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13.1 Consultation on Possible Future Governance and Delivery Options of Community 
Assets  

File Number: A21090711 

Author: Alastair McNeil, Head of Commercial 

Charles Lane, Team Leader: Commercial Legal 

Anita Stokes, Digital Enablement Manager  

Authoriser: Craig Rice, Chief Operating and Financial Officer  

   
PURPOSE OF THE REPORT 

1. The purpose of this report is to seek Council’s endorsement to continue progressing the review 
of possible future ownership, governance and delivery options for the assets and activities of 
Bay Venues Limited (BVL). 

2. This report also proposes that staff undertake options analysis, business case development, 
due diligence and targeted stakeholder engagement. Through this work, staff will identify a 
preferred approach, together with reasonably practicable alternatives, for Council’s 
consideration and potential inclusion in the draft Long-term Plan 2027–37 consultation. 

3. A BVL Working Group is proposed to provide oversight, guidance and recommendations 
throughout the options development process, including the business case, due diligence, 
targeted stakeholder engagement and development of the preferred approach for Council’s 
consideration. 

RECOMMENDATIONS 

That Council: 

(a)  Receives the report “Consultation on Possible Future Governance and Delivery 
Options of Community Assets. “ 

(b)  Agrees to progress the proposed work programme to assess possible future 
ownership, governance and delivery arrangements for BVL’s assets and activities, 
including opportunities to improve community clarity about the relationship between 
BVL and Council-branded assets, and to explore shared services opportunities that 
could strengthen alignment and deliver improved value for money. 

(c)  Notes that any formal public consultation would be undertaken through the draft 
Long-term Plan 2027–37 process and, if the preferred approach involves the transfer 
of ownership or control of a strategic asset, would address the requirements of 
section 97 of the Local Government Act 2002. The consultation material would 
present Council’s preferred approach, together with reasonably practicable 
alternatives and the advantages, disadvantages and implications of each option. 

(d)  Establishes a BVL Working Group in accordance with the Terms of Reference at 
Attachment 3. 

(e)  Appoints [insert Elected Member], [insert Elected Member] and [insert Mana Whenua 
representative] as members of the BVL Working Group. 

(f)  Requests that staff report back to Council with the outcomes of any targeted 
engagement, the recommendations of the BVL Working Group, the business case, 
options analysis and due diligence, a recommended preferred approach together 
with reasonably practicable alternatives, a recommended decision and 
implementation pathway, and any other advice necessary to enable Council to 
determine whether a change to the ownership, governance or delivery arrangements 
for BVL’s assets and activities is warranted. 
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(g)  Notes that no final decision involving the transfer of ownership or control of a 
strategic asset will be made unless the proposal has first been expressly provided for 
in the Long-term Plan and Council has considered the consultation feedback. 

(h)  Releases the report, resolutions, and attachments into the public when Bay Venues 
Limited staff have been advised of the possible future governance and delivery 
options. 

(i)  Agrees that the commercially sensitive parts of this report and its attachments 
remain in public excluded on the grounds that their release would be likely to 
prejudice or disadvantage the commercial activities of Council or BVL, or Council’s 
position in relation to any possible future ownership, governance and delivery 
arrangements for BVL’s assets and activities. 

 
 

 

EXECUTIVE SUMMARY 

4. Council staff have been providing briefings to Elected Members as part of Long-term Plan 
(LTP) development. One of those briefings covered the ownership and governance of 
community assets and activities. Following those briefings, staff were asked to report to 
Council on the process for further assessing possible future ownership, governance and 
delivery arrangements for BVL’s assets and activities. 

5. The recommended pathway is to obtain Council’s agreement to develop the options outlined 
within this paper, undertake any targeted engagement that would help inform the options, 
complete options analysis, business case and due diligence, and then ask Council to resolve 
a preferred approach for inclusion in the draft Long-term Plan for consultation. 

6. BVL is a Council-Controlled Organisation (CCO) that owns, operates or manages a significant 
portfolio of community facilities across Tauranga, including aquatic facilities, sports and 
recreation facilities, community centres, community halls and event venues. 

7. The current model was established in 2013, and earlier reviews found BVL to be 
operationally capable and generally well governed. More recent reviews have raised 
questions about whether the model remains the best fit for the nature and funding of the 
services and Council’s need for integrated community asset management. Attachment 1 
summarises those reviews. 

8. BVL operates a community asset portfolio that is largely public-good in nature. Many facilities 
are not fully user-funded and require ongoing rates support because the social, health, 
recreational, cultural and community benefits exceed the direct revenue they generate. This 
creates an inherent tension when those activities sit in a separate CCO with a mix of 
commercial and community expectations. 

9. The material reviewed to date indicates that the current structure creates several problems. 
These include fragmented ownership, duplicated governance and management, opaque 
cross-subsidies, inconsistent user-pays approaches, split asset and financial strategies, and 
weak alignment with Council’s LTP priorities. These issues are expected to grow as facilities 
age, renewal needs increase and population growth drives demand for more community 
infrastructure. 

10. There may also be a community-facing branding and accountability opportunity. Some of 
Council’s most prominent community assets are operated, promoted or experienced under 
BVL branding, while the Council ownership, funding role or community accountability 
connection may not be obvious to users. The business case proposes to assess whether 
clearer branding, co-branding, wayfinding, communications and public accountability settings 
would improve community understanding of which assets are part of Council’s wider 
community asset network. 

11. The work will also test shared services opportunities across BVL and Council, including 
digital, finance, people and capability, procurement, asset management, customer service, 
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bookings, property and facilities management. These opportunities will be assessed for their 
ability to reduce duplication, improve consistency, strengthen strategic alignment and 
generate better value for money without undermining service continuity or operational 
capability. 

12. A desktop review of 77 New Zealand CCOs indicates that aquatics, indoor courts, community 
centres and community halls are primarily delivered and operated directly by councils rather 
than through CCOs. Tauranga’s current model is therefore uncommon in a national context, 
particularly because the relevant activities are high-touch, community-facing, subsidised 
services. 

13. Water reform is changing the asset and activity base of Council.  The 2027-37 LTP presents 
an opportunity to consider whether the current model for aquatics, sports, events and 
community facilities remains appropriate, having regard to their public-good characteristics, 
community interface, accountability requirements, renewal obligations and relationship with 
Council’s wider planning and investment decisions. 

14. The business case will assess a range of possible future ownership, governance and delivery 
models for BVL’s assets and activities. These include retaining the current arrangements, 
strengthening the existing CCO model, transferring BVL’s assets and activities to Council, 
Council owning the assets while BVL or another provider operates the facilities, and adopting 
a hybrid model for selected assets or activities. The assessment will identify a preferred 
approach, together with reasonably practicable alternatives, for Council’s consideration. 

15. The business case, options analysis and due diligence will assess the benefits, costs, risks 
and implications of each option. This will include consideration of governance and 
accountability, commercial discipline, service performance, funding transparency, affordability, 
equitable access, community outcomes, long-term asset stewardship, transition costs and 
disruption. 

16. The recommended approach is staged. Council is first being asked to approve the proposed 
work programme and establish the BVL Working Group. Staff will then complete the business 
case, options analysis, due diligence and any targeted engagement, with oversight and 
guidance from the BVL Working Group. Staff will report back to Council no later than early 
February 2027 and, if practicable, in December 2026, with a recommended preferred approach 
and reasonably practicable alternatives for potential inclusion in the draft Long-term Plan 
2027–37 consultation. If the preferred approach involves transferring the ownership or control 
of a strategic asset, no final decision will be made until the proposal has been expressly 
provided for in the Long-term Plan and Council has considered the consultation feedback. 

BACKGROUND 

17. BVL was established as a CCO in 2013 to manage a portfolio of community facilities and 
venues on behalf of the Tauranga community. Its activities include community aquatic facilities, 
indoor sport centres, community centres, halls, event venues and other community-facing 
assets. 

18. BVL’s current form reflects a series of earlier CCO decisions. At one stage, Council had three 
relevant CCOs: Tauranga City Aquatics Limited and Tauranga City Venues Limited, both 
operating under the holding company Tauranga City Investments Limited.  

19. Tauranga City Aquatics Limited and Tauranga City Venues Limited were merged and renamed 
Bay Leisure and Events Limited, effective 1 July 2013. Some months later, Tauranga City 
Investments Limited and Bay Leisure and Events Limited were merged and renamed Bay 
Venues Limited, effective 29 April 2014. The 2014 structure therefore continued the earlier 
approach of placing aquatics, venues and related community facilities in CCOs with 
commercially minded boards. 

20. The 2014 transfer of community assets to BVL was intended to clarify performance 
expectations and remove barriers to achieving them. It was also intended to give the activity 
more commercial freedom to grow third-party revenue through utilisation, events and 
sponsorship. The aim was to reduce the venues’ ongoing call on ratepayer funding. 
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21. Over time, the balance between commercial objectives and community purpose has become 
a central issue. Many BVL assets support broad public-good outcomes and need ongoing 
Council funding. The business case will test whether the current model gives the right weight 
to commercial performance, community access, affordability, utilisation and long-term asset 
stewardship. 

Asset Coherency  

22. Staff have been considering broader asset coherency opportunities as part of strategic asset 
management and LTP development. Strategic asset management is the long-term planning, 
investment, operation and optimisation of assets to maximise value, manage risk and support 
Council’s objectives and service outcomes. 

23. The asset coherency work has focused on whether the right assets sit in the right ownership, 
governance and delivery model. This includes consideration of whether community assets and 
activities should sit in a separate legal entity or be managed directly within Council as part of 
a single integrated community asset portfolio. 

24. The work has identified that Tauranga’s current community asset arrangements are 
fragmented primarily across Council and BVL. This has led to duplication, inconsistent 
decision-making, weak portfolio optimisation and split accountability for asset condition, 
financial performance, customer experience and community outcomes. 

25. Split accountability also makes it harder to create a single shared strategy for community 
assets. BVL holds and operates a large portfolio of highly visible community assets. Council 
retains broader responsibility for community outcomes, LTP funding decisions, asset 
planning, rates, renewals and community accountability. 

Previous reviews 

Previous reviews have assessed BVL’s governance, operational performance, financial 
sustainability and strategic fit. Attachment 1 summarises the more recent reviews. Full 
copies can be provided to elected members on request.  

The reviews show a consistent pattern. BVL has generally been operationally capable and 
well governed, but the strategic fit of the CCO model has become harder to sustain. This is 
because the portfolio has matured, renewal pressures have increased and Council’s need for 
integrated community asset management has grown. 

26. Early reviews in 2016–2017 indicated that the model was delivering operational benefits, 
including high utilisation, revenue growth and good customer outcomes. However, those 
reviews also identified unresolved strategic issues, including the need for clearer long-term 
purpose, stronger alignment with Council outcomes and better management of the tension 
between commercial and community objectives. 

27. More recent reviews have placed greater emphasis on the limitations of the model itself. Key 
themes include operating pressures, rising renewal costs, constrained revenue growth, 
reliance on less transparent cross-subsidies, borrowing constraints, duplicated overheads and 
fragmented decision-making. These issues are not primarily a reflection of BVL’s operational 
performance; they relate to whether a separate CCO remains the most effective model for 
predominantly public-good community assets. 

28. There is also a close functional overlap between BVL and Council’s Spaces and Places 
activity. Both support sport, recreation, events, community connection and wellbeing through 
community facilities and related services. This means Council and BVL are each involved in 
owning, funding, operating or planning similar assets and activities, but through separate 
governance, financial and operating frameworks. 

29. The overlap creates practical challenges for portfolio-wide planning. Asset strategy, renewal 
priorities, funding decisions, user charging, customer experience, data, reporting and service 
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standards are considered through different decision-making channels even though they 
contribute to similar community outcomes. 

30. The review material points to a structural question for Council. Which model best delivers 
governance, accountability, commercial discipline, service performance, community 
outcomes, long-term asset stewardship and value for money? The business case will also 
test whether commercial capability and operational discipline can be retained while improving 
Council control over asset ownership, funding, renewals and community outcomes. 

Current State Analysis 

31. Community assets are currently spread across dual ownership, governance and operating 
arrangements. Some are held by BVL, some are held by Council. This makes it harder to 
optimise the portfolio. Mixed ownership and management can mean that asset strategy, 
financial strategy, user charges, renewals planning, customer experience and investment 
decisions can be set by different governance structures, acknowledging that BVL reports 
directly to Council. 

32. In areas such as sport and recreation, event venues, aquatics and community facilities, similar 
assets are managed under different ownership and operating models. This can lead to 
duplication of functions, inconsistent priorities and slower portfolio-wide decision-making. 

Duplicated functions 

33. Duplicate functions across BVL and Council currently exist in areas such as:  

(a) shared services including Digital, Finance & HR; 

(b) renewal planning; 

(c) bookings and customer venue management; 

(d) property and facilities management; and 

(e) general management of community assets. 

34. These overlaps create an opportunity to reduce duplicated overheads, standardise processes, 
combine capability and improve service levels through shared services or an integrated 
Council operating model. 

35. The business case should therefore include a specific shared services assessment. This 
should identify which functions could be shared, integrated or standardised; quantify likely 
benefits and transition costs where practicable; assess service and employment implications; 
and recommend the model that best improves value for money, alignment and accountability. 

Ageing assets and renewal pressures 

36. Many community facilities are ageing and require increasing investment in renewals, 
maintenance, accessibility, compliance, seismic resilience, building services, plant and 
lifecycle replacement. 

37. Aquatic facilities are particularly exposed to long-term lifecycle pressures due to pool 
structures, filtration systems, mechanical plant and changing facilities. Event and community 
facilities also require ongoing investment to remain safe, reliable, accessible and fit for 
purpose. 

38. A single integrated asset management framework could allow Council to prioritise renewal 
investment by risk, condition, criticality, utilisation, community benefit and growth requirements 
across the whole asset portfolio. 

Funding transparency and cross-subsidies 

39. Community assets generally deliver social and health benefits that exceed the direct revenue 
they generate. As a result, many facilities require rates support, user charges, grants, debt 
funding or cross-subsidy. 
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40. The current model can make it difficult to clearly see the true cost of services, the level of 
subsidy by activity, and whether cross-subsidies are supporting agreed community outcomes 
or masking structural funding issues. 

41. Repatriation of BVL’s assets and activities could allow Council to present these funding choices 
more transparently through the LTP. It could also allow a more coherent user-pays framework 
to be applied across similar community assets.  It may allow, for example, a more integrated 
approach to prioritising where and how user funding is applied.  

Community accountability 

42. Aquatics, sports facilities, halls, community centres and event venues are highly visible 
community services. They involve regular contact with residents, clubs, schools, families and 
community groups. 

43. Decisions about access, pricing, service levels, renewals and investment priorities can have 
direct community impacts. A Council-led model may provide a clearer line of democratic 
accountability for these decisions. 

44. Brand clarity is part of community accountability. Where Council funds, owns or is ultimately 
accountable for major community facilities, the community should be able to readily 
understand that connection. The review should therefore consider whether current public-
facing branding, signage, digital channels and customer communications make Council’s role 
sufficiently clear, while still recognising any operational identity or commercial value 
associated with the BVL brand. 

STRATEGIC/STATUTORY CONTEXT 

45. A CCO can be appropriate where there is a need for specialist governance, operational 
independence or commercial focus. BVL’s activities are predominantly high-touch, community-
facing and public-good services. 

46. The Local Government Act 2002 (LGA) provides the statutory framework for Council decision-
making, consultation, significance, CCO accountability and service delivery reviews. Any 
decision to materially change the governance or delivery model for BVL activities will need to 
be made in accordance with the Act and Council’s Significance and Engagement Policy. 

47. The proposal is of high significance because it concerns the future ownership, governance, 
delivery and funding model for a substantial community asset portfolio, some of which is 
identified as “strategic” in Council’s Significance and Engagement Policy and LTP.  

48. It is also likely to be of high interest to the community, BVL staff, facility users, clubs, community 
groups, tenants, event operators, commercial partners, Mana Whenua and other stakeholders. 

49. The immediate decision sought in this report is therefore procedural rather than 
determinative. It enables staff to continue with options analysis, business case and due 
diligence work so that Council can later determine a preferred approach for inclusion in the 
draft Long-term Plan. Any formal consultation on that preferred approach would occur 
through the LTP process, with alternative options and their respective advantages, 
disadvantages and implications clearly disclosed. 

50. Strategically, community assets should be planned, funded, governed and operated through a 
coherent model that best supports long-term public value, service reliability, affordability, 
transparency and community wellbeing. 

51. Many of these assets are not operated primarily to generate commercial returns. They exist to 
support health, wellbeing, recreation, learning, community resilience, cultural participation, 
events, place-making and social connection. Their value is often broader than direct revenue. 

STRATEGIC ALIGNMENT  

52. This contributes to the promotion or achievement of the following strategic community 
outcome(s): 
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 Contributes 

We are an inclusive city ✓ 

We value, protect and enhance the environment ☐ 

We are a well-planned city that is easy to move around ✓ 

We are a city that supports business and education ☐ 

We are a vibrant city that embraces events ✓ 

 
53. BVL’s venues, facilities and services make an important contribution to community 

participation, recreation and events across the city. The proposed review will assess whether 
BVL’s current ownership, governance and delivery arrangements remain the most 
appropriate way to support these outcomes and meet the city’s future needs. 

BVL WORKING GROUP  

54. To support Council’s consideration of possible future ownership, governance and delivery 
arrangements for BVL assets and activities, it is proposed that a BVL Working Group be 
established in accordance with the Terms of Reference at Attachment 3. The BVL Working 
Group will provide oversight, guidance and recommendations throughout the options 
development and assessment process, including business case development, due diligence 
and targeted stakeholder engagement. 

55. It is proposed that the BVL Working Group comprise two Elected Members and one Mana 
Whenua representative. This composition is intended to provide meaningful Elected Member 
and Mana Whenua involvement in the development and assessment of the options, while 
maintaining a group size that can work efficiently and support timely progression of the 
project. 

56. The inclusion of a Mana Whenua representative recognises that the options under 
consideration may involve significant decisions relating to land or a body of water. If section 
77(1)(c) of the LGA applies to an eventual decision, Council must take into account the 
relationship of Māori and their culture and traditions with their ancestral land, water, sites, 
wāhi tapu, valued flora and fauna, and other taonga. Mana Whenua involvement in the BVL 
Working Group will help ensure these matters are appropriately considered through the 
options assessment, business case, due diligence and engagement process before Council 
determines a preferred approach for potential Long-term Plan consultation. 

57. The proposed appointment also aligns with Council’s Te Ao Māori approach by supporting 
early and meaningful engagement, recognising existing agreements and cultural and land 
interests, and enabling Mana Whenua to contribute to the development of the options, 
consultation material and recommendations to Council. 

58. The BVL Working Group will be advisory only. Final decision-making authority on all matters 
relating to the future ownership, governance and delivery of BVL’s assets and activities will 
remain with Council. 

59. The BVL Working Group will benefit from advice and input from BVL’s Board and 
management, together with Council staff and external advisers performing relevant functions. 
It is proposed that these parties attend and provide advice to the BVL Working Group as 
required, rather than being appointed as members. This will enable the BVL Working Group 
to receive the necessary operational, commercial and technical input while maintaining clear 
separation between its advisory role and the roles of those responsible for developing, 
advising on or potentially implementing the options. 

60. The BVL Working Group’s scope will include oversight of the options analysis, business case 
and due diligence; consideration of possible future ownership, governance and delivery 
arrangements for BVL’s assets and activities; targeted stakeholder engagement and 
development of the proposed consultation approach; engagement with BVL’s Board and 
management and Mana Whenua; consideration of asset, legal, financial, commercial, tax, 
employment and transition matters; and development of a preferred approach, together with 
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reasonably practicable alternatives, for recommendation to Council and potential inclusion in 
the draft Long-term Plan 2027–37 consultation. 

OPTIONS 

61. Council has two options. Council can either progress the proposed work programme and 
establish a BVL Working Group, or retain the current position and not undertake further 
assessment of alternative ownership, governance and delivery arrangements at this time. 

Option 1: Progress the proposed work programme and establish a BVL Working Group 
(Recommended) 

62. Under this option, Council would continue to investigate possible future ownership, 
governance and delivery arrangements for BVL’s assets and activities. This would include 
options analysis, development of a business case, due diligence, targeted stakeholder 
engagement and establishment of a BVL Working Group to provide oversight, guidance and 
recommendations throughout the process. 

63. No decision would be made at this stage on a preferred ownership, governance or delivery 
model. The purpose of the work programme is to enable Council to determine whether any 
change to the current arrangements is warranted and, if so, identify a preferred approach, 
together with reasonably practicable alternatives, for potential inclusion in the draft Long-term 
Plan 2027–37 consultation. 

64. The advantages and disadvantages of this option include: 

Advantages Disadvantages 

• Enables Council to make an informed 
decision based on a business case, due 
diligence and stakeholder feedback. 

• Provides early Elected Member and 
Mana Whenua involvement through the 
BVL Working Group. 

• Enables BVL’s Board and management 
to provide operational and commercial 
input while preserving clear decision-
making roles. 

• Enables the benefits, costs, risks and 
implications of the reasonably 
practicable options to be properly 
assessed. 

• Enables legal, financial, commercial, 
tax, asset, employment, governance 
and transition matters to be identified 
and assessed before Council 
determines a preferred approach. 

• Maintains the available ownership, 
governance and delivery options for 
future consideration. 

• Does not commit Council to any future 
change in BVL’s ownership, governance 
or delivery arrangements. 

• Requires expenditure on further legal, 
financial, commercial and other 
specialist advice. 

• Requires staff, BVL Board and 
management resources to support the 
business case, due diligence and 
engagement process. 

• May create uncertainty for BVL’s Board, 
management, employees and 
stakeholders while the review is under 
way. 

• Does not provide an immediate 
decision on the future ownership, 
governance or delivery arrangements 
for BVL’s assets and activities. 

• Targeted engagement and the 
development of consultation material 
will require additional time and 
resources. 
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Advantages Disadvantages 

• Supports the development of a 
preferred approach, together with 
reasonably practicable alternatives, for 
potential consultation through the draft 
Long-term Plan 2027–37. 

• Enables any proposal involving a 
change in ownership or control of a 
strategic asset to be considered 
through the appropriate Long-term Plan 
process before a final decision is 
made. 

 

 

Option 2: Do not progress the proposed work programme and do not establish a BVL 
Working Group 

65. Under this option, Council would not undertake further assessment of alternative ownership, 
governance and delivery arrangements for BVL’s assets and activities at this time. BVL 
would continue to operate as an existing CCO under its current ownership, governance and 
delivery arrangements. 

66. The advantages and disadvantages of this option include: 

Advantages Disadvantages 

• Avoids the immediate cost of further 
advice, business case development, 
due diligence and stakeholder 
engagement. 

• Requires no immediate change to BVL’s 
existing ownership, governance or 
operating arrangements. 

• Minimises short-term demands on 
Council staff and BVL’s Board and 
management. 

• Avoids creating short-term uncertainty 
associated with a review of the current 
arrangements. 

• Does not enable Council to determine 
whether alternative ownership, 
governance or delivery arrangements 
could provide better outcomes. 

• Does not address the strategic, 
financial, governance or service-
delivery drivers that have prompted the 
review. 

• Limits Council’s understanding of the 
benefits, costs, risks and implications 
of the reasonably practicable options. 

• Removes the opportunity for structured 
Elected Member and Mana Whenua 
involvement through the proposed BVL 
Working Group. 

• Does not provide a developed preferred 
approach or reasonably practicable 
alternatives for potential consideration 
through the draft Long-term Plan 2027–
2037. 

• May reduce Council’s ability to respond 
in a planned way to future asset, 
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Advantages Disadvantages 

investment, governance, financial or 
service-delivery requirements. 

 

Recommended option 

67. Staff recommend Option 1. This will enable Council to determine whether any change to 
BVL’s current arrangements is warranted and, if so, identify a preferred approach and 
reasonably practicable alternatives for potential consultation through the draft Long-term 
Plan 2027–37. For clarity, Option 1 does not commit Council to any change. If a preferred 
approach involves a change in ownership or control of a strategic asset, no final decision will 
be made until the proposal has been provided for in the Long-term Plan and Council has 
considered the consultation feedback. 

POSSIBLE FUTURE OWNERSHIP, GOVERNANCE AND DELIVERY MODELS FOR BVL 

68. Future structural options are not being decided today.  If Council agrees to proceed, staff 
recommend that the business case test the following future ownership, governance and 
delivery options. These options are presented to define the scope of the next phase of work.  

69. Option 1: Status quo. Under this option, BVL would continue as a CCO and Spaces & Places 
would remain unchanged. No structural change would occur. This option has low 
implementation complexity and avoids transition disruption.  

It preserves the existing board, management, systems and operating arrangements, including 
BVL’s commercial focus and operating discipline. However, it does not address the core issues 
identified through the review material. These include fragmented governance, duplicated 
functions, opaque cross-subsidies, split asset and financial strategy, inconsistent user-pays 
approaches and weak LTP alignment. It also leaves Council with separate demands to manage 
rising renewal costs and community funding expectations. 

70. Option 2: Refine or strengthen the current CCO model. Under this option, Council would 
retain BVL as a CCO but seek improvements through stronger shareholder direction, an 
increase in community assets responsibility, revised accountability documents, clearer service 
agreements, improved reporting, enhanced performance measures, updated commercial 
disciplines and possible shared services arrangements. 

71. This option reflects staff’s understanding of BVL’s view, that it could be maintained, and 
potentially strengthened, as a CCO where that can be shown to deliver value. It may be less 
disruptive than structural change and could preserve commercial discipline, specialist 
operating capability and arm's-length governance. However, it would need to be tested against 
whether it can adequately address duplicated overheads, split asset ownership, opaque 
subsidy arrangements, fragmented portfolio governance and the tension between commercial 
and community objectives. 

72. Option 3: Repatriate BVL activities and assets into Council. Under this option, all of BVL‘s 
activities, assets and related functions transition into Council, subject to a detailed business 
case, due diligence and transition planning. 

73. It could create an opportunity to reduce duplication and standardise service delivery. Council 
could improve subsidy and cost-to-serve transparency, align user-pays approaches and 
develop a shared services model across community assets. This would not preclude 
commercial arrangements where they remain appropriate. 

74. This option would however involve transition complexity, including staff, systems, contracts, 
employment matters, legal arrangements, taxation, asset transfers, policies, reporting and 
governance changes. These matters require careful due diligence and staged implementation. 

75. Strategically, this option would consolidate Council’s role in planning, funding and delivering 
community assets and services. The business case will assess whether direct Council 
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delivery would provide better integration, accountability and value while retaining the 
commercial capability and operational discipline currently provided by BVL. 

76. Option 4:  Council ownership with BVL (or a third party) as operator. Under this option, 
Council would own all relevant community assets and retain responsibility for long-term asset 
planning, funding, renewals, levels of service and community accountability, while BVL or a 
third party would operate the network under a service agreement, management agreement or 
similar contractual arrangement. 

77. This option may allow Council to improve asset stewardship, funding transparency and 
democratic accountability, while retaining BVL's or another provider’s operational capability, 
customer relationships, commercial disciplines and specialist venue management expertise. It 
would require clear service specifications, performance measures, funding arrangements, 
reporting obligations and mechanisms to manage the balance between commercial activity 
and community access. 

78. Option 5:  Hybrid model. Under this option, Council would repatriate core community-facing 
activities into Council but retain or create separate arrangements for selected specialist or 
commercial activities. 

79. Activities and assets such as specialist sports facilities, certain event activities, catering, 
commercial services or activities with stronger revenue characteristics (some may not be 
generating a profit) would remain outside of Council to pursue new revenue opportunities.  

80. A hybrid model may provide flexibility and reduce transition risk. However, it could also retain 
some fragmentation, duplicated overhead and split accountability if not carefully designed. This 
option will be considered through the business case. 

FINANCIAL CONSIDERATIONS 

81. The detailed financial due diligence and business case work programme is set out in 
Attachment 2. The business case will be prepared with BVL’s input and will commence after 
the 22 September Council meeting. This work will run alongside any targeted engagement. 
Staff expect to provide the business case to elected members at the same time as the 
engagement findings, expected to be at the end of 2026. 

82. Financial due diligence will confirm any tax implications. It will also confirm the treatment of 
assets, liabilities, debt, depreciation, renewals, insurance, grants, external funding 
commitments and any restrictions linked to facility funding or ownership. Useful information 
from BVL will include detailed financial statements, Board packs and Board minutes from the 
last three years. 

83. The business case will also consider whether targeted contracting, strategic partnerships, joint 
venture arrangements or shared service models could better support particular services or 
activities. These options may be appropriate where a service has specialist capability 
requirements, stronger commercial characteristics, clear partnership opportunities or potential 
regional efficiencies. 

84. The key question for business case development is to identify which model best achieves 
Council’s objectives for governance, accountability, commercial discipline, service 
performance, community outcomes, long-term asset stewardship and cost. This will include 
testing whether clearer branding and communication of Council’s role in major community 
assets, together with shared services opportunities across BVL and Council, could improve 
transparency, alignment and value for money. Each option has potential advantages, 
disadvantages, transition costs and disruption risks that will need to be fully considered 
before any final decision is made. 

RISKS AND LEGAL IMPLICATIONS 

85. A change to the current ownership, governance or delivery arrangements for BVL’s assets 
and activities could involve legal, governance, employment, contractual, tax, financial and 
transition risks. The nature and extent of those risks will depend on the preferred approach. 
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Options involving the transfer of assets or activities to Council would require structured due 
diligence and staged decision-making. The key matters to be assessed are summarised 
below. 

CCO governance risk 

86. BVL is a CCO with its own board, statutory accountability framework, statement of intent and 
governance obligations. Any proposal to materially change, disestablish or repatriate the 
organisation will require careful consideration of CCO governance obligations and transition 
arrangements. 

Employment and people risk 

87. An option involving the transfer of assets or activities to Council may affect BVL employees 
and Council employees. Possible impacts include organisational structure, reporting lines, 
roles, employment agreements and workplace culture. Early engagement, clear 
communication, employment law advice and a well-managed transition plan will be required. 

Contractual risk 

88. BVL will have contracts, leases, licences, service agreements, supplier arrangements, 
bookings, memberships, grants and commercial commitments. Depending on the preferred 
option, these will need to be identified, reviewed and transitioned or novated where 
appropriate. 

Asset and liability risk 

89. Due diligence will need to confirm the full asset and liability position. This includes buildings, 
plant, equipment, leases, renewals, deferred maintenance, insurance obligations, 
depreciation, loan arrangements, grants and any restrictions linked to funded assets. 

Tax and accounting risk 

90. Legal and financial advice will be required to confirm tax, accounting, GST, depreciation, asset 
transfer, debt, grant and balance sheet implications associated with repatriation.  

91. BVL holds approximately $50 million of accumulated tax losses on its balance sheet, which is 
expected to be available to offset future Council taxable income over time, subject to specialist 
tax advice and confirmation of continuity and utilisation rules. 

Service continuity risk 

92. BVL operates public-facing facilities that need to remain open, safe and reliable throughout 

any transition. A staged transition plan may be required to maintain service levels, customer 

experience, bookings, memberships, programme delivery and events.  

Community confidence risk 

93. The proposal may be misunderstood as a reduction in service, loss of facility identity, 
centralisation of decision-making or cost-cutting exercise. Consultation material must clearly 
explain that the proposal is aimed at improving transparency, accountability, service integration 
and long-term value for the community. 

94. There is also a risk that unclear branding could weaken public understanding of Council’s 
role in funding, owning or being accountable for prominent community assets. This risk 
should be managed through clear consultation material, stakeholder messaging, signage and 
digital communication that explain the relationship between Council, BVL and the relevant 
assets. 
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Benefits realisation risk 

95. Any structural change will deliver value only if it is accompanied by disciplined 
implementation, clear targets, integrated systems, transparent funding, improved governance 
and active benefits tracking. The business case should include a benefits realisation 
framework. 

TE AO MĀORI APPROACH 

96. If the eventual decision involves a significant decision about land or a body of water, section 
77(1)(c) of the LGA will apply. Council must then take into account the relationship of Māori 
and their culture and traditions with their ancestral land, water, sites, wāhi tapu, valued flora 
and fauna, and other taonga. These matters will be built into the options assessment and 
engagement process before Council resolves a preferred approach for LTP consultation. 

97. Staff recommend that Council appoint a Mana Whenua representative to the proposed 
Working Group. The draft Terms of Reference also require the BVL Working Group to consider 
Mana Whenua engagement and participation, and to ensure Mana Whenua are appropriately 
informed, engaged and able to contribute to the development of options, consultation 
materials, the business case and recommendations to Council. 

98. This aligns with Council's Te Ao Māori approach: early, meaningful Mana Whenua 
engagement, recognising existing agreements, cultural and land interests, and enabling 
participation in options development and future decisions. 

CONSULTATION / ENGAGEMENT 

99. As BVL is already a CCO, Council is not proposing to establish a CCO. The consultation 
requirements associated with establishing a CCO under sections 56 and 82 of the LGA 
therefore do not apply. 

100. BVL is not itself identified as a strategic asset. However, it owns or manages several facilities 
that are identified as strategic assets in Council’s Significance and Engagement Policy. If the 
preferred approach involves transferring the ownership or control of any of those strategic 
assets to or from Council, section 97 of the LGA requires the proposal to be expressly 
provided for in the Long-term Plan before Council can make a final decision. This is 
consistent with Russell McVeagh’s advice that section 97 applies to a transfer of ownership 
or control of a strategic asset to or from Council. 

101. There are two mechanisms available to satisfy this requirement: 

(a) amend the current Long-term Plan using the special consultative procedure; or 

(b) include the proposal in the draft Long-term Plan 2027–37 and consult on it as part of 
the upcoming Long-term Plan process. 

102. Council could satisfy the section 97 requirement either by amending the current Long-term 
Plan through a standalone special consultative procedure or by including the proposal in the 
draft Long-term Plan 2027–37. A standalone process would require preparation of an 
amended Long-term Plan, development of consultation material identifying Council’s 
preferred approach and the reasonably practicable alternatives, review by Audit New 
Zealand, and completion of the special consultative procedure. Given the time required, 
consultation would likely occur immediately before, or close to, consultation on the draft 
Long-term Plan 2027–37. Staff therefore consider there is limited benefit in running a 
separate process when the proposal can be considered through the upcoming Long-term 
Plan process. 

103. Any consultation material should also explain the practical issues the review is seeking to 
address in plain language. This includes whether residents can easily understand which 
major community assets are connected to Council, and whether greater use of shared 
services between Council and BVL could improve consistency, efficiency, customer 
experience and value for money. 
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104. Staff recommend that the options analysis, business case, due diligence and targeted 
engagement be completed before staff report back to Council with a recommended preferred 
approach and reasonably practicable alternatives. Council could then determine whether to 
include any proposal involving the transfer of ownership or control of a strategic asset in the 
draft Long-term Plan 2027–37 consultation. 

105. Before formal consultation, staff may, with guidance from the BVL Working Group, undertake 
targeted engagement to inform the development and assessment of the options. This may 
involve Mana Whenua, BVL’s Board and management, facility users, clubs, tenants, 
community organisations and other interested parties. The engagement will be proportionate, 
use consistent and accessible information, and will not replace formal Long-term Plan 
consultation if section 97 applies. 

106. Without limiting the outcome of the options development process, future consultation material 
would likely address the following matters: 

(a) Why are we asking? BVL owns or operates a number of important community 
facilities and provides services on behalf of Council. Council is considering whether the 
current ownership, governance and delivery arrangements remain the best way to 
support effective services, long-term asset stewardship, transparent funding and 
community outcomes. 

(b) What options are being considered? The consultation material will identify the 
reasonably practicable options, including Council’s preferred approach, together with 
the advantages, disadvantages and implications of each option. These may include 
retaining or strengthening the current CCO model, transferring some or all assets or 
activities to Council, Council owning the assets while BVL operates the facilities, or 
adopting a hybrid model for selected assets or activities. 

(c) What issues are being considered? The business case and due diligence will assess 
whether the current arrangements provide clear accountability, transparent and 
sustainable funding, effective renewal planning, appropriate governance and efficient 
delivery across Council’s community facilities portfolio. This will include whether the 
community can clearly see which prominent facilities are part of Council’s wider asset 
network, whether the relationship between BVL and Council is sufficiently clear in 
branding and communications, and whether shared services opportunities could 
reduce duplication, strengthen alignment and improve value for money. The 
consultation material will fairly reflect the findings of that work and the reasons for 
Council’s preferred approach. 

(d) What are we asking? The consultation will seek feedback on Council’s preferred 
approach, the reasonably practicable alternatives and the matters Council should 
consider before making a final decision. These matters are likely to include governance 
and accountability, service performance, funding transparency, affordability, equitable 
access, commercial capability, long-term asset stewardship, transition costs and 
disruption, and alignment with community outcomes. 

(e) What is not being decided now? Council is not being asked through this report to 
select a preferred model, disestablish BVL or transfer any assets or activities. The 
options will first be informed by the business case, due diligence, targeted engagement 
and the Working Group process. Council will then determine a preferred approach, 
together with reasonably practicable alternatives, for potential inclusion in the draft 
Long-term Plan 2027–2037 consultation. 

(f) What could change? Depending on the preferred approach ultimately approved for 
consultation, the proposal may involve changes to the ownership, control, governance 
or delivery of some or all of BVL’s assets and activities. The consultation material will 
clearly describe the proposed end state, including the assets and activities affected, the 
intended governance and accountability arrangements, the financial and service 
implications, and any proposed transition arrangements. Any material future possibility 
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relevant to community views will be fairly identified, even if it would remain subject to 
further Council consideration. 

107. If Council resolves to include a preferred approach in the draft Long-term Plan 2027–2037, 
the consultation material will provide sufficient information to enable the community to 
express informed views on the preferred approach and reasonably practicable alternatives. It 
will explain the proposal and the reasons for it; the advantages, disadvantages and 
implications of each option; the proposed accountability and monitoring arrangements; any 
identified conflicts of interest and how they would be managed; and the financial and other 
implications of the proposed change.  

108. If the preferred approach involves transferring the ownership or control of a strategic asset, 
no final decision will be made until the proposal has been expressly provided for in the Long-
term Plan and Council has considered the consultation feedback. 

SIGNIFICANCE 

109. The LGA requires an assessment of the significance of the matters, issues, proposals and 
decisions in this report against Council’s Significance and Engagement Policy. That policy 
identifies several facilities owned or managed by BVL as strategic assets, including the 
aquatic network, Baypark and other assets. 

110. In making this assessment, consideration has been given to the likely impact and likely 
consequences for: 

(a) the current and future social, economic, environmental or cultural well-being of the 
district or region; 

(b) any persons who are likely to be particularly affected by, or interested in, the matter; 
and, 

(c) the capacity of the local authority to perform its role, and the financial and other costs 
of doing so. 

111. In accordance with the considerations above and having regard to the criteria and thresholds 
in the policy, the proposal is considered to be of high significance. This is because it relates 
to the future ownership, governance and delivery arrangements for a substantial portfolio of 
community facilities, including strategic assets, may involve a material change in ownership 
or control arrangements, and is likely to be of high interest to the community, Mana Whenua, 
BVL’s Board and employees, facility users, clubs, tenants and other stakeholders. 

112. For clarity, the significance assessment does not mean Council has made a final decision. It 
means the proposal warrants clear, transparent and proportionate consideration through the 
Long-term Plan process before Council makes any final decision on the preferred ownership, 
governance and delivery model. 

ENGAGEMENT 

113. The proposed approach to consultation and targeted engagement is set out in the 
Consultation / Engagement section above, including the need to test community 
understanding of the relationship between BVL, Council and prominent community assets, 
and to seek views on whether clearer branding, communications and shared services could 
improve accountability, alignment and value for money. 

114. Staff have met with BVL’s Board Chair and Chief Executive and followed up in writing to 
confirm the proposed process and engagement with Mana Whenua. Feedback from BVL has 
been incorporated into the options where appropriate. 

115. If the recommendations are adopted by Council, staff will, with guidance from the BVL 
Working Group, work with BVL’s Board and management to develop consistent stakeholder 
messaging. The messaging will make clear that the review forms part of the development of 
the Long-term Plan 2027–37, that further analysis and engagement will be undertaken, and 
that Council has not selected a preferred approach or made any final decision. 
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116. Staff will also work with BVL to determine the appropriate timing and approach for 
engagement with BVL employees, facility users, clubs and sporting codes, tenants, event 
operators, funders and other affected or interested parties. Any engagement undertaken 
before formal Long-term Plan consultation will inform the options assessment, business case 
and consultation material but will not replace the statutory process described above. 

 

NEXT STEPS 

117. If the recommendations are adopted, staff will continue the options analysis, business case 
and due diligence work programme and may undertake targeted engagement to better 
understand stakeholder views on different ownership, governance and delivery 
arrangements. That engagement would include testing public-facing brand clarity, community 
understanding of Council’s role in major assets, and shared services opportunities to 
strengthen alignment and value for money. It would inform the options assessment and 
business case but would not replace formal consultation through the draft Long-term Plan 
2027–37 if the preferred approach involves the transfer of ownership or control of a strategic 
asset. 

118. The BVL Working Group will oversee and provide guidance on the options analysis, business 
case, due diligence and targeted engagement, and the development of a preferred approach 
and reasonably practicable alternatives for Council’s consideration. 

119. Staff will report back to Council no later than early February 2027, and ideally in December 
2026, with: 

(a) the outcomes of any targeted engagement; 

(b) the recommendations of the BVL Working Group; 

(c) the business case, options analysis and due diligence; 

(d) a recommended preferred approach, together with reasonably practicable alternatives, 
for potential inclusion in the draft Long-term Plan 2027–2037 consultation; 

(e) a recommended decision and implementation pathway; and 

(f) any other advice necessary to enable Council to determine whether a change to the 
ownership, governance or delivery arrangements for BVL’s assets and activities is 
warranted.  

120. If Council approves a preferred approach for inclusion in the draft Long-term Plan 2027–2037 
consultation, any final decision involving the transfer of ownership or control of a strategic 
asset would be made only after the proposal has been expressly provided for in the Long-
term Plan and Council has considered the consultation feedback. 

ATTACHMENTS 

1. BVL - Review of Reviews - A21057407   
2. DRAFT TOM and Business Case Development - A21089781   
3. DRAFT TOR for BVL Working Group (September 2026) - A21072328    
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