Domain to create
anew spa business facility. From the PGF work and processes it is understood
that any development within the domain is a sensitive topic for a varied group of
stakeholders and interested parties. Itis therefore understood that it's
imperative for an appropriate, robust consultation process to be designed and
implemented.

During Phase 1, a stakeholder consultation and engagement plan will be
developed where itis envisaged that the plan will be rolled out during Phase 2.
This will be led by the PM working with Council staff and drawing on their
experience in this area. Given Ngati Tumututmu’s unique stakeholder status it
is proposed to bring them into this planning process early in terms of seeking
their views on the consultation process as it relates to Ngati Tumutumu and
their participationin this.

The PMG will review the Stakeholder Consultation Plan. Because any
developmentin the Domain will have a broad range of stakeholders, the plan
will be submitted to the PGG, MPDC Councillors for review, comment and
approvalonce in an acceptable form. Amongst various objectives, the aimis to
have the political management under the consultation process run as smoothly
as possible understanding that any development will be sensitive to voter
stakeholder groups.

11. Appendices

1 Project Governance Group Terms of Reference
Role and Responsibilities
The Project Governance Group’s role and responsibilities are to:

e Monitor the project’s progress against plan

e Maintain strategic oversight for delivery of the project

e Monitor the project’s budget and timeline

e Ensureastrongintegrated approach between Governance and
Management

e Ensure statutory legal and fiduciary duties are discharged in line with
Council and Local Authority rules, policies and requirements



e Maintain oversight of the project’s safety and wellbeing plans

e Approve any media communications plans

e Approve any procurement contracts brought by the PMG

e Review anybusiness or other supporting plans for the project and make
recommendation to the MPDC Councillors

e Recommend any appropriate budget, scope or timing variances to the
MPDC Councillors for approval

e Review periodicreports from the Project Manager and provide
appropriate guidance to the PM around any material risks or issues
arising

¢ Maintain aninformed position on the broader operating environment and
provide advice to the Mayor and Councillors on any appropriate changes
tothe projectin response to changesin the operating environment

e Maintain an awareness on key stakeholder engagement and any issues
arising and bring any urgent issues to the attention of the Mayor and
Councillors

Authority
The PGG acts with delegated authority from the Mayor and Councillors to:

e Discharge decision making and actions consistent with its Role and
Responsibilities
e Approve expenditure in line with Council approved budgets

1.2 Governance and Management Structure

In line with its Role and Responsibilities, the governance group is responsible
for overseeingthe project’s progress and its strategic direction. Thisis a
distinctly different role to that of management which is one of project plan
delivery. Day to day management of the projectis led by the Project Manager
supported by the Project Management Group.

MPDC

Mayor and
Councillors




Project
Governance
Group

Project
Manager

MPDC

Executive

Project
Management

Group




1.3  Project Management Group Terms of Reference

Role and Responsibilities
The Project Management Group’s role and responsibilities are to:

e Generally supportthe PMon project delivery including by assigning
Council staff to undertake specific tasks

e Review and act upon any periodic reports from the PM

e Assistthe PM withriskidentification and management

e Assistthe PM with safety and wellbeing planning and management

e Provide administrative support for the PM and the project generally

¢ |dentify any appropriate adjustments to the project scope, budget
and timing

e Oversee and manage any procurement processes in line with
Council's procurement policies and procedures

e Prepare briefs for any consultants engaged as part of project
delivery

e Review and manage work undertaken by any project related
consultants

e Provide briefs, information and communications, including where
appropriate consultation with any regional or central government
agencies or MPDC related entities as appropriate

e |dentifyissuesthatrequire escalationtothe PGG

e Maintain a strong, integrated approach between the PMG and
Council staff

Delegated Authority
The PMG acts with delegated authority from the PGG to:

e Discharge decision making and actions consistent with its Role and
Responsibilities

e Commit the Council to project related expenditure that is within
approved budgets

e Approve and proceed with the project’'s work programmes, timing,
scope, budgets, options and risk assessments and any adjustments
so long as these fall within the approved budget

e Establish any cost neutral sub groups or working parties

Excluded Authority

e Commissioning work or reports that are not within the Project Plan
or approved budget



¢ Deciding on significant matters where there is political risk, high
publicinterest
e Approving expenditure not within current budgets



