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2.1. Update on the establishment of a New Trust  

 
 

Meeting: Council Briefing  

Date of meeting: 03 December 

Reporting officers: Phil Halse – NECT Chair 

Dominic Kula – General Manager Strategy and Democracy 
 
 

1 Purpose  

To update Council on the work being undertaken for the establishment of a ‘new trust full’ for 
the management of the Northland Events Centre.  
 

2 Background 

At its meeting of July 2020 Council considered options for the governance and management 
of the Northland Events Centre going forward. At the meeting Council endorsed Option 1, a 
“New Trust Full – a CCO which employs all managerial, operational staff and support staff”. 

The Agenda set out an indicative implementation pathway for a change management process 
to be undertaken ‘over at least 12 months’, noting that a more detailed implementation plan 
would be developed.  It also noted that success would “require Council and NECT to work 
collaboratively to ensure collective skills are expertise are harnessed, particularly through the 
transition period”. 

While it was recommended that the process be supported by an additional/unbudgeted 
change management resource, no acceptable quotes were received for this work. As such 
key Council staff have worked alongside NECT trustees (the transition team) to develop a 
plan for transition to a new trust. 

This Briefing will provide a high level overview of the proposed plan for transition to a new 
trust before seeking feedback and direction on the proposed outcomes, principles and next 
steps for the transition. 

 

3 Discussion 

At an informal update on 13 October 2020 councillors were provided an overview of work 
done on the transition to a new Full Trust, along with the outcomes of the request for quote 
process for an external change management resource. Since that time, and given no 
supplier was appointed, key staff have been working alongside the NECT trustees to develop 
a transition plan for the implementation of a new trust. A draft timeline has been included as 
Attachment 1. 

A key early action of the plan was to review the Trust Deed. In doing so NECT highlighted a 
desire to use the 2010 Trust Deed as the founding document for a new trust, rather than 
making amendments to the existing trust deed, and to wind up NECT effective 30 June 2021. 
While this would require consultation on the establishment of a new CCO, this can be done 
through the Long Term Plan process. Changes NECT have proposed to the 2010 Deed have 
been included in Attachment 2. The solicitors are currently drafting revised documentation for 
review by the parties. 
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3.1 Guiding outcomes and principles 

In working together the transition team have identified key outcomes and principles to guide 
the transition process.  

 Outcomes: 

 The team have developed the following key outcomes as drivers for the transition: 

 Achieve the best outcome for Community/Facility 

 Have a standalone/successful Trust (i.e. with clear/transparent gov and funding 
arrangements) 

 Look after our people 

Key principles: 

Key principles are underpinned by the expectations that Council has set for the facility. At a 
Council workshop on 2 June Elected Members explored performance expectations of the 
Northland Events Centre. Performance expectations of the facility were then formally 
adopted at the June 2020 Community Development Committee meeting as: 

i. Operating as a multipurpose, community facility for the benefit of Northland 
ii. Delivering large events which raise the profile and contribute to the vibrancy of 

the  
iii. District/Region 
iv. Being managed on a commercial basis according to industry best practice 
v. Being financially successful based on contribution to the economic impact on 

local businesses,  
vi. rather than by profit generated. 
vii. Delivering the outcomes of the Whangarei District Council Events Strategy – 

building local  
viii. confidence, local capability and local connection 
ix. Acting as a hub to support sporting codes in a post-COVID-19 environment 
x. Attracting external funding to support facility development and event delivery.  

Using these expectations the transition team have developed the following principles 

 We are establishing a new trust based on BAU, with ability to build capacity going 
forward 

 The Trust and its staff will be responsible for managing facility and stadium based 
events in accordance with Council’s expectations  

 WDC is responsible for events and facilities outside of stadium, including Community & 
Mayoral events 

 The new trust will be funded through a Council grant ($365k) and external commercial 
revenue streams 

 Collaboration will be required on major events, but we need clarity on who is the lead 
for each event and commercial arrangements will apply 

Council’s feedback on the outcomes, expectations and principles will be sought in this 
Briefing 

 
3.2 Next steps 

It was felt that the last principle is likely to be a key point of contention, particularly when 
determining who is the lead for major events. Mechanisms were discussed for addressing 
this and ensuring collaboration going forward (i.e. a joint committee).  

The next steps will involve a series of workshops to determine which events would fall 
under each entity, the resulting functions of each entity, systems and processes to support 
a new trust and the guiding principles for asset management and ownership.  
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4 Attachments 

1. Draft transition timeline 
2. Proposed amendments to the 2010 Trust Deed (for establishment of a new Trust) 
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Stage Timeframe 

Trust Deed, Governance Arrangements and Council expectations 
1. Review trust deed and any associated governance arrangements 
2. Work through proposed changes and reach agreement  
3. Joint session between councillors and trustees to work through proposed 

approach and expectations for the new trust (based on BAU at transition, 
building on the model going forward,  the proposed new trust deed, 
process/timelines etc  

4. A formal item to Council Dec providing an outline of the process, a copy of 
the draft trust deed for a new Trust (there would be no approval at that 
point as the amendments only relate to the existing deed) and expectations 
for endorsement  

 
 
 
 
Dec 2020 

Review process 
1. Determine operating model and scale required for a standalone business unit 

(based on BAU events programme + expected revenue streams) 
2. Work through staffing requirements and back office functions for a 

standalone business unit 
3. Determine systems and processes required  
4. Confirm asset ownership and asset management responsibilities between 

Council and new Trust 
5. Work through Council and external funding  
6. Change management processes (Council) 

 
 
Key Deliverable:  Understanding of roles and responsibilities of, and any services 
provided by, each of the parties going forward. Will drive discussion of resource / 
funding allocation and change management processes 

 
 
 
Dec 2020 – March 
2021  
 
 
 
 
  
 
 
 
 
April 2021 

Winding up NECT 
1. 28 days notice from NECT 
2. Special resolution of NECT, effective 30 June 2021 
 

 
 
April 2021 
May 2021 

Business plan development 
1. Develop one year Business Plan based on the outcomes of stages 3 and 4 

(Trust led, 3 year plan to be developed by new trust once established) 
 
Key Deliverable: one year business plan agreed by the parties 

 
April 2021 
 
 
April 2021 

Statement of Intent  
1. Development of statement of intent covering expectations, outcomes, 

strategic drivers, impacts, performance measures etc (Trust led) 
2. Informal stakeholder review, feedback, and agreement (where possible) 
3. Formal Council feedback on draft SOI 
 
 

 
TBC – not require 
until July 2022 if 
establishing a new 
trust 

Transition  
1. Trustee recruitment based on skills, expertise and competencies required to 

implement new trust and build on the model going forward (skills will be 
determined through the above stages) 

2. Transition to new Trust including; 

 Implementing new trust structure and undertaking staff recruitment 
(Trust) 

 
 
 
April 2021 
 
 
April – June 2021 
(tasks and timings 
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 Implementing back office functions, systems and processes for a 
standalone entity (Trust) 

 Council budget allocated through LTP (Council) 

 External revenue streams secured (Trust)  
 
Key deliverable:  Go live for a standalone trust! 

to be agreed and 
allocated) 
 
 
 
30 June 2021 
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