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He kupu whakapuaki

For elected members, success requires building coalitions and navigating the complex processes that govern public decision-making in local authorities. 
How you structure your decision making determines how well your council responds to community concerns and external events, develops policy and oversees its implementation. This decision-making structure includes whether councils delegate powers to subordinate bodies, structures set up to consider advice from officials, listen to concerns from citizens and local organisations, and how you make decisions. 
Determining governance and decision-making arrangements is one of a new council’s most important decisions. If councils simply roll over their predecessor’s governance arrangements, such arrangements are not easily changed later. 
This guide has been prepared to help Mayors, regional council Chairs and all elected members think deliberately about your governance and decision-making structure so you can select the best approach. No single model will suit all councils. Each council, and its community, will have unique requirements to cater for.  
To support you, LGNZ’s Ākona platform has modules on designing governance structures and we can also connect you with experienced facilitators to help you consider the options set out in this Guide.


Scott Necklen
[image: A blue pen drawing of a plane
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Interim Chief Executive
LGNZ
August 2025
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[bookmark: _Toc202555808]Introduction
He kupu whakataki

As with central government, councils play multiple roles, from leading communities to regulating them through the adoption of bylaws to protect health. Underpinning these multiple roles is the need to make decisions and oversee the implementation of those decisions.  In local government virtually nothing happens that is not based on a decision, whether that decision was to adopt a plan, adopt a budget, or to delegate powers to a chief executive or subsidiary body. Making good decisions matters, as does how they are made.  Parliamentary select committees enable citizens to engage directly with members of parliament across party boundaries. 
They also encourage MPs to take a non-partisan approach to resolving complex policy issues through discussion and community feedback.
Standing committees should be thought of as the local government equivalent to Parliament’s select committees

And as with any level of government, whether central, regional, unitary, or territorial, all councils seek to meet the aspirations of their communities within the statutory rules and processes that set the scope of their powers and the source of their accountability. 
While considerable attention is given to the processes that councils should comply with to make good decisions, such as the need to consider options, much less attention is given to the structures used to make those decisions. Too little attention is given to decisions such as whether decisions should be made by the governing body, by a subsidiary body, or by staff. 
Underpinning discussion on governance and decision-making models is the need to agree on the type of council members want. Do members want their council to be a managerial one, focusing on delivering services and implementing the Long-term Plan as if it was a blueprint – an approach that can discourage divergent and innovative thinking?  Or do council members want an empowering council; one which focuses on outcomes, partnerships and a wide range of policy?
This Guide has been developed by LGNZ to assist elected members and their officials to find the decision-making structures that are right for them. That means structures that will enable their council to make good decisions that incorporate both the views and preferences of citizens and the technical advice of staff. Good, in this sense, means democracy-enhancing by strengthening the ability of citizens to engage with their council, clear lines of accountability, and minimal duplication.
[bookmark: _Toc202555809]Using this Guide

It is strongly recommended that councils determine their decision-making model as soon as practical after each general election, ideally beginning the process in the council’s post-election induction workshop, or when the mayor-elect meets with their members-elect.
An ideal process would involve staff preparing advice that:
· sets out the governance and decision-making model employed by the previous council.
· includes an evaluation of the model including comments from previous elected members and officials.
· offers governance and decision-making options, including the status quo, for elected members to consider.
· proposes a timeframe for reviewing the governance and decision-making option that the governing body adopts.

While this Guide offers a series of linear steps through which to develop a governance and decision-making model, the reality may be less structured.  What really matters is that in adopting a governance and decision-making structure councils consider each of the critical questions and make a conscious choice consistent with the aspirations and needs of the council and its communities.
This Guide, in the first instance, is addressed to the governing body.  However, in the case of territorial authorities it may be equally relevant to mayors, in particular, those mayors who intend to use their powers under s.41A (LGA 2002) to determine the council’s governance and committee structure (noting that the mayor’s decisions can be overturned by a majority of councillors and that any committee delegations require governing body approval).
Please note:  
[bookmark: _Toc202555810]The Remuneration Authority will not approve the payment of elected members’ salaries until the governance and decision-making structure has been approved (as this has a direct bearing on the order in council that they publish for each local authority).  Despite this, it is extremely important that councils properly consider the options before adopting their governance and decision-making approaches. Some councils take as much time as needed to get agreement with the understanding that their remuneration will be backdated once the proposed structures have been approved by the Remuneration Authority. Backdating can only occur within a single financial year.

Why decision-making structures matter
He aha te hiranga o ngā hanganga whakatau Kaupapa

The ability of a local authority to meet the needs of its community and achieve the objectives set by its governing body depends to a considerable degree on the nature of its governance system.  The way in which the system is structured has a direct effect on elected members’ workload, the opportunities for citizens to engage and participate, the council’s responsiveness to local concerns, and the level of governance oversight.  
A poorly designed governance and decision-making structure may end up frustrating elected members, alienating citizens, and diminishing oversight and scrutiny. It can also have a negative impact on the trust communities have in their councils. 
The nature of such risks was illustrated in the 2021 Governance review of Wellington City Council. The review found that there was too much of an internal focus on decision-making which essentially “crowded out” the important external leadership role that the council needed to play on behalf of the city and its inhabitants (see McGredy Winder & Co 2021). The review highlighted one of the critical challenges that governing bodies face, how to ensure that decision-making structures enable elected members to focus on the issues that count, rather than be distracted by issues that, while possibly urgent, are minor or trivial in scope.
In recent years trust in local government has been on the decline.[footnoteRef:1]  This decline is associated with the belief that council decision-making lacks transparency, an issue recently highlighted by the Ombudsman in relation to the use of council workshops. [1: The 2024 Quality of Life survey (a regular survey of NZ’s largest cities) found that only 28 per cent of large city residents had confidence that their council made decisions in the best interests of the community, compared to 53 per cent in 2010.  ] 

Such concerns can be partially addressed through the design of decision-making structures. Structures that enable citizen involvement in the decision-making process are more likely to position the council as trustworthy, inclusive, and ethical.
[bookmark: _Toc202555811]What the legislation says

The Local Government Act 2002 (LGA 2002) provides some guidance on what characterises a good decision-making structure.  
The first clause of local government’s purpose (s 10), “to enable democratic decision-making and action by, and on behalf of, communities” makes it clear that councils need to create opportunities for communities to be directly engaged in making their own decisions.  It is a requirement that strongly implies some form of devolved or delegated decision-making.
A number of the principles, (s 14) highlight the importance of direct community involvement as well as the need for decision-making structures that are clearly understood and efficient, for example:
· 14(a) emphasises that council business should be undertaken in an open, transparent, and democratically accountable manner as well as giving effect to agreed priorities and outcomes efficiently and effectively. 
· 14(b), echoing Part 6 of the Act, reinforces the importance of councils being aware of the views of all its communities.
· 14(d) requires that councils should provide opportunities for Māori to contribute to its decision-making processes. What this looks like in practice will be different for each council depending on its local circumstances. 
These sentiments are also emphasised in the Governance Principles of s 39, in particular, the principle that a local authority should ensure that its governance structures and processes are effective, open, and transparent and ensure, so far as is practicable, responsibility and processes for decision-making on regulatory matters are separated from the processes for decision-making on non-regulatory matters. 
The way in which governance and decision-making structures are designed will have a direct impact on how well councils are able to give effect to their purpose of enabling “democratic decision-making by communities”.
[bookmark: _Toc202555812]
Elected members’ views

When asked in a survey of all elected members, what aspect of their role as an elected member was most important, the majority of replies ranked “connecting with citizens” ahead of providing “fiscal oversight” and “setting strategic direction”, both of which were tied for second place.
Amongst the governance challenges identified by elected members were:
· Delegations not matching expectations
· Deciding how to work together
· Being engaged at the beginning of processes rather than being 'consulted' after many fundamental decisions have already been decided
· Chief Executive performance review and remuneration (not within the scope of the Remuneration Authority)
· Having more council decision-making in open meetings instead of working parties
· Trying to work with our Iwi
· Too many decisions made outside of council that then needing approval
· Lack of in-depth questioning about the financial decision around capital investment and increasing levels of service
· Lack of governance experience and lack of leadership. (LGNZ 2020) 
In summary, members indicated a desire to be more actively involved in decision-making processes, something that is not always easy if decisions are made, as a matter of course, by the full governing body. Similar views were expressed at a council workshop, facilitated by LGNZ, which was undertaken to review that council’s governance arrangements. The workshop found that members wanted: 
· a more future-focused approach
· better information to be given to the community about where decisions are made
· less time between meetings
· more ability to monitor progress
· greater ability to place matters on committee and/or governing body agendas
· more emphasis on committee decision-making.
When designing a governance system an over-riding consideration is to ensure that, whatever model is adopted, it can manage the complex and diverse responsibilities that councils undertake to efficiently and effectively meet the current and future needs of communities. 
Most importantly a decision-making model must be able to be responsive to the voices of the council’s multiple and diverse communities.

[bookmark: _Toc202555813]Archetypal decision-making models
Ngā tauira matua o te whakatau Kaupapa	

	1
	Governing body makes all decisions, except decisions that need to be made by the administration, statutory committees or joint committees involving other councils etc. 
	Variations can include providing members with “portfolios”, regular workshops (usually prior to governing body meetings) for informal discussions and specialised sub committees, such as CE Performance and Audit and Risk.
	Centralised

	
	
	
	

	2
	Governing body makes decisions with “committees of the whole” providing advice, including community boards having input (if established). 
	Committees of the whole involve all members of the governing body. May be established to address topical issues or to provide oversight for a significant function.
	

	
	
	
	

	3
	Governing body makes all decisions but has a range of committees charged with providing advice, including community boards (if established).
	Committees may include appointed experts (non-elected) and/or representatives of relevant organisations e.g. Iwi or business. Appointees may vary according to each committee’s terms of reference.
	

	
	
	
	

	4
	Governing body delegates decision-making on specified policy areas to “committees of the whole”. Delegations can be extended to community boards if established.
	Delegations to committees of the whole reduces risk of matters being re-litigated and being subject to double handling.
Committee chairs act as spokespeople for matters within their committee’s mandate.
	

	
	
	
	

	5
	Governing body limits its decision-making to strategic and district wide issues and delegates decisions to committees of less than the whole and community boards if established.
	Greater flexibility than other approaches with membership of committees determined by members’ interests, capabilities and workloads. More opportunities for councillors’ development.
	

	
	
	
	

	6
	Governing body recognises self-identifying communities and empowers them through support and agreements to address local priorities.
	Reflects a focus on empowering communities. Elected members and staff work with communities empowered to set their own priorities.
	
Decentralised


[bookmark: _Toc202555814] 
Criteria: What makes a good decision-making model?
Paearu: me aha e kīia ai he tauira whakatau Kaupapa pai?

Local governments are multi-faceted, multi-layered, and have multiple objectives, all of which create a complex set of challenges for the design of governance and decision-making structures. 
Local authorities in New Zealand, unlike some countries[footnoteRef:2], have a very high degree of discretion when designing their governance and decision-making structures. Yet the importance of getting it right is not always appreciated.  [2:  Local government in England has the choice of three governance models. They are a directly elected mayor and cabinet, a leader and cabinet, and a committee system.] 

It is the decision-making structure which, in many ways, determines whether a council is responsive, innovative, focused, transparent, and inclusive. Just as importantly, the governance and decision-making model shapes the interaction between elected members and officials. The structures also have an influence on the way in which matters come to be considered by a local authority, how they are framed, and the amount of time given to their consideration.  
As a first step, when determining its governance and decision-making body, councils need to review the criteria listed below and decide which, if any, should be given special weighting, or whether they should apply equally
Drawing on the purpose and principles of local government (LGA 2002), this Guide proposes nine criteria with which to assess decision-making models. They are:
[bookmark: _Toc202555815]1 - Administrative simplicity and clear accountability

For both democratic and efficiency reasons citizens need to know where responsibility for decision-making lies and have confidence that revenue is not being wasted in unnecessary processes. This is critical if decision-makers are to be held accountable for their decisions.  This is easier to understand in some models than others.  
[bookmark: _Toc202555816]2 - Access to external expertise

[bookmark: _Toc202555817]Although elected with a mandate to make decision on behalf of their community, elected members cannot be expected to know all the answers, and neither can their officials. Appointing non-elected people on to committees, for specified periods, not only assists members to exercise their governance and scrutiny responsibilities but can also contribute to building the capability of those same members.
3 - Opportunity for direct Iwi/Māori representation

As relationships strengthen between councils and Iwi/Māori, attention is being focussed on ways in which the status of mana whenua as Kaitiaki can be practically recognised, in a respectful and appropriate manner. One way of providing that recognition is to enable mana whenua organisations to make appointments to council committees, noting that governing bodies cannot have appointed members, or to establish a joint council/mana whenua committee.
[bookmark: _Toc202555818]4 - Effective scrutiny of performance

Scrutinising the performance of administration is a critical role of those elected to our governing bodies.  This is easier to do in some settings than others, given that members need to be able to ask questions of, and challenge, those who head operational services, rather than generic managers, as is the case in Parliament. It must be done in an environment that is respectful of the officials, allows time and space for detailed questions and answers, and enables all members who wish to participate to do so.
[bookmark: _Toc202555819]5 - Enabling diverse perspectives

Group-think occurs when a council falls into the trap of “unchallenged and poor-quality decision-making” (Concise Oxford Dictionary).  It is more likely to occur where decision-makers lack diversity and membership of the governance body is static.  Councils need to be able to deliver diverse and innovative responses to local problems. Some governance models are better at enabling this than others. 
[bookmark: _Toc202555820]6 - Openness to citizen participation

The LGA 2002 makes it clear that the purpose of local government includes facilitating the direct participation of citizens in decision-making processes. To meet this statutory purpose, and strengthen trust in local democracy, citizens must be able to engage directly with their elected members in formal settings like meetings. This is easier to achieve in some models than others.
[bookmark: _Toc202555821]To achieve this requires a balance, between formality of meetings, and avoiding unnecessary formality (that is usually present at governing body meetings). Committees can help break down barriers that exist to citizens participating.
7 - Member development and upskilling

To be an elected member is to be in an environment where you are constantly challenged by issues and situations that are new.  To be effective and make a difference in their communities, members need the opportunity to develop their knowledge and skills, not just through training, but through practice, such as having the opportunity to chair a committee or working group.
[bookmark: _Toc202555822]8 - Ability to focus on the matters that count

Keeping a focus on the important and strategic is a challenge in all organisations, no more so than in democratic organisations like local government.  Regardless of scale, issues that may end up on the front page of the local paper acquire an urgency that tends to delay consideration of long-term strategic matters. Decision-making structures should be designed so that members’ ability to consider strategic matters is not “crowded out” by the urgent and reactive.
[bookmark: _Toc202555823]
9 - Responsiveness to communities 

Local government is designed to represent sub-national geographies and provide a way for citizens in those areas to raise issues and have them considered in a democratic forum. Because of the small size of New Zealand’s governing bodies (average membership is 10.5), many communities have no representation at the governance table. The implications of this under-representation can be significant for their well-being now and in the future.

[bookmark: _Toc202555824]Steps for determining governance and decision-making structures
Ngā tūāoma tautohu hei whakatau I ngā hanganga kāwana, whakatau Kaupapa anō hoki

The following process has been designed to assist governing bodies to determine the most appropriate governance and decision-making model for their unique circumstances. Selecting the optimal model involves consideration of the principles for good decision-making, the values and objectives of the governing body, and the capacity of council administration.
While the process is set out in a linear fashion, the reality is that designing governance and decision-making structures will tend to be iterative and involve making frequent judgements.
Getting started – governing alone or with committees?

The first challenge when designing a decision-making structure is to find a structure that fits the specific circumstances of each jurisdiction, whether district, city or region as well as emerging challenges and the governing bodies’ priorities. 
This section of the guide sets out common or generic decision-making models, discusses their strengths and weaknesses and suggests options to address perceived weaknesses and meet a council’s particular needs. 
There is no decision-making model that is right for every council in all circumstances. When considering the best structures for making public decisions councils need to think about several factors, such as the workload on councillors, the size of the governing body, the challenges facing their community, and the nature of the community itself, such as whether the population is concentrated or distributed.
Most of all they need to think about the best form of decision-making structures to achieve their collective vision for their city, district, or region. The two generic models are:
· the “governing alone” model (which places all decision-making with the governing body), and 
· the “governing with committees” model, (noting that within this model there are several options; these are discussed below).


Governing alone

In the governing alone model, the governing body makes all decisions, other than those belonging to statutory or quasi-statutory committees or delegated to officials. It operates without permanent standing committees and while it may have community, they will have minimal to no delegations or decision-making powers.[footnoteRef:3]  It is the most centralised model. In this model all members are involved in all decision-making processes, including discussions about policy and scrutinising organisational performance.  [3:  If the council is a unitary authority with local boards, then the governing alone option is not available, as legislation requires that decision-making is shared with the local boards.] 

By its nature, this model requires greater use of workshops and staff briefings, as there are no committees at which issues can be discussed in depth, and with officials and other who might have prepared advice – processes that are difficult to do in a formal governing body meeting. As noted above, there are exceptions to the governing alone model.  In addition, there may be a number of statutory, or quasi-statutory committees that need to be established. Typically, these are:[footnoteRef:4] [4:  In addition, many councils will have Iwi Advisory Committees consisting of members appointed by the governing body and local Iwi.  Some will have co-management or co-governance committees.] 

The Audit and Risk Committee, which should consist of no more than three or four governing body members plus two appointed members. It is highly recommended that the Chair of an Audit and Risk Committee be an external appointed member. 
The Chief Executive Employment (and Performance) Committee, which tends to be a committee of three or four and include the mayor/regional chair, and a legal or HR adviser.
A Civil Defence and Emergency Management Joint Committee, reporting to the regional council, which will have a limited number of members selected from councils in the region.
A Regional Transport Planning Joint Committee, reporting to the regional council, also consisting of members drawn from councils in the region.
A District Licensing Committee (“DLCs”) must be appointed under the Sale and Supply of Alcohol Act 2012. These committees consider applications for alcohol licences and certificates under this Act. DLCs can be chaired by either an elected member, or an independent commissioner. 
One or more post-settlement committees established through a Te Tiriti claim settlement process.
It is also common for councils that adopt the governing alone approach to also establish “on demand” committees, that is, committees or working groups established for short periods with a single focus.


Implementing the governing alone approach 

The governing alone model means, essentially, that all elected members are involved in all decisions. While this is good for coordination and alignment, it will mean that the governing body will need to meet more frequently and that members will have fewer opportunities to develop their own political profile.  It also means that members will need to commit more time. This is problematic, if the role of councillor is remunerated on a part-time basis, making it more difficult to maintain employment. 
In addition, without the opportunity to benefit from the investigations that committees undertake, governing alone councils tend to make more use of workshops and CE briefings, something that can lead to complaints about lack of transparency if not handled well and in alignment with the recommendations of the Ombudsman.
Many of these issues can be mitigated by adopting complementary policies and processes.
One particular concern with the governing alone model are the difficulties it creates for members to exercise and fulfil their scrutiny responsibilities. While it scores poorly against the principles and criteria, many of these shortcomings can be addressed through the adoption of complementary governance arrangements and processes. Some suggestions are set out below. 
Table 1	Enhancing the governing alone approach 
	Possible problem
	Possible solution

	Lack of time, capability, and capacity to deal with complex issues.
	Establish ad hoc working groups, with specific terms of reference and timeframes, to either advise the governing body, or with delegated authority to make decisions on the governing body’s behalf.  Such working groups can have appointed (non-elected) representatives chosen for their knowledge or mandate.

	Risk that the governing body will be overwhelmed by reactive and minor issues at the expense of strategic and significant matters.
	Increase delegation to the chief executive and staff to deal with administrative and minor matters.
Increase the number of governing body meetings.
Establish community boards with delegations to make a range of sub-local decisions.

	Risk of “groupthink” i.e. unchallenged and poor-quality decision-making”.
	Establish advisory bodies, including, for TAs, mayoral advisory bodies, to provide complementary advice and guidance.
Invite external organisation representatives to attend council meetings on a regular basis, to provide advice, and answer questions, e.g., representatives from mana whenua, youth groups or others, reflecting the council’s priorities. 
Strengthen the public forums at the start of council meetings to encourage the expression of community views.
Establish community panels to provide feedback on governing body proposals.
Facilitate and support ward and/or neighbourhood committee arrangements, including community boards.

	Lack of opportunities for members to develop skills and build a political profile.
	Provide a professional development budget and ensure all members have an appropriate training path.  
Enable members to become council spokespeople for specific issues and create opportunities for members to represent the council on other organisations.
Establish a system of councillor portfolio holders (see Appendix 3).

	Lack of responsiveness to the needs and views of the council’s multiple communities.
	Make use of citizens’ panels and citizens’ assemblies to draw on the intelligence of the community (see LGNZ’s Localism Guide at https://www.localism.nz/localism-guide
Establish community boards.
Encourage participation of residents’ associations and other forms of neighbourhood organisations.

	A single decision-making body that meets frequently can be a challenge for members who may have external commitments, such as careers when scheduling meeting times.
	Be aware of members’ personal circumstances and commitments when scheduling meetings.

	Growing community distrust due to the use of workshops and CE briefings to explore issues in depth.
	Develop a policy on workshops, consistent with advice from the Ombudsman, to ensure citizens understand their purpose and opportunities to participate.



Many of the issues identified above can be addressed, and indeed resolved, by using complementary structures designed to enhance the ability of councils using this governance and decision-making model to achieve the best outcomes for their communities.
Advantages of the governing alone approach

The reasons why a council may choose to centralise its decision-making in the governing body include:
1. Because the governing body has a small number of members. If for example, the governing body consists of six or seven councillors, as well as the Mayor, then it is likely that any committees or subordinate would involve all members, diminishing the rationale for establishing them.
2. A belief that a single decision-making body, by removing the risk of duplication found in multi-layered systems, will be administratively simpler, cheaper, and make faster decisions. 
3. A desire to make it clear to citizens and their communities where accountability for decision-making lies.
4. A view that it will be easier to keep the governing body focused on its strategic priorities and ensure that all policies are aligned with those priorities. This perspective treats the governing body as if it were a board of directors, with a focus on controlling the policy narrative by diminishing the risk of alternative perspectives which is more likely to occur in bodies that are diverse. 
Disadvantages of the governing alone model

While the “governing alone” model is attractive from a simplicity and accountability perspective, it does pose challenges, scoring poorly against some of the principles described in page 38 Weaknesses can include the ability to reflect and consider diverse perspectives, engage meaningfully with communities, and facilitate member development.  For example:
1. There are limited opportunities for elected members to specialise in topics or develop skills, such as chairing meetings and acting as spokespeople
2. The lack of committees creates a reliance on workshops to brief elected members, thus reducing transparency and inclusiveness and a potential loss of trust in the institution
3. The inability to make external appointments to governing bodies reduces the opportunity to make use of specialist knowledge or experience, such as Te Ao Māori, or functional expertise, and to access contestable advice
4. Reliance on the governing body means that the same members meet constantly, with the same member (mayor or regional chair) chairing meetings. This creates a risk of “group think”, a phenomenon that inhibits the ability to generate new and innovative solutions to community problems, respond to new opportunities, and challenge agreed assumptions.
5. Total reliance on the governing body for all decisions increases the risk of being overwhelmed by minor and urgent matters at the expense of those matters that are strategic and important for the long-term well-being of their communities. 
6. The formality of governing body meetings limits the ability of members to give matters full consideration or scrutiny, and creates barriers to engagement with business, Māori organisations, and community groups. 
7. Because of the relatively small number of members on most governing bodies, responsiveness to isolated communities may be poor.
Please note, each approach is presumed to have, what in our view are, two essential committees or sub-committees, namely a chief executive employment and performance committee and an audit and risk committee, as well as committees required by statute e.g. DLCs. 
Each model is also assumed to include the delegations necessary for the chief executive and their staff to properly perform their responsibilities.  
The remainder of this guide is concerned with the design of different committee structures.
[bookmark: _Toc202555831]Governing with committees 

The reasons for adopting the governing with committees’ model reflects the fact that it meets more of the principles than the governing alone model.  It ranks more highly from both a democratic and effectiveness perspective because it allows for greater member scrutiny of the organisation’s performance. Arguments in support are:
1. Workload: some issues, such as a review of a district plan, will require frequent meetings and considerable reading/research which will be beyond the capacity of the governing body to manage on its own. Not all elected members have the same amount of time to invest in council work. Committees can also improve responsiveness to place-based communities.
	Good Practice – Committees
Unlike the governing body of a council, committees are able to work in a less formal manner which allows in-depth discussion and debate about issues.  The smaller size of the committee assists elected members to ask questions directly of staff involved in the preparation of advice and engage with stakeholder organisations and citizens themselves.  
It is an approach that may make it easier for members to balance technical advice with the views of interested parties and communities.


2.  Facilitating community engagement: governing bodies tend to operate in a formal manner with limited time for debate.  This is not conducive to citizen engagement.  Delegations to smaller committees, or community boards, enables citizens and local organisations to be more actively involved with the council. Committees also provide a mechanism for the participation of mana whenua (the council’s Te Tiriti partner(s)) to contribute to decision-making.
3. Scrutinizing the council performance: allowing members to develop specialised knowledge on topics and contribute where they have strengths. This is critical if members are to properly scrutinise the performance of officials. Knowing the right questions and having the opportunity to ask them, as occurs in parliamentary select committees, is essential. 
4. Member development: committees enable increased opportunities for members to: develop their public profile; build experience in chairing meetings and leadership; and develop the skills required to work collegially with fellow elected members.  
5. Additional expertise: External members may be appointed to committees and may be important if their expertise is needed to assist advance a major strategic issue, or to provide decision-makers with more diversity.  
6. Strengthening the governing body’s strategic focus by placing more operational matters, such as overseeing service delivery responsibilities, to a committee and freeing up time for the governing body.
7. Efficient use of elected member time: not all decisions need all elected members to consider them. Some decisions are minor and are suitable to be delegated to a committee with reduced membership. 



Disadvantages of the governing with committees’ model

The most common challenges created by the governing with committees’ approach include:
· The need to have some form of coordination across committees to avoid duplication and ensure committees focus on the governing body’s strategic vision and priorities.
· The possibility that a process for allocating members to committees may be needed if there is competition to be on the same committee
· Committee chairs may have variable skill and experience, requiring additional training. 
· Additional administrative resources will be needed, and decision-making may be slower, than in the governing alone model.Case study: Guidance on establishing standing committees (Christchurch City Council 1999)
· Significant activities should not be divided between standing committees
· It is desirable to have no more than six standing committees (for practical and time-tabling reasons)
· Committees should not have a mix of regulatory and non-regulatory responsibilities
· Activities allocated to standing committees should be grouped into common themes
· Noting that workloads cannot be equal, they should be as balanced as possible
· Committees should have a membership of approximately eight
· Ideally each councillor should be on two committees only
The Strategy and Resources Committee should have responsibility for council wide processes and include in its membership the chairs of all committees.


Table 1 Summary of steps
	Steps
	Decisions

	The first question for governing bodies: to “govern alone” or “govern with committees”

	
	

	For the governing alone option

	
	If the “govern alone” option is agreed, then:
· Agree statutory and quasi-statutory committees or sub-committees, and membership
· Determine what if any complementary structures are needed to meet members’ expectations, such as a portfolio system, or semi-structured briefing sessions.  

	
	

	For the governing with committees’ option

	1
	If the “governing with committees” model is agreed, then determine the role of the governing body as being to:
· make all decisions, or
· make only those decisions not delegated to committees

	
	

	2
	Determine the role and purpose of committees
· should committees focus on outcomes, outputs (services), or council processes, or a combination? 

	
	

	3
	Determine the powers of each committee
· will the committees be advisory or decision-making, or a combination?
· if committees are delegated decision-making powers, are they open ended or qualified?
· How will the delegations to committees be structured to make efficient use of elected member time, and avoid double debate? 

	
	

	4
	Determine size and membership of committees
· Will committees be committees of the whole or not?
· Will membership include appointed (non-elected) members?
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Having decided to establish committees, councils need to make choices about the role committees should play, powers and relationships/accountability, and membership and size.  The following chapters consider each of these in turn.
Step one determines the role of the governing body
Step two considers the role and purpose of each committee
Step three considers whether committees should have delegated decision-making authority
Step four considers the membership of the committees.
[bookmark: _Toc202555832]Step One: determining the role of the governing body
Tūāoma Tuatahi: te whakatau I te tūranga o te rōpū kāwana

The first step that councils which opt for the “governing with committees” model need to take is to define the role of the governing body – usually defined as taking responsibility for all decision-making except those decisions which have been delegated. The role will vary, depending upon whether committees have delegated decision-making authority or simply advisory roles.
[bookmark: _Toc202555833]The primary governing body roles are:
· Employing a Chief Executive.
· Adopting strategic objectives and policies. 
· Adopting the Long-term Plan·.
· Establishing priorities for resource allocation within its motu.
· Addressing issues that have not been delegated to committees or community boards. 
· Ensuring the council’s shareholding interests are effectively managed.
· Ensuring the formulation of public relations objectives for the Council.
· Responding to events and circumstances that could affect the city, district or region, including timely and positive responses to emergencies. 
· Encouraging, establishing and maintaining effective cooperation and coordination with other councils, government departments, and other public and private organisations. 
· Delegating to its committees and CE, such powers and responsibilities as are appropriate to achieve the council’s vision and goals. 
· Making decisions on matters not delegated.
· Monitoring the performance of its committees and sub-committees.
The council’s role should be agreed and adopted at the same time that the role and powers of committees are also agreed and adopted.


[bookmark: _Toc202555834]Step Two: determining the role of committees
Tūāoma Tuarua: te whakatau I te tūranga o ngā komiti

The default role of a committee at this stage (except CE employment and statutory committees) is advisory, that is, to provide advice on the matters set out in their respective terms of reference. Whether committees should also have decision-making authority, and the extent of such authority, is considered in step three.
Just as their ability to use discretion on whether to have committees or not, councils have the discretion to decide the responsibilities of any committees they choose to set up, as well as whether those responsibilities require delegated decision-making powers or not.  
Committees and sub-committees may be established under Clause 30, Schedule 7, by agreement of a majority of governing body members, or, in territorial councils, through the discretion of a mayor using their s. 41A powers. A mayor can establish committees, and appoint their chair under s 41A, however, appointing the membership of a committee is the responsibility of the governing body.  
Please note: a council can override the mayor’s decision.
When establishing a committee by resolution, the resolution should include its terms of reference specifying:
· Name and purpose of the committee
· Specific responsibilities
· The level, if any, of decision-making authority given to the community 
· Budget allocation, if any
· Name of committee members
· Quorum 
[bookmark: _Toc202555835]Determining committee roles and purpose

There is more than one way to frame the purpose or objective of a standing committee, which typically tend to be of four types: functional, procedural, outcome or area.  

[bookmark: _Toc202555836]The Functional/output approach
Under the functional approach, committees are given responsibility for activities that the council delivers or is responsible for.  The normal practice is to group activities by common characteristic, taking care to ensure that workloads are roughly equivalent.  Depending on the size of the council, a typical distinction might be between activities that are community related; network infrastructure type activities; regulatory activities; and finance and funding, with the governing body keeping district wide issues like strategy.  
Committees exist to both recommend actions to the governing body and make decisions to discharge any specific responsibilities they have been allocated. The governing body is responsible for monitoring a committee’s performance with regard to those activities delegated to the Committee. An example of a functional committee’s terms of reference is Whangarei’s Infrastructure standing committee.
[bookmark: _Toc202555837]
The procedural approach 

Procedural based committees are those established to oversee, or undertake, an operational process, rather than a service. Examples of procedural committees would be:
· A CE Employment and Performance Committee.
· An Audit and Risk Committee (see Appendix 2).
[bookmark: _Toc202555838]
The outcome or theme approach

Outcome based committees are committees which have been given responsibility for providing advice, or commissioning services, to achieve specific outcomes (determined by the governing body), such as being given responsibility to focus on “safer communities” or the objective to “keep the district moving”.
Outcomes focused committees tend to operate across organisational boundaries. For example, an objective, such as “safer communities”, would require the committee to oversee or monitor a broad range of services, such as youth services, city planning and design, community facilities and alcohol policy. 
An example are the six outcome strategy groups established by Rotorua Lakes District Council in the 2016 – 2022 period.
Outcomes focused committees – RLDC
Between 2016 and 2022 Rotorua Lakes District Council established an outcomes-oriented governance and decision-making structure, an approach that involved two committees of the whole, and six strategy groups. The committees of the whole were:
· Strategy, Policy and Finance - oversight and making recommendations to the Council on the adoption and development of all council’s strategic, policy, planning and regulatory frameworks.
· Operations and Monitoring – oversight of the implementation of the council’s strategy including coordination of the six strategy groups.
The six strategy groups were established to oversee the development and implementation of the council’s key strategies.  Committees consisted of approximately six members who included councillors and relevant community organisation representatives.  Each topic was a stand-alone strategy:
· People and engagement
· Creative Communities
· Sustainable Economy
· Sustainable living
· District revitalisation
· Sport and recreation
The two committees had recommendatory powers only with their chairs drawn from the governing body. Appointed members were drawn from the Councils’ Iwi partner “Te Tatau o Te Arawa” and the two community boards.
[bookmark: _Toc202555839]
Area based committees

Standing committees will generally have a purpose and objective that relates to the purpose and objectives of the governing body, whether that means overseeing a significant service, like libraries, or focussing on an important objective, like “healthy drinking water”.
For councils that govern a large motu or jurisdiction, especially regional councils, there may be a need to have a mechanism for bringing decisions closer to affected communities.  These may take the form of:
· For territorial authorities, a community board elected by voters within the defined area. [footnoteRef:5] [5:  Councils are also able to establish and/or support local self-defined communities. Manawatu District Council, for example, supports a network of over 20 village communities which are encouraged to develop local plans for their areas and are eligible to receive funding for local projects. See LGNZ Localism Guide] 

· A committee consisting of councillors elected from the relevant area (possibly supplemented by local appointees) e.g. Zone committees established by Environment CanterburyCanterbury water zone committees
Water zone committees develop actions and tactics to deliver on the 10 targets of the Canterbury Water Management Strategy (CWMS) in their zone. The purpose of Canterbury water zone committees is to “develop actions and tactics to deliver on the 10 targets of the Canterbury Water Management Strategy. Committee members are appointed after councils advertise for expressions of interest from their communities.
Applicants are assessed on skills, expertise and experience, as well as their ability to work together to develop water management solutions to economic, social, cultural and environmental issues.
Each water zone committee has between seven and 10 members, including:
· An Environment Canterbury appointee
· A local territorial authority councillor
· A rūnanga appointee
Members serve for three years, meeting every few weeks to gather information from stakeholders and the community to ensure all interests are represented.


[bookmark: _Toc202555840]Committee structures

In practice, committees’ terms of reference often end up being a combination of styles. 
Table 2 compares the committee structures of a sample of regional councils. Notable is contrast between councils that favour “bucket” style terms of reference, such as Northland Region, which lumps many of its services together in an Infrastructure Committee, and Greater Wellington, which has taken more of a disaggregated approach. This includes a stand-alone committee for public transport, reflecting that activity’s strategic (and fiscal) importance to the council and region.

Table 2 	A sample of regional council committees for the 2022 – 25 term 
(joint committees and post settlement committees not included for this exercise)
	Otago 
	Hawkes Bay 
	Canterbury
	Northland
	Waikato

	Finance
Environmental Policy and Science
Environmental Implementation
Public Transport
Regional Leadership
Safety and Resilience
Audit and Risk.
	Corporate and Strategic
Environment and Integrated Catchment
Tenders
Regional Planning
Māori
Risk and Audit.
	Regional Delivery Committee
Strategy and Policy
Audit and Risk
Regulation Hearings Committee.
CE Employment, Performance & Rem.
Water Zone committees.
	Infrastructure
Investment
Audit and Risk
	Strategy and Policy Committee
Environmental Performance
CE Employment and rem
Climate Action
Finance and Services
Future Proof Implementation
Integrated Catchment Management
Risk and assurance.


Source: Council Governance Statements and Delegation Manuals
Although given different titles, such as Strategy and Policy, or Corporate and Strategic, or Leadership, it is common for regional councils to have a committee, usually a committee of the whole with advisory powers, that is responsible for strategic thinking and coordination. It is also common for regions to have a stand-alone committee with a focus on “implementation” – probably reflecting the high proportion of activities undertaken in response to statutory requirements.
There is greater variety of governing models amongst territorial and unitary councils, reflecting a greater variation in their size, scope and role, not to mention function.  Table 3 illustrates some of this variation.
Table 3:	A sample of Territorial Authority committee structures
	Waikato District 
	Palmerston North City
	Marlborough District 
	Wairoa District

	Whangarei District

	Performance & Strategy*
Infrastructure*
Sustainability & Wellbeing*
Policy & Regulatory*
Audit & Risk
CE Performance Review
Emergency Committee
District Licensing Committee.
(* Committees of the whole)
	Economic Growth 
Culture & Sport
Community
Sustainability
Strategy & Finance
Rangitāne o Manawatu.
Risk & Assurance.
(No committees of the whole)
	Assets and Services 
Environment and Planning
Economic Finance and Community*
District Licensing Committee
Regional Transport Committee
Civil Defence Emergency Management Committee
Thirteen sub-committees.
(*Committee of the whole
	Māori Standing Committee  
Chief Executive Review Committee
Infrastructure Committee
Economic Development Committee
Finance, Audit and Risk Committee
Conduct Review Committee
District Licensing Committee.
(No committees of the whole)
	Audit and Risk
*District Planning and Regulation
*Infrastructure
*Community and Recreation.
(* Committees of the whole)


Note: Joint Committees not included.
Where councils have established standing committees (with the exception of statutory committees), it is common to have committees with specific focus on infrastructure, community services, and strategy.
[bookmark: _Toc202555841]Step Three: 	Determining powers and decision-making authority
Tūāoma Tuatoru: te whakatau I ngā mana urungi, whakatau anō hoki

Whether committees of the whole, or part of the whole, the generic role of a committees is to consider matters referred to them and give advice to their governing body - advice based on their information seeking and scrutiny roles. Whether a level of decision-making authority is needed to fulfil a committee’s purpose depends upon the circumstances under which they were established  
This section examines the arguments in favour of delegation.Delegating authority is a key process for municipalities to ensure operational efficiency, transparency in municipal transactions and preserving public confidence in the municipalities decision-making (City of St Albert Governance Review).

[bookmark: _Toc202555842]Why delegate decision-making authority?
Apart from decisions that cannot be delegated (see below), and some duties set out in other statutes, most decisions can be delegated to committees, local or community boards and, the chief executive.  
A delegation means that the body with the delegated power has the full authority of the governing body in respect of the decision-making powers defined in the delegation.  The governing body, while retaining legal responsibility for the exercise of any powers it has delegated, cannot overturn or amend a decision made by a body which is exercising a delegation, although it can always revoke the delegation at some later point. It can also include thresholds or limitations within a delegation.[footnoteRef:6] Reasons for delegating include:  [6:  For more information on what it means to delegate decision-making go to the LGNZ Guide to Standing Orders at https://www.lgnz.co.nz/learning-support/governance-guides/] 

· To address issues of duplication and double debating, where for example, a governing body finds itself discussing matters that have previously been fully discussed and debated by committees, and possibly community boards. Decision-making powers also incentivise members of those committees to “get the decision right”.
· To reflect the scale of a matter: some decisions are better made in a smaller group, where all members can participate and matters be explored in detail. For example, decisions about procurement or decisions about CE performance.
Matters to Note
Delegating decision-making to committees of the whole, if they are large, may not realise all the benefits created by the delegation e.g. it may still be difficult for all members to participate fully.
Delegations should be clearly stated in a committee’s terms of reference as well as included in a council’s delegations manual and/or Governance Statement.
Decisions made using delegated powers are normally reported to the governing body as part of that committee’s minutes. 

· Member development: Giving committees a range of decision-making powers strengthens member development because the discussion and debate is directly linked to the making of a decision, rather than providing advice (which removes some of the potential for “gaming” or “playing to the gallery” that exists when debate is not linked to a decision). It also places more pressure on committee chairs to manage debates and steer them to optimal solutions – that is they have “skin in the game”.
· Focus on strategic issues – One of the reasons why a governing body will establish committees is to remove the risk of so called “urgent but unimportant” issues distracting the council from focussing on its priorities or matters of strategic importance. Therefore, giving committees the authority to discuss and resolve such matters frees up the governing body to focus its time and energy on strategic matters which count most.
Once approved, the delegations made by the governing body can be found in the council’s Governance Statement and, in many cases, a delegation’s manual.  
Please note that a governing body can remove or amend delegations it has made to a subsidiary body. As noted above, delegating a level of decision-making to committees should reduce elected member workload as it removes the double handling that can occur when committees have an advisory role, resulting in fewer and shorter governing body meetings.  As a result, governing body gradually comes to focus more on monitoring the performance of its committees and ensuring that decisions and resources are aligned with its strategic vision. 
[bookmark: _Toc202555843]
Enhancing the use of delegations 

The benefits of delegating decision-making authority are described in previous sections of this guide. To maximise those benefits the governing body needs to think clearly about what class of decisions it wishes to retain and the classes of decisions that will benefit from being made in an environment closer to those who are likely to be affected by the decisions – including sub-municipal settings like community boards. Table 4 discusses the advantages and disadvantages of delegation.

The most direct way of making governments accountable is to shorten the route of accountability by devolving power to the lowest possible level where it can be more directly responsive to popular will (Francis Fukuyama 2014).





Table 4	Issues and solutions when devolving decision-making
	Issues
	Solutions

	Committees or local/community boards have insufficient budget to fulfil the objectives in their terms of reference. 
	Better scrutiny of proposed work programmes and budget allocations.
Regular budget updates to the governing body from committees and sub-municipal bodies so that demand and expenditure can be monitored.
Giving a committee member, such as the chair, responsibility for signing-off decisions using delegated powers.
Ask Audit and Risk Committee to review committee budget allocations and workload.

	Committees having insufficient delegated powers to fulfil their objectives and terms of reference. 
	Regular reporting to the governing body.
Ask the Audit and Risk Committee to review delegations.
If necessary, amend delegations to the committee or adjust its objectives and terms of reference.

	Governing body members concerned that delegated decision-making powers may not being used in a way that is consistent with a committee’s terms of reference.
	Ensuring that decisions made under delegations are highlighted in the committee’s regular report to the governing body, which will often be a committee’s minutes.
Have committee chair report to the governing body on a quarterly basis.
Amend the delegation to provide the committee chair with sign-off powers.
Amend the delegation to create a threshold above which a pending decision must be referred to the governing body.


More information on delegations can be found in LGNZ’s Guide to Standing Orders which can be downloaded at https://d1pepq1a2249p5.cloudfront.net/media/documents/Guide_to_2025_LGNZ_Standing_Orders_Template_2025.pdf
[bookmark: _Toc202555844]Step Four: Determining the size and membership of your committees
Tūāoma Tuawhā: te whakatau I te rahi me te mematanga o ō komiti

Having decided to establish committees and determined their purpose and powers, the next question is to decide whether those committee should be:
· committees of the whole, or 
· committees comprised of part of the whole. 
This section of the Guide looks at the relative advantages and disadvantages of the two options. 
[bookmark: _Toc202555845]In addition to deciding on the size of committees, the governing body also needs to consider whether committees should include appointed members, and if so, on what basis, (e.g. appointed for the term of the committee, or for a limited period, remuneration and voting rights.)  This question is also discussed below.

Committees of the whole

Committees of the whole are committees consisting of all governing body members (and possibly appointed (non-elected) members), which have been given a responsibility to achieve a stated purpose or objective.  
These are committees, established under Schedule 7 of the LGA 2002, that comprise all members of the governing body and, if agreed by the governing body, appointed members. Such committees may be limited to providing advice or be given decision-making authority, or both, this is discussed in the next section.  Reasons for establishing committees of the whole include:
· From a political management perspective, it may be easier to get members to agree to establish committees of the whole, especially if many are new and have yet to get to know their colleagues.
· To address members’ desire to be involved in each decision, especially if members lack trust in each other.
There is no legal limit on the number of committees of the whole a local authority may set up, but practical constraints, such as councillor time and staff resources, mean that most councils using this model would have three or less.)
Committees of the whole may be advisory, that is to consider matters and make recommendations to the governing body or have delegated authority to make decisions – the pros and cons are discussed in the next section.
[bookmark: _Toc202555846]Issues
· The risk of groupthink (namely a lack of dissenting voices prepared to challenge conventional wisdom). While this risk is less than in the Governing Alone approach, it may still apply if there are no external appointees to the committees of the whole. 
· Having all councillors on all committees increases the workload, including number of meetings, and may reduce the number of people in the community who are available to put themselves forward for elected office.
· In the case of large governing bodies or committees of the whole (especially if the number is increased by external appointees) it may be difficult for members to fully participate and give effect to their scrutiny role.[footnoteRef:7]  [7:  The scrutiny purpose describes the role that elected members should be playing of asking questions and challenging assumptions. Formal meetings seldom provide sufficient time for a member to properly fulfil this purpose.] 

· Workload issues: members may be unable to meet workload demands. Committees of whole reduce the amount of time members can spend on any specific issue. Some matters, such as a district plan review, require a major investment of time, well beyond the time that most members can allocate.[footnoteRef:8]  [8:  Noting that being an elected member is recognised as a part time occupation, except in major metro councils, namely Auckland, Wellington and Christchurch.] 

· It is common for committees of the whole to debate and make recommendations about issues and then meet again, within a few weeks, as governing bodies to consider the recommendations previously made.  This is a duplication of effort and debate with limited utility. This can cause issues if committees with external members make recommendations to the governing body, which is then inclined to overturn that decision due to the absence of the appointed members and ignore robust debate that may have occurred at the committee stage.

Many of the issues identified with this model can be addressed through the design of the governance structure, especially the way in which terms of reference are drafted, the use of appointed members and innovative ways of providing staff support.





Table 5	Enhancing committees of the whole 
	Possible problem
	Possible solution

	The problem of members making recommendations to themselves and then re-debating the matter is an issue with this model.
	Require committees to seek consensus or virtual consensus on issues before reporting back to the governing body.
Amend standing order to require adoption of committee recommendations when unanimous and there is no contextual changes.
Mayor/chair to make it clear that debate on the committee’s recommendation is not an opportunity to start a de novo discussion.

	Workload – with all elected members on all committees the workload can be problematic, particularly the lack of flexibility to fit around other commitments. This can reduce the diversity of those standing for election.
	Look at having variable meeting times to ensure that no one member is consistently inconvenienced.
Look at having meetings start outside of “normal business hours”.

	The risk of having the same group of members considering all matters throughout the term could potentially lead to “group think”, where issues are only considered from a single perspective.  
	Adopt policy of co-opting external representatives, as required, to assist the committee by providing alternative perspectives.  

	Uncertainty about which committee should consider what issue and report. 
	Establish a coordinating group within the council consisting of the committee chairs, mayor/regional chair, and senior staff, to decide, ahead of each meeting cycle, what reports will be prepared and to which committee they will be sent.

	Ensuring committees consider matters from multiple perspectives.
	When papers are considered by a committee ensure that officials from all relevant council departments are available to attend the meeting and have a chance to provide their perspectives and/or answer members’ queries.
Adopt the practice used in Cabinet in which papers include the perspective of all relevant departments.

	Connecting with place-based communities.
	Approaches will vary depending upon the geographic nature of a council’s rohe – whether a small urban centre or large distributed area with multiple population centres. These can include:
· A network of community/neighbourhood committees
· Community boards
A committee of the whole could be established with the explicit purpose of working with a council’s geographic communities and any community committees/boards, coordinating public services, and advocating for the interest of those communities both within and outside the council.
Where a council has community boards then it will need to determine how the board aligns with the committees of the whole.  It may, for example, require boards to report to the committees on any matters that fall within their specific terms of reference.




[bookmark: _Toc202555847]Committees of less than the whole

Unlike committees of the whole, not all members get to be members of each committee in this approach.  In fact, the common size of a committee is usually between six and eight members, which allows for all committee members to participate.  Members are allocated to different committees according to committee purpose, members’ interests and skills, and workload.  
When appointing members to committees, councils take different approaches. Frequently, the process will begin with the mayor / regional chair meeting with each member to find out their reasons for standing, their expectations, and their interests/skills. In some cases, members will be invited to rank, in order of preference, the committees they would like to be on.  It is generally an iterative process that concludes with a council resolution.
[bookmark: _Toc202555848]Why consider committees of less than the whole?
· To create additional opportunities for councillors to develop competencies and leadership skills, including chairing skills.
· To enable citizens and organisations to directly engage with elected members - due to the smaller number of members and less formality.
· To be able to focus in more depth on a strategic objective or an urgent/topical issue without the distraction of “business as usual”.
· To fulfil elected members’ duty to scrutinise organisational performance and service delivery effectiveness by being able to draw on greater expertise. This can occur through appointed members, whether appointed on a full-time or a short-term basis.
· To respond to community issues: Committees can be quickly established in response to emerging issues, such as, for example, a housing crisis, or influx of visitors.  It allows attention to be focused on a single policy issue with minimal distraction from the strategic work of the governing body. 
[bookmark: _Toc202555849]
Issues 
Depending on whether committees are advisory or decision-making this model involves committees considering matters and making recommendations to the governing body, creating a risk of duplication and re-litigation.
A full committee structure may create problems for small governing bodies as they may not have sufficient numbers to sustain the model.  However, while small governing bodies may lack the diversity and range of skills usually found on larger governing bodies this can be addressed through external appointments to committees. 
Table 6	Enhancing committees of less than the whole 
	Possible problem
	Possible solution

	Members may not be appointed to the committee of their choice and/or feel left out.
	Adopt a policy of changing membership after 18 months (mid-term) to enable all members to experience each committee.
Encourage those members not appointed to committees to attend when the committee is debating an issue of importance to them.

	If advisory only, there is a risk of recommendations not being seriously considered or rejected by the other members of the governing body.
	Require committees to seek consensus or virtual consensus on issue before reporting back to the governing body.
Ensure the chair of a committee is given a fair opportunity to explain and argue for their committee’s recommendations.

	More complex administration and servicing needs.
	Invest in capability and capacity of the governance team.

	Because committees are part of the governing body, some members may be reluctant to give them delegated powers.
	Ensure that members fully understand the governing body’s role to scrutinise and hold committees to account for fulfilling their terms of reference.

	Committee members may lack the skills or experience necessary to fulfil their objective or terms of reference.
	Consider appointing external (non-elected) members on the basis of their expertise and knowledge.

	What to do about local issues that impact on the objective of more than one committee?
How to decide which committee should lead?
	Establish processes, such as monthly meetings of committee chairs, to coordinate the distribution of papers between committees.
Enable cross cutting issues of this type to be considered by the full governing body, or a committee of the whole.
Ensure that the organisational structure is not aligned with the committee structure, promote a collaborative approach with departments advising multiple committees.


Those councils that have decentralised their decision-making to committees may be more likely to also extend delegations to community boards or require boards to report to those committees on matters relevant to the committee’s terms of reference. 
[bookmark: _Toc202555850]Appointed members or not[footnoteRef:9] [9:  If appointed members receive remuneration, then councils must ensure that their total remuneration for a year stays under the threshold set by the Local Authorities (Members’ Interests) Act 1968, which is $25,000. If it exceeds this amount then they will immediately cease to be a member, unless they have exemption from the OAG, see section 3(1).] 


One of the reasons why committees are often recommended, whether they are committees of the whole or part of the whole, is for the ability to appoint external (non-elected) members to those committees.  The reasons for making external appointments vary, but may include:

[bookmark: _Toc202555851]Knowledge

A common reason for appointing members is to supplement the knowledge and skill of the governing body members on a committee.  This is the case in virtually all councils with the appointment of an external member on the Audit and Risk Committee.  But it may also be important on other committees as well, such as an appointed member who knows the questions to ask management if dealing with complex services like infrastructure.
[bookmark: _Toc202555852]Diversity

The election process may have resulted in a lack of diversity on the governing body creating a desire to ensure that committees better reflect the diversity of the community. 
[bookmark: _Toc202555853]Representativeness

To be effective, councils must work in partnerships with other organisations. For example, in resource management where councils must work with mana whenua organisations in multiple ways. Many councils have responded to this by having mana whenua representatives appointed to their main committee.  In comparison, a council with a focus on economic investment may choose to invite the local chamber of commerce to make an appointment to a committee with responsibility for economic development.
[bookmark: _Toc202555854]Legislation

Occasionally Parliament requires councils to form committees which include external members.  Examples can be found among the post-Treaty settlements arrangements, which may require the establishment of co-management and co-governance committees with Iwi/hapu.  Another example are the regional transport planning committees which have representation from Waka Kotahi and District Licensing Committees.
[bookmark: _Toc202555855]Assessment summary
Whakarāpopototanga aromatawai

To assist governing bodies, consider different governance and decisions-making options, an initial ranking has been made against the principles set out at the beginning of the Guide with one being the highest ranking and three the lowest.  
	Principles
	Governing Alone
	Governing with advisory committees*
	Governing with decision-making committees*

	Administrative simplicity and clear accountability
	One
	Two
	Three

	
	
	
	

	Access to external expertise
	Three
	Two
	One

	
	
	
	

	Opportunity for direct mana whenua representation
	Three
	Two
	One

	
	
	
	

	Effective scrutiny of performance
	One
	Three
	Two

	
	
	
	

	Enables diverse perspectives (avoid group think)
	Three
	Two
	One

	
	
	
	

	Ease of citizen participation
	Three
	One
	One

	
	
	
	

	Member development & upskilling
	Three
	One
	One

	
	
	
	

	Ability to focus on strategic issues
	Three
	Two
	One

	
	
	
	

	Connecting with communities
	Three
	One
	One


[bookmark: _Toc202555856]Common questions
Ngā pātai auau

Community boards or self-defined communities
When looking to shift decision-making to a community or neighbourhood level, councils have the option to choose between community boards or to recognise “self-identified communities”, such as neighbourhood committees or resident associations, or both.
· If a democratic mandate is important, or if the council wishes to delegate a responsibility, then the legal formality of a community board should be considered.
· If it is more important to encourage direct participation of neighbourhoods or to strengthen local advocacy or networks, then informal arrangements, such as recognising self-defined communities should be considered.
Should all councillors be able to be members of the Audit and Risk Committee?? 
No.  The Office of the Auditor General suggest a membership of four or five with at least one external appointee, who should be the chair.  The Audit and Risk Committee is required, as part of its work, to reviews council policies and decisions.  It would be a nonsense for a governing body to review its own practice.
Coordinating the work of committees
A common challenge for councils with committees, especially if committee terms of reference are written in a general way, is ensuring emerging issues are referred to the most appropriate committee, and that two committees are not considering the same matter.
One way of dealing with this is for committee chairs to meet regularly with senior management to consider emerging issues and agree how each should be addressed, and by which committee.
Should the organisational structure mirror the governance structure?
To prevent silos developing between committees and the organisation, it is best practice for committees to have terms of reference which span multiple groups of the organisation’s structure. 
Should committee chairs receive more remuneration?
It is up to the council to propose to the REM how the governance pool will be allocated, however the Remuneration Authority recognises that positions of responsibility, such as chairs of committees, should be remunerated according to the level of responsibility they hold. Please note that this does not include non-elected appointed members, such as independent chairs of Audit and Risk Committees.
For example, in some councils the only role played by committee chairs is to chair meetings.  In other councils, the chair may work closely with staff in the development of agendas, be the council spokesperson for items that come within their committee’s terms of reference, as well as chair meetings – which should be reflected in their remuneration. 


Should appointed members be paid remuneration
Yes, many councils make use of the cabinet fees framework guidelines for members appointed to central government boards when determining remuneration levels for appointed members, see https://www.publicservice.govt.nz/guidance/guidance-for-statutory-crown-entities/remuneration-and-expenses-for-board-members#:~:text=Independent%20members%20of%20board%20committees,annual%2C%20rather%20than%20daily%20fees.
Can we reimburse community board members for additional responsibilities?
To increase remuneration for community board members to, for example, compensate them for additional responsibilities, requires the agreement of the Remuneration Authority. When applying to the Authority to have their remuneration reviewed, a board/council needs to give the Authority the necessary evidence to justify its request. For example, a description of their additional board responsibilities and, if it exists, a copy of any agreed Accord between itself and the council.  (See Better Together: a guide for council and community board relationships).
If a governing body has reduced its own workload by delegating responsibilities to its community boards, then the Authority can allocate part of the council’s governing pool to those community boards (and decrease councillor remuneration).
Why a CE employment and performance committee and not the full governing body
A smaller body will be better placed to undertake negotiations, which may involve sensitive information, with the chief executive, see Appendix One for more information.
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[bookmark: _Toc202555858]Appendix 1		Community boards
Āpitihanga 1: Ngā Poari Hapori

When designing governance and decision-making models, community boards (and local boards in the case of a unitary council) can play important roles, especially particularly in relation to:
· Removing hyper-local issues from the governing body agenda so freeing the governing body to spend more time on strategic matters.
· Being able to access information on community issues that may help the governing body, and committees, develop policies and programmes.
· Assisting the governing body to build coalitions amongst local organisations and communities to support initiatives, policies and programmes. 
On the whole, boards provide a direct link to communities and neighbourhoods, something that could be extremely helpful for those councils that adopt the governing-alone model.  
Under some conditions community boards can exercise decision-making authority on behalf of the governing body, especially where a council wants to take an integrated approach to local service delivery.  An important consideration concerns the impact of additional responsibilities on the capacity of board members and whether additional remuneration is needed to reflect those additional responsibilities. 
Additionally, ensuring adequate levels of staff support to enable the community board to fulfil its additional delegations should also be taken into account. 
The recently published guide, “Better Together: A guide for councils and community boards” (2025) identifies three community board models on the basis of their responsibilities and delegations.   When seeking to either increase community voice and input, or shift decision-making closer to communities, it is important that councils work with their boards to determine which of the three is appropriate for their specific circumstances.
Model 1: Voice and Advice - The foundation of strong local democracy. 
This model ensures community boards are a vital conduit between communities and council. Boards bring local voices to the table, advocate for their communities, and provide advice and feedback on issues of local interest. They help the council stay connected and responsive, while remaining grounded in their representative and advisory role. In the 2022 – 25 triennium, community boards that conformed to this model include the Tawa Community board in Wellington City and Opotiki Coast Community Board.
Model 2: Voice + Advice + Delivery - Advice plus action, with community at the centre. 
Building on Model 1, this approach includes practical responsibilities and delivery of small-scale services and projects. Boards become partners in local service monitoring, delivery, and community engagement. With delegated funding and planning input, they can directly shape outcomes in their area while still aligning with the council’s strategic direction.  Community boards that conformed to this model in the 2022 – 25 term included all five community boards in Kapiti District Council and the Hastings Rural Community Board.

Model 3: Voice + Advice + Delivery + Leadership - Genuine shared governance at the local level. 
This model gives boards the opportunity to lead — not just advise or deliver. Boards take a front-footed role in local planning, budget setting, policy decisions, and oversight of significant community services and assets. This is a true partnership model, with councils and boards working together to co-govern on behalf of communities.  Community boards that conformed to this model in the 2022-25 triennium include all six community boards in Christchurch City Council and all community boards in Waimakariri District Council. 
If a governing body wishes to delegate decision-making authority to a community board, then delegations should be:
· Formally agreed between council and each community board
· Clearly expressed, with specific responsibilities, authorities, and limitations
· Tailored to the model the council chooses to adopt.
Examples of activities that are often delegated to community boards include: 
· Local facilities and services (e.g. halls, playgrounds, local roads)
· Community engagement or events
· Discretionary funds or grants
· Input into annual and long-term plans
It is important to note that delegations don’t have to be static. They can grow over time as trust builds and as boards demonstrate capability. Think of them as a framework for growing local decision-making.
For further information see the LGNZ Guide to Community Boards at Governance guides - LGNZ  


[bookmark: _Toc202555859][bookmark: _Toc16772817][bookmark: _Toc19644701]Appendix 2		Specialist committees
Āpitihanga 2: Ngā komiti mātanga

When establishing specialist committees, such as an Audit and Risk Committee or a CEO Employment Committee, attention needs to be given to finding the optimal size, which means identifying the ideal number of members to achieve the committee’s objective while ensuring it doesn’t become unwieldly.  The question of whether external expertise is also needed should also be considered. 
[bookmark: _Toc202555860]Audit and Risk Committees

While not mandatory, Audit and Risk Committees are regarded as essential for managing risk and achieving sound governance. In relation to the ideal number of members on an audit and risk committee, the Office of the Auditor General (OAG) suggests 3 – 4 members.[footnoteRef:10] This number includes at least one independent member who should, according to OAG, also be the chair.  OAG advises that the terms of reference for an audit and risk committee should contain, as well as any delegations made by the governing body, the following: [10:  A small number is recommended with at least one or more external appointees as the role of the committee is ultimately to audit the performance of the governing body and its officials, thus it must appear to be independent.] 

· a clear statement on the purpose of the committee;
· a clear statement on the committee’s decision-making powers (if any);
· membership and tenure;
· appointment processes, tenure of the members, and the competencies needed;
· the responsibilities of the Committee over its work programme;
· reporting arrangements, from the Committee to the governing body; and
· an outline of the work programme.
The content of the committee’s work programme could include matters such as:
· enterprise risks;
· oversight of council-controlled organisation risks;
· health, safety, and well-being;
· legal risks;
· insurance;
· assurance and internal audit;
· the council’s annual report;
· the annual budget;
· the council’s long-term plan; and
· the external audit.




[bookmark: _Toc202555861]The following is a typical terms of reference for an Audit and Risk Committee:
Terms of reference

The Audit and Risk Committee is responsible for assisting the Council to fulfil its governance, risk management and control objectives by:
· Providing objective advice and recommendations to the Council on the effectiveness of the Council’s governance, risk management, financial management and control frameworks and processes.
· Setting and monitoring the implementation of the Council’s external and internal audit programmes and processes.
· Monitoring legislative compliance and the appropriateness of systems, processes, and controls in place to prevent, detect and investigate the risk of fraud.
· Obtaining assurance about the processes used to ensure the completeness and quality of financial and operational information provided to the Council, and the appropriateness of Council’s existing accounting policies and principles.
Delegated Authority
2. To determine the Internal Audit Plan (including any subsequent changes) in conjunction with the Chief Executive.
3. To determine the Annual Work Programme (including any subsequent amendments) in conjunction with Council staff. (see New Plymouth District Council’s Finance, Audit and Risk Committee.)
For further information go to the Office of the Auditor General’s guidance on audit and risk committees at Setting up a council’s Audit and Risk Committee — Office of the Auditor-General New Zealand  
[bookmark: _Toc202555862]CE employment and performance committee

While governing bodies are responsible for the employment of their chief executive (CE), LGNZ strongly recommends that this responsibility is delegated to a smaller body. Such a body should be better placed to negotiate with the CE and maintain confidentiality as required - a committee or sub-committee that has appointed expertise and appropriate delegations, including budgetary delegations.  
A standing committee or subcommittee is more helpful than appointing an ad hoc committee each time an issue arises with a chief executive. For example, a standing committee or subcommittee can build a more meaningful relationship with the chief executive which makes it more manageable to deal with issues in a timely manner, should they arise. 
While committees and sub-committees need to be re-constituted after each election, councils may like to consider whether it is useful for a CE employment and performance committee to be subject to a non- discharge resolution. Not having to reconstitute the committee, as opposed to refreshing its membership, may help avoid the situation, where, after a triennial general election, there is no direct liaison point for the chief executive.
It is up to each local authority to determine the size and membership of the committee or subcommittee. However, where the body is dealing with a performance review or management issue of one employee, albeit the chief executive, a smaller committee makes sense. The local authority may well want to consider whether it appoints a non-elected member to the committee or subcommittee. Any non-elected members would need to have relevant experience in such areas as executive employment issues and performance management.
Delegated authority 
The governing body needs to consider what delegations will be made to the (sub)committee. There are two options. It can either have delegated authority to carry out activities within its terms of reference or it can have the more limited power to recommend to the local authority a particular course of action. However, a local authority cannot delegate the actual power to appoint a chief executive. Examples of delegations could include: 
· Approving the employment agreement and setting key performance indicators 
· Working with the chief executive on the implementation of the performance agreement 
· Conducting any performance reviews required by the performance agreement 
· Making decisions about the remuneration of the chief executive 
· Conducting any statutory performance reviews under Clauses 34 and 35 of Schedule 7 of the LGA 2002
· Deciding any other issues that may arise in relation to the employment or performance of the chief executive 
· Fulfilling the local authority's contractual obligations to the chief executive 
Performance issues relating to the chief executive.
If external advisers are not members of the (sub) committee, it would be appropriate for the group to take advice from experts in the field. This should be provided for in the delegations. A financial limit may also be appropriate so that the (sub)committee may contract for advice up to a certain amount. If the power to take advice from external advisers is omitted from the delegations, the (sub)committee will have no power to seek external assistance as and when required.
The (sub)committee should report to the full council on a regular basis. During the performance review process input should be sought from councillors who are not members of the committee about the performance of the chief executive.
For more information see the LGNZ Guide to employing and managing Chief Executives at  Governance guides - LGNZ
[bookmark: _Toc202555863]District Licensing Committees
Ngā komiti tuku Raihana ā-rohe

Territorial councils are required to establish District Licensing Committees (DLCs) under the Sale and Supply of Alcohol Act 2012.  
· The Sale and Supply of Alcohol Act 2012 (the Act) requires the Council to appoint one or more District Licensing Committees to deal with licensing matters. 
· District Licensing Committees are appointed to exercise the Council’s alcohol licensing functions and powers as determined by the Act.
· DLCs are not discharged at the end of the triennium.  
The DLC is deemed to be a Commission of Inquiry. It also provides information to the Alcohol Regulatory & Licensing Authority (ARLA). Every territorial authority must have a DLC. They are independent decision-making bodies and have prime responsibility for the consideration of, and determination of applications for licenses including:
· new on-licences, off-licences, club and special licences
· renewals of on-licences, off-licences and club licences
· new and renewal of managers’ certificates
· variations of licence conditions
· enforcement applications relating to special licences
· temporary authorities and opposed temporary manager notifications. 
Functions of the DLC include:
1. determining applications for licences, managers’ certificates and renewals (s.187(a)(b))
2. determining temporary authority applications (on/off-licences)
3. varying, suspending or cancelling special licences
4. referring applications to ARLA
5. conducting inquiries and making reports as required by ARLA
6. other functions conferred on it by any Act.
A DLC is made up of a chair and two members who have terms of office up to five years. Remuneration is set in accordance with the Cabinet Fees Framework, available form the ministry of Justice.
The quorum for a DLC meeting is three members, except when licence or manager’s certificate applications have no objections or matters raised in opposition. In this case the Chair can form a quorum of one.
Please note, that s41A, under which mayors are members of all committees, does not apply to DLCs.
For further information go to: Selecting and Appointing District Licensing Committees.
[bookmark: _Toc202555864]Other Specialist Committees

Some councils have established bespoke committee to address issues that might be unique to their specific circumstances, or to reflect values and priorities. They may not be relevant to other councils. For example:
[bookmark: _Toc202555865]Strategic Projects Committee (New Plymouth District Council)

1. The purpose of the committee is to:
· Monitor the Council’s strategic plan.
· Consider and make recommendations to Council regarding new strategic projects not included in the Annual Plan or the Long-term Plan for that current year.
· Review post-project evaluations of strategic projects and provide comment where appropriate.
2. The Committee has no delegated authority.
[bookmark: _Toc202555866]
Executive Committee (Ashburton)

The Executive Committee is comprised of the Mayor, Deputy Mayor and three councillors. The Executive Committee has delegated authority to:
· make emergency decisions on behalf of Council as and when specifically authorised,
· maintain an overview of Council’s operations and interests,
· act on behalf of the full Council at any time when the urgency of the matter would make the delaying of a decision contrary to the best interests of Council or its community,
· undertake the annual performance and remuneration review of the Chief Executive, and
· act as the Code of Conduct review panel and the community awards selection panel.
[bookmark: _Toc82842639]Please note, an Emergency Committee of this nature is still required to meet the requirements of LGOIMA.

[bookmark: _Toc16772818][bookmark: _Toc19644709][bookmark: _Toc202555867]Appendix 3		Portfolios 
Āpitihanga 3: Ngā kōpaki

A number of councils have chosen to complement their governance structures with the appointment of portfolio holders.  Portfolio holders are elected members with responsibilities for a specific policy area, such as transport, arts and culture or recreation.  
Portfolio holder’s responsibilities are not prescribed in legislation and vary between councils, ranging from being the public spokesperson for issues affecting their portfolio to leading policy discussions related to their portfolio.
[bookmark: _Toc16772819][bookmark: _Toc19644710][bookmark: _Toc202555868]Why appoint portfolio holders?

Councils tend to appoint portfolio holders for a variety of reasons, for example: 
· To keep councillors engaged
· To make up for having no committee structure
· To ensure issues get air/attention
· To create issue specific spokespersons who can act as champions.
The decision to appoint portfolio holders should only be made in the context of selecting the decision-making structure that is appropriate for each council’s specific circumstances and needs. While the use of portfolio holders provides a way of engaging councillors and arguably improving media relationships issues can emerge if they are not designed to complement the overall decision-making model, particularly the relationship between governance and administration, for example:
· Confusion over spokesperson and accountability: it needs to be clear, especially when the media is looking for comment, who the relevant spokesperson is on any issue.  Is it the portfolio holder, the chair of the relevant committee or the mayor?
· Openness and transparency: Portfolio holders are frequently allocated an appropriate senior staff person for liaison and advice.  This can create transparency concerns as the interactions do not take place in an open environment and the provisions of LGOIMA difficult to apply;  
· Provider capture: A consequence of the lack of transparency in the relationship between portfolio holder and staff can be a lack of diversity in the advice given to the portfolio holder. This is sometimes known as provider capture, which can happen when "governors" uncritically accept the advice of their officials.
[bookmark: _Toc19644711][bookmark: _Toc202555869]Determining portfolio subjects

Portfolio subjects can reflect topical issues, such as a climate change portfolio, or simply each of the major activities that a council is responsible for.  The choice of portfolio subject will be heavily influenced by the number of councillors in the governing body.  For example, in 2018, after reviewing their governance structure the Hastings District Council made the decision to give all 13 members of the governing body a portfolio. 
I wanted to create a more inclusive governance structure that engaged all councillors. The new structure of having portfolio leaders will allow all councillors to be involved across the broad spectrum of council activity - with particular links to our annual plan and long-term plan (Mayor Sandra Hazlehurst, Mayor of Hastings District Council, 26 June 2018). 
Hastings District created 13 portfolios which reflected the outcome pillars on which the council's LTP was structured.[footnoteRef:11] For further information go to https://aztest2.napier.govt.nz/our-council/news/article/984/new-structure-portfolios-for-each-councillor [11:  The council sized the portfolios, which are loosely based on their Council Job Evaluation scoring. The council ended up with five fixed committee chairs and 13 portfolios (‘sized’ into 2 bands A and B).] 

Please note: Hastings District decided to abolish its portfolio system during the 2022 - 2025 term.
[bookmark: _Toc19644712][bookmark: _Toc202555870]Remuneration and other factors

Portfolio holders are often given higher levels of remuneration to reflect their additional responsibilities.[footnoteRef:12] When considering remuneration at least two questions need to be considered: [12:  The approach established by the Remuneration Authority provides a discretionary amount that can be used to reward positions, such as committee chairs or portfolio holders ] 

· What level of remuneration should a portfolio holder receive?
· Should remuneration vary amongst portfolio holders reflecting the differing amount of work associated with their portfolio?
Regardless of the way in which portfolios are defined, some will always be more demanding than others and require more time and effort from the portfolio holder.  To ensure portfolio holders are remunerated at a level appropriate to the demands of the portfolio some councils have introduced a weighting system (similar to "job-sizing") to come up with the right level of remuneration.  Weighting could consider, for example:
· level of accountability
· degree of complexity
· importance of relationships
· required expertise
· amount of time needed
· size of the budget.
[bookmark: _Toc19644713][bookmark: _Toc202555871]Term 

Policies on the use of portfolios should specify whether or not the responsibility is for the full three years of the term or for a lesser period.  One option is for portfolios to have a limited period, say 12 months, so that the knowledge and experience can be shared around all councillors.
Enabling elected members to take turns at a specific portfolio helps to address the risk that some councillors may feel left out or jealous with their colleagues who might appear to be favoured or be given a more “exciting” portfolio.
[bookmark: _Toc19644714][bookmark: _Toc202555872]Method of selection

One matter that a policy on portfolios should address is the process for making portfolio appointments.  Should they be made, for example, on the basis of a member’s interest in a matter or their expertise?  Are appointments made through a process involving all elected members or is the mayor entrusted to negotiate with councillors on a “one on one” basis?
[bookmark: _Toc19644715][bookmark: _Toc202555873]Job descriptions

Portfolio holders need a “job description” that sets out the purpose of their position, the extent of their discretion and the process by which they liaise with officials.  Clarity is also needed about how policy positions that portfolio holders promote are decided, as well as a reporting back system to the full governing body. This can also assist other elected members in holding a portfolio holder accountable.
[bookmark: _Toc202555874][bookmark: _Toc16772844][bookmark: _Toc17112411]Positives and Negatives

In their review of Wellington City Council’s governance processes in 2021, having been commissioned by the governing body McGredy/Winder recommended that the council’s use of portfolio holders be discontinued.  Their assessment is summarised below.
[bookmark: _Toc202555875]Positives:

· the community and media know who to contact in relation to specific issues 
· turns councillors into well informed champions in their specialist area 
· means councillors don’t need to be across and understand all aspects of Council business 
· provides a mechanism through which Councillors can get things done and make a difference
· is a way of keeping councillors busy and focused 
· [bookmark: _Toc202555876]allows Councillors to engage in their areas of interest
Negatives:

· used as a tool to put officers under pressure to change their advice 
· there is a lack of clarity in terms of the roles, responsibilities and constraints in relation to portfolios, causing uncertainty, inconsistency and conflict
· taken as a license for governors to interfere in management and operational issues 
· can require a councillor to defend (and/or assist in the implementation of) a decision which they did not support and do not agree with 
· the (often) large number of portfolios (and the concept of associates) has resulted in overlapping responsibilities and a spider-web system characterised by a lack of clarity and confusion 
· Councillors are inadequately resourced to fulfil their portfolio responsibilities 
· encourages territorial behaviour 
· not well understood by the public 
· creates unnecessary work and acts against the development of a meaningful holistic Council work programme 
· confuses the role of the Chief Executive in providing advice with a more Cabinet style model of Ministerial responsibility.
Please note: The guidelines set out in this Appendix are designed to address many of the negatives identified by the McGredy Winder Review, which were specific to Wellington City at the time.  
It is important to note that a number of councils, such as Central Otago District Council, are successfully using portfolio holders to enhance their governance capability.
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