
 

   
 

2 April 2025 

File Ref: IRC-8064 

  

 
 
 
Tēnā koe  
 
Thank you for your email dated 5 March 2025 to Te Kaunihera o Pōneke | Wellington City 
Council (the Council) requesting the following information: 
 

• all correspondence between elected members, council staff and/or Wellington Water 
about the FieldForce report between November 2023 and today? 

 
Your request has been considered under the Local Government Official Information and 
Meetings Act 1987 (LGOIMA). As per my decision letter on 2 April 2025, your request was 
granted in part, with some information redacted. 
 
Please see documents listed for all correspondence between elected members, Council staff 
and/or Wellington Water regarding the FieldForce report between November 2023 and 5 
March 2025.   
 
Please note that some information has already been released and is publicly available on the 
Wellington Water website - OIA-IRO-547-Official-Information-Request-regarding-the-review-
into-the-WCC-Wellington-Water-contractor-relationship.pdf As this is publicly available we 
consider this out of scope.  
  
Below are the documents that fall in scope of your request and my decision to release the 
documents: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

s7(2)(a)

s7(2)(a)

https://www.wellingtonwater.co.nz/assets/Reports-and-Publications/OIA-IRO-547-Official-Information-Request-regarding-the-review-into-the-WCC-Wellington-Water-contractor-relationship.pdf
https://www.wellingtonwater.co.nz/assets/Reports-and-Publications/OIA-IRO-547-Official-Information-Request-regarding-the-review-into-the-WCC-Wellington-Water-contractor-relationship.pdf
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Item Document Name Decision 

1. WWL response to Field Force Executive 
Summary - 30 November 2023 

Release with some information 
redacted as out of scope 

2. Agenda for Friday - 30 November 2023 Release in full 

3. For discussion today - 1 December 2023 Release with redaction under 
s7(2)(g) 

4. Clarification - 3 December 2023 Release with redactions as out 
of scope 

5. starter for 10 - key options - 4 December 2023 Release in full 

6. WCC Review - 7 December 2023 Release with redactions under 
s7(2)(a) 

7. Say No - 13 December 2023 Release with redactions as out 
of scope 

8. Contract Review Summary - 20 December 2023 
Release with redactions 
under s7(2)(b)(ii)  s7(2)(f)(ii)

9. Contract Review Summary - 15 January 2024 Release in full 

10. Tonia WWL Review email response - 17 January 
2024 Release in full 

11. Water stuff – 17 January 2024 Release with redaction under 
s7(2)(f)(i) s7(2)(f)(ii) 

12. Contract Review Summary - 18 January 2024 Release in full 

13. Update - Wellington Mayor responds - Cr Chung 
- 21 January 2024

Release with redactions as out 
of scope 
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14. Update - Wellington Mayor responds Cr Calvert - 
21 January 2024 

Release with redactions as out 
of scope 

15. Review Response - 27 January 2024 Release with redaction under 
s7(2)(f)(ii) 

16. Text messages between Cr McNulty & Chris 
Mathews - 29 January 2024 

Release with redaction under 
s7(2)(b)(ii) 

17. Release of report - 30 January 2024 
Release with redactions under 
s7(2)(f)(ii)

18. Follow up with Mayor Barry - 30 January 2024 

Release with redactions under 
s7(2)(a) & 
s7(2)(b)(ii)  s7(2)(f)(ii) 

19. FIELD FORCE REVIEW - ANOTHER CHANGE OF 
PLAN - 30 January 2024 Release in full 

20. Release of independent report - 1 February 2024 Release with redaction under 
s7(2)(f)(ii) 

21. FF4 report PR - 1 February 2024 Release with redaction under 
s7(2)(f)(ii) 

22. Wellington Water Ltd Independent Operational 
Review - 2 February 2024 Release in full 

23. WWL Response to the FF review - 2 February 
2024 

Release in full 

24. WWL Statement of Expectations - 2 February 
2024 

Release 
Some information has been 
redacted under s7(2)(f)(ii) 

25.  WWL additional leak funding report - 11 March 
2024 

Release with redactions as out 
of scope 
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26. Water services plan update - Memo # - 21 May 
2024 

Release with redactions as out 
of scope 

27. Letter to Nick Leggett from WCC - 5 August 2024 Release with redactions under 
s7(2)(a) & 7(2)(f)(ii) 

28. Wellington Water Committee Workshop - 9 
February 

Release with redactions as out 
of scope 

29. Feedback on WWL reports – 4 March 2025 Release with redactions as out 
of scope 

30. WWL Timeline – 5 March 2025 Release with redactions under 
s7(2)(f)(ii) 

31. Info Request - Leaks - 23 November 2023 Release with some information 
released as out of scope 

32. Information Request - leaks - 27 November 2023 Withheld in full under section 
s7(2)(g) 

33. WWL response to Field Force Executive 
Summary - 30 November 2023 

Withheld in full under section 
s7(2)(g) 

Reason for redactions: 
Some information has been redacted for the below reasons: 

• s7(2)(a) – protect the privacy of natural persons, including that of deceased natural
persons.

• s7(2)(b)(ii) - would be likely unreasonably to prejudice the commercial position of the
person who supplied or who is the subject of the information.

• s7(2)(f)(i) – maintain the effective conduct o public affairs though the free and frank
expression of opinions by or between or to members or officers or employees of any
local authority in the course of their duty.

• s7(2)(f)(ii) – maintain the effective conduct of public affairs through the protection
of such members, officers, employees, and persons from improper pressure or
harassment.

• s7(2)(g) – maintain legal professional privilege.
• Out of scope of what was requested.

As per section 7(1) of the LGOIMA, I do not consider that in the circumstances of this 
response, the withholding of this information is outweighed by the other considerations 
which render it desirable to in the public interest to make the information available.  
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Please note, we may proactively release our response to your request with your personal 
information removed. 
 
You have the right, by way of complaint under section 28(1) of the LGOIMA, to request an 
investigation and review of the Council’s decision by the Ombudsman. Information about 
how to make a complaint is available at www.ombudsman.parliament.nz or freephone 0800 
802 602.  
 
If you require further information, please contact official.information@wcc.govt.nz.  
 
 
Nāku noa, nā 
 
 
Asha Harry 
Official Information & Privacy  
Wellington City Council 
 
 

http://www.ombudsman.parliament.nz/
mailto:official.information@wcc.govt.nz
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CONTRACT OPTIMISATION – OPPORTUNITY REPORT 
 

The following executive summary contains the following sections: 

§ The objective of the review 
§ The approach taken 
§ Key findings 
§ Recommendations 
§ Next Steps 

The Objective of the Review 
Wellington City Council (WCC) engaged Fieldforce4 (FF4) to conduct a collaborative 
contract review alongside Wellington Water (WWL). The review's primary focus was to 
assess existing agreement, maintenance services and associated costs, including an 
evaluation of the Alliance Contract between WWL and Fulton Hogan (FH). The objective 
being to improve efficiency, identifying potential cost savings, and improving 
transparency/reporting 
 
The contract review for WCC and WWL encompassed both commercial and 
operational aspects of their contractual relationship. The goal was to ensure that the 
contract aligned with WCC's corporate objectives and delivered value for money. The 
engagement of FF4 allowed for an independent assessment to identify improvements, 
both in contractual and operational aspects, strengthening the relationship and 
optimizing service delivery and cost-effectiveness. 

The Approach 
The review encompassed a series of activities to perform a high-level assessment of key 
contractual and operational themes impacting the current relationship and service 
delivery. These activities included: 
 
§ Approximately 21 interviews with staff from WCC, WWL, and FH, including senior 

and middle management levels. Notably, front-line staff interviews were excluded, 
as per initial mobilization instructions. 

§ Additional follow-up meetings to discuss and confirm issues and potential 
improvement opportunities. 

§ Analysis of over 90 documents provided by WCC, WWL, and FH, which included 
performance reports and costings. 
 

It's important to clarify that this review should not be considered a forensic accounting 
audit of contract costs or operations but rather an opportunity to identify key 
improvement themes requiring further investigation to bridge the gap between current 
operations and proposed recommendations. While the primary focus was on 
maintenance services delivery, some areas technically outside the scope were 
examined briefly due to their potential impact on the contract and service delivery. 
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Key Findings 
 
The following key finding were identified: 
  
Contract Management Framework 
 
Both the Management Service Agreement (MSA) and the Alliance Agreement did not 
adequately support WCC's overall objectives due to the lack of clearly defined 
reporting requirements and performance measures. The "Trusted Advisor Delivery Model" 
seemed to have replaced a commercially sound delivery contract/agreement with 
explicit obligations by both parties. This issue extended to the Alliance Contract 
between WWL and FH, undermining cost control and performance improvement efforts. 
 
In addition, the Alliance Contract has also adopted the same approach.  
 
Recognising the WWL and FH have fundamentally different business objectives 
(irrespective of the Alliance agreement), the current ‘pass through’ (costs) approach 
does not adequately support the appropriate behaviours to support ongoing 
improvements in day-to-day operations irrespective of how motivated staff are.    
 
This issue is supported by the proposed 71% increase in planned and reactive costs 
between the FY2020/21 actual and the recommended FY2023/24, while delivery 
throughput over the previous years has remained relatively the same.   It is recognised 
that subcontractor costs have increased (by 28%) due the revised rates; and the 
additional numbers to offset the lack of internal resources (WWL and FH), it doesn’t 
totally account for the overall increase.  This is systemic of a pass-through approach 
being used rather than explicit performance measures and cost targets being applied 
etc    
 
It should also be noted that the current MSA does contain a provision for Performance 
Measures which were to be implemented within the 18 months of the contract initiation.   
 
Staff Contract Management Capability  
 
Effective contract management was hampered by the absence of specific 
requirements and a focus on operational issues. WCC and WWL possessed the technical 
capability but struggled due to a lack of clear reporting, performance measures, and 
transparency regarding network risks and performance. 
 
The main issue being the lack of clearly defined and agreed reporting and performance 
measures, WCC appear to focus at an operational level instead of a contract 
management level.  This is largely due to the lack of transparency of a consolidated 
AWP program view, the underlying network risks and actual performance achieved 
combined with the ongoing requests for additional funding without having either the 
opportunity or visibility of the broader picture.    
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Contract Specifications 
 
The MSA lacked specific performance measures and cost allocation structures, placing 
the majority of the delivery risk on WCC due to the "cost pass-through" approach. 
 
A similar theme to the first two findings (1 and 2) is the absence of specific performance 
measures and clearly defined cost allocation structures within the MSA and Alliance 
contract. This deficiency significantly contributes to the current state of the relationship 
between WCC and WLL, ultimately affecting the overall contract performance. 
Consequently, it appears that, aside from reputational risk, WCC bears the majority of 
the delivery risk due to the adopted 'cost pass-through' approach. 
 
Alliance Contract Costs 
 
A lack of a consolidated cost view hindered accurate assessment of funding 
requirements and network risks. WWL and the Alliance provided comprehensive cost 
information, but it was challenging to determine cost performance in a consolidated 
manner. 
 
The information gathered on the OPEX program showed the following: 
 
§ An increase of 71% in Planned and Reactive works costs between FY20/21 and the 

recommended FY 23/24. The increase relates to approx. 91% and 64% for planned 
work and reactive works respectively between the FY 20/21 and the 
recommended FY23/24 budget  

§ The WWL Alliance Management Fee has increased by equating to
between the FY 20/21 and FY2022/23 actuals  

§ Monitoring and Investigations has incurred the highest % increase of approx. 181% 
equating to $2.8M.  This was the result of a structured program 

§ WWL have recommended an increase of $2.12M representing a 43% increase for 
WWL Management and Advisory Services fee between FY2020/21 and the 
recommended 23/24 budget 

 
Note: While it is recognised that there have been increases in actual costs (mainly sub-
contractor rates), it wasn’t fully understood the rationale for the overall cost increase 
when considering the delivery of Urgent Works have remained relatively stable. While 
Non-urgent works backlog has been steadily increasing.  
 
While it was recognised that the CAPEX function was out of scope of the review, an 
assessment of the FY22/23 project financials at the summary leve identified the following: 
 
§ The total spend for FY22/23 equated to $72.1M 
§ Original Budget vs Total Actual Spend equated to an approx. overspend of $7.2M 
§ Total Unbudgeted CAPEX spend equated to approx. $27.0M of which $10.1M was 

due to unbudgeted projects completed by the Alliance which impacted on the 
ability to complete Opex work 
 

 

s7(2)(b)(ii) s7(2)(b)(ii) 
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Again, as recognised, the assessment was conducted at a summary level with no 
interviews taking place at the functional department level. The focus was to understand 
the level of variation, the stability of the CAPEX program and the development of the 
program in relation to reactive works 
   
Contractor Performance 
 
The delivery alliance showed potential for improvements in efficiency, cost 
management, and performance reporting. However, an Alliance KRA Framework is 
underutilized, impacting scheduled work utilization and productivity monitoring, 
measurement and management. 
 
§ It was apparent that there is a real desire to continually deliver a cost-effective 

service within the Alliance Contract, however the current performance 
measurement do not reflect or provide the transparency of the real performance 
of the field crews  

§ The management of the sub-contractors is quite strong with the establishment of 
scheduled labour and activity/task rates. 

§ However, as shown by the Response & Resolution times, provided by WWL, there 
has been a marked degradation of performance over a 3 year period between 
FY20/21 and FY2022/23 within Water Supply.  While Wastewater (over the same 
period), have shown an improvement, key performance targets are not being met. 

§ For the same period, the Alliance cost has experienced a ncrease, with a 
recommended increase of 62% for the FY 2023/24 budget over the FY2020/21   

 
Way of Working 
 
Opportunities exist to align key business processes with the operational requirements 
 
§ The current interface/narrative between WCC and WWL is focused from a financial 

perspective rather than a network risk and asset performance basis. The current 
approach does not allow WCC the opportunity to make an informed decision from 
an overall network risk perspective in determining additional funding requests and 
variations  

§ While it is recognised that the Asset Management function was out of scope, 
anecdotally, it appeared further improvements can be made in developing the 
technical asset management capability within WWL. Further analysis is required to 
establish how effective the co-ordinated development of the CAPEX program is 
when considering the reactive work impacts 

§ The current customer request process is convoluted and results in request 
duplications and repeated triage and prioritisation effort which impacts on 
effective service delivery (right job, right crew, right time) 

§ It appeared that the Alliance team leaders are responsible for job prioritisation, 
planning and scheduling.  This may not necessarily align to the optimum works 
delivery approach. 
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Technology 

Data utilisation for contract/business performance was limited due to multiple systems. 
Opportunities potentially exist to further consolidate reporting requirements through the 
centralised data warehouse and Tableau server. 

§ Although multiple systems are used to support the delivery of services against the
MSA and the Alliance Contract.  It appears that WWL have a well-structured and
executed data and system architecture operating within the current restraints

§ Included within the system architecture is a centralised data warehouse supported
by a Tableau server that provides access to operational data, supported by an
extensive reporting/dashboard capability

§ As a result, there may be further opportunities to consolidate the management
and operating reporting requirements through the effective use of the data
warehouse and reporting capability of tableau

§ Anecdotally, there appears to be a significant amount of manual effort required to
produce reports and key asset information to support asset management and
delivery.

§ The current field mobility solution limits the ability to collect key asset data in the
field

§ A scheduling tool is not currently being used, even though the functionality may
exist within the current suite of applications

§ The FreshService Application used by WCC to record customer requests is not a
formal CRM application, while the customer experience is managed across
multiple systems requiring duplicated data entry

§ It is recognised that WWL have been continually developing /improving system
capability e.g the asset register

Data 

Although a significant amount of data is collected, a missed opportunity was identified 
to gather accurate and timely frontline asset data, especially for reactive works.  

§ The lack of defined reporting and performance measures is also contributing to the
difficulty in defining the data requirements

§ WWL do have an excellent analytical capability to produce detailed dash boards
and management reporting, however, it didn’t appear that the current outcomes
are fully aligned to identify service delivery issues and improvements initiatives
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Planning 

Asset Management and the Annual Works Program development appeared 
fragmented focusing on the funding rather than Service delivery and network risk 
management. 

§ Anecdotally, it appears that the Asset Management function and the
development of the Annual Works Program is fragmented.  A further review is
required as to the actual effectiveness of this function, as it wasn’t within the scope
of the review

§ The current narrative between WCC and WWL is focused on funding rather than
the assessment of the network risk. This doesn’t allow WCC to make an informed
decision based on the requirements from an overall investment and risk
perspective

§ It wasn’t apparent whether the current clauses within the MSA covering the
development and presentation of the 3-year AWP and annual review/approval is
being followed

§ An opportunity exists to revise the process and timeline for the annual
review/approval of the AWP to support the frontline delivery of the physical
program of work

Customer Experience 

Current customer support systems and processes are deemed ineffective, relying on 
multiple systems with limited functionality. This led to duplicated effort and poor 
customer experiences. 

§ Currently, multiple systems are used in the management of the customer service
requests

§ The current systems do not provide the appropriate level of functionality as
expected with typical CRM systems used in this space e.g. call grouping, duplicate
jobs etc

§ As a result, the customer service processes are convoluted that require duplicate
effort in triaging and prioritisation of the service calls

• WCC have implemented an IVR system of call forwarding, however, WWL are
not permitted to log jobs and therefore the customer is required to contact
the WCC again

• As a component of the triage process, WWL are required to call the customer
for Urgent Works to either confirm or reassess the priority

• Duplicate jobs from WCC represent ~40% of the total number of jobs logged
and require substantial effort to review before issuing to the field

§ The current process results in significant time elapsed before the job is allocated to
crews. This has a direct impact on the ability of the crews to respond to the DIA
response time and contributing to a poor customer experience
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Improvement Opportunities 
 
As a result of the contract review, several recommendations have been proposed to 
address operational issues and enhance overall service delivery. These 
recommendations include: 
 
Revise Contract Documents:  
 
Reframe the MSA contract to include specific details such as reporting requirements, 
key performance measures, AWP delivery/risk, and budgets. 
 
a. Key Performance Indicators – Develop a suite of KPI’s for both the MSA and the 

Alliance 
b. Performance Incentive – Performance incentive mechanism. To be agreed 

between parties to reward attainment of the agree KRA’s and KPI’s.  
 
Improve Contract Management Capability and Processes 
 
Clarify roles, responsibilities, and reporting requirements to enhance service delivery, 
commercial outcomes, contract performance, and issue resolution. 
 
a. Re-establish the contract relationship through the development of a contract 

charter 
b. Revise/re-establish the monthly contract management performance meetings to 

include the appropriate operational representatives as required 
c. Revise/develop and agreed the contract reporting requirements 
d. Redefine roles and responsibilities of key functional support functions 
 
Conduct a review of the effectiveness of the Asset Management function and further 
develop the technical capability as required  
 
Ensure all inputs, including augmentation, customer-initiated, and reactive works, are 
considered for the AWP and stabilize the physical delivery program. 
 
a. Review the current processes, cost justifications and timing required to support the 

development of the AWP 
b. Consider the development of internal resources re reliability centered 

maintenance analysis techniques etc 
 
Note: It is recognised that a significant amount of effort and progress has been made 
since the inception of the MSA.  What was not evident, was how effective the technical 
capability or how the principles of an effective asset management approach were 
actually being applied.  
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Redefine AWP processes 

Develop an unrestricted CAPEX and OPEX program, revise approval timelines, and 
consider standard task estimates for measuring work crew utilisation and productivity. 
Proposed actions to support the recommendation include: 

a. The development of the unrestrained CAPEX and OPEX program.  The aim is to shift
the narrative and focus from a financial perspective to a network risk assessment
and delivery focus

b. Revise the current approval timeline to ensure the operational areas have
adequate time to plan and resource the agree AWP

c. Revise the monthly AWP review process to include the appropriate technical
personnel to present the program status and forecast cost to completion estimates
etc

d. Consider the use of Standard Task Estimates (as currently in use with the sub-
contractors).  The purpose is to establish a performance base line on which to
measure work crew scheduled utilisation and productivity

Review End to End Works Delivery 

Explore options for relocating the first point of contact, consolidate planning/scheduling 
and dispatch functions, and identify process gaps for potential delivery improvements. 
Proposed actions to support the recommendation include: 

a. Consider the relocation of the first point of contact (call centre function) from
WCC to WWL including the Call Centre setup and supporting processes – this will
eliminate double handling, reduce cost and support the field operations to meet
key required performance targets

b. Consolidate the planning/scheduling and dispatch functions – To assist in the
allocation, management and monitoring of the works preparation and delivery
functions

c. Review the current works delivery processes to identify potential gaps within the
existing business processes and further identify delivery improvements that may
exist

Review existing systems, applications and data architecture 

The objective being to continue developing asset data capture procedures, investigate 
system suitability for job planning and scheduling, and consider implementing a suitable 
CRM system. Proposed actions to support the recommendation include: 

a. Continue to develop the Asset Data capture procedures and supporting
applications (Asset Management, field mobility), recognising there has been a
significant focus in the area

b. Investigate the suitability of the existing systems to support job planning, scheduling
and dispatch functional requirements

c. Investigate and implement a suitable CRM system.  This action will be dependent
on the Reform decision
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Implement improvements with the Alliance 

Develop Standard Task Estimates, revise Alliance KPIs, and review planning and 
scheduling processes. Proposed actions to support the recommendation include: 

a. The development of Standard Task Estimates – The purpose being to develop the
base line for the ongoing measurement and monitoring of the Alliance contract.
This initiative focusses specifically on scheduled utilisation and productivity, not only
job numbers as a key performance measure

b. Revise the Alliance KPI’s and align with the MSA where applicable
c. Conduct a detailed planning and scheduling process review with the potential to

implement a centralised Planning/Scheduling and Dispatch functions

Next Steps 

Improvements Implementation 

There are several considerations to be taken into account when considering the actual 
implementation of the proposed recommendations.  These being: 

1) The Reform decision
2) The finalisation of the improvement initiative scope and implementation timeline
3) The available funding to support the improvement initiatives

Irrespective of the Reform decision, it is recommended the WWL closely consider what 
recommendation(s) best positions the business in order to meet the future requirements. 

Irrespective of the Reform decision there are a number of  improvement opportunities for 
immediate consisderation 

a) Review and establish clearly defined and measurable KRA’s/KPI’s across the MSA
and the Alliance contract (back-to-back).  In addition, this also includes the
delivery of the CAPEX program

b) Review and define the overall reporting requirements. The objective being to
provide WCC and WWL with the appropriate clarity and transparency of the
actual performance from both a program delivery (OPEX and CAPEX) and
financial perspective.

c) Revise the Annual Works Program (OPEX and CAPEX) and shift the narrative from a
financial justification to a network risk and exposure perspective

d) Develop and implement standard task unit of rates for all reactive and planned
works
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e) Review the current works delivery processes including centralising job planning and 
scheduling.  This also includes the prioritisation of all non-urgent (P2, P3, P4) works 
and the alignment to the Annual Works Program 

 
The Implementation Roadmap 
 
An implementation roadmap consisting of four phases was presented at the August 31st 
workshop:  
 
1. Foundation Review - High-level independent review of the current contract to 

identify potential improvement opportunities/issues. Completed 
 

2. Solution Development – Clarify and validate the specific issues to be addressed 
and identify the actual gaps between the status and the desired future state.  

 
3. Program Development –Develop the scope of the improvement opportunity, 

including the implementation timeline between the relevant parties 
 
4. Implementation –Rollout of the improvement initiates within the agreed scope and 

timeline 
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Appendix A 

Water Supply 

Wastewater 

Proposed disclosure:  

Correc5on of misstatement of a9endance and resolu5on 5mes 

We have made improvements to the methodology used to measure the a4endance and resolu6on 6mes 
for water supply and wastewater. These changes relate to excluding records that were previously 
included, the most significant of which was the inclusion of duplicate records (where mul6ple people 
reported the same incident). 

Due to the treatment of this data, duplicate records are closed before the job is complete, impac6ng the 
results. We have also removed addi6onal jobs that were not strictly in line with the performance 
measure guidelines. 

The 6mes for the 2021/22 Financial Year have been restated and can be iden6fied with a † in the DIA 
performance measure tables. 

Performance Measure Target 2021/22 
Result 
(Reported) 

2021/22 Result 
(Restated using 
the updated 
methodology) 

2022/23 
Result 

3A Median response 6me to 
a4end urgent call-outs 

<60 mins 66 mins 114 mins 132 mins 

3B Median response 6me to 
resolve urgent call-outs 

<4 hours 2 hours 17.4 hours 13.4 hours 

3C Median response 6me to 
a4end non-urgent call-outs 

<36 hours 67 hours 334 hours 654 hours 

3D Median response 6me to 
resolve non-urgent call-outs 

< 5 days 3 days 22 days 40 days 

Performance Measure Target 2021/22 
Result 
(Reported) 

2021/22 Result 
(Restated using 
the updated 
methodology) 

2022/23 
Result 

3A Median response 6me to 
a4end a sewage overflow 
resul6ng from a blockage or 
other fault in the sewerage 
system 

<=60 mins 162 mins 100 mins 85 mins 

3B Median response 6me to 
resolve a sewage overflow 
resul6ng from a blockage or 
other fault in the sewerage 
system 

<= 6 hours 21 hours 17.7 
Hours 

7.9 
hours 



 
 

 
 

 

TO Barbara McKerrow, Chief Executive, Wellington City Council 

CC Campbell Barry, Chair of Wellington Water Committee (in confidence) 

Nick Leggett, Chair of Wellington Water Board (in confidence) 

FROM Tonia Haskell, Chief Executive, Wellington Water Limited 

DATE 20 December 2023 

Contract Optimisation review conducted by FieldForce4 

Purpose  
 

1. The purpose of this paper is to set out the concerns Wellington Water (WWL) has with the 

Contract Optimisation Review conducted by reviewer FieldForce4 at the request of 

Wellington City Council (WCC), and to provide WWL’s response to the executive summary 

report (‘the report’) and the draft detailed report. 

2. This document is intended to be read alongside the report to indicate WWL’s position.  

3. We would like to confirm our offer to come to speak to your council when the report is 

produced so that they can hear and understand our position. 

WWL’s Position 
 

4. WWL does not accept the report, and is unable to approve it or sign off on the report’s 

recommendations. 

Reasons for our Position 
 

5. In May 2023, WCC decided to invest an additional $2.3m into fixing more leaks in the WCC 

drinking water network. This additional funding came with the condition to undertake a 

review of WWL’s frontline operations: “the increase in Opex funding committed to 

Wellington Water Limited (WWL) is conditional on WWL agreeing to a part of the funding 

being used to undertake a review of its services with the objective of improving its efficiency, 

identifying potential cost savings, and improving transparency/reporting.” 

6. WWL was grateful for the additional funding and agreed to the condition as it was the right 

thing to do.  At a time when the region is losing up to 45% of its drinking water to leaks, 

WWL will always do what we can to secure more funding to find and fix as many leaks as 

possible.  
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7. WCC and WWL jointly developed and agreed a Terms of Reference (TOR) for the review.  

The purpose of the review identified in the TOR was largely to provide an independent 

review of WWL services with the objective of improving its efficiency, identifying potential 

cost savings, and improving transparency/reporting in line with the request from council.  

There was also a stated desire to share a greater understanding of a number of elements of 

the WWL model including the Customer Operations Group (COG), the Alliance Agreement, 

how our funding and financing works, and the shared ownership between six council 

shareholders. 

8. WWL agreed in good faith to FieldForce4 being engaged as the reviewer by WCC on the 

basis of the TOR and supported FieldForce4 in undertaking the review with provision of a 

wide range of documents and access to relevant personnel during the review. 

9. During the review, it became apparent to the WWL team that FieldForce4 were operating 

under a different set of instructions than the terms of reference.  This was raised with WCC 

officers, and it would now appear that FieldForce4 were not provided with the agreed TOR 

nor asked to revise their Statement of Work to reflect it. 

10. The WWL and WCC teams have worked together throughout the review.  WWL has 

expressed serious misgivings about the scope and content of the draft reports, and we have 

raised these with WCC on multiple occasions. 

Concerns with the Report 
 

11. We now have the final Executive Summary of the FieldForce4 Contract Optimisation – 

Opportunity Report, provided on 19 December.  The findings in the final document reflect 

the findings in the draft, despite our feedback.  Again, here are our concerns with the 

Report: 

• The Report suggests major organisation change (such as moving the customer first point 

of contact from WCC to WWL) as well as additional reviews of other parts of Wellington 

Water.  Water reform is the vehicle by which transformational change will occur for 

Wellington Water.  

That remains the case with the direction indicated by the new Government.  Wellington 

Water people and their knowledge, our systems and process and our operating model 

will transition into a new entity.  That new entity will decide the best operating model in 

order to meet water quality standards set by Taumata Arowai, and the economic 

regulation that will be established. 

• The scope is much broader than the terms of reference. There is an element of lost 

goodwill when it appears that FieldForce4 were instructed by WCC officers in 

contradiction to the Terms of Reference, but at no stage was Wellington Water advised 

of the change of direction or FieldForce4 redirected to comply with the TOR. 

• One of the key reasons for keeping the TOR tight was to minimise the impact on our 

staff who are already stretched, focused on significant priorities such as helping the 

region to manage a potential water shortage, and dealing with the uncertainty of the 

reform process. There is little point in putting our people through one change process 

that would be followed in short order with another. Undertaking a change process now 
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would also be a costly exercise and we don’t view this as a good use of our councils’ or 

ratepayers’ money.  

• The review does not acknowledge the role of the Wellington Water shareholders or the 

governance of the Wellington Water Committee.  The changes proposed impact all 

shareholders who are, like Wellington City, also customers.  The other councils have not 

been included or consulted in the process. 

• The report does not provide options or analysis. As an example, there is an absence of a 

detailed analysis comparing the advantages and disadvantages of both the existing 

operational model and the proposed changes. There are no other options considered or 

assessed, and it fails to assess the potential costs and productivity impacts on the work 

performed by the COG of a different model.  

• The report contains numerous inaccuracies: for example, it has conflated WWL 

Management and Advisory fees with Alliance Management costs, the latter of which is 

made up of WWL staff costs and COG overheads. 

• There are some obvious overstatements and recommendations that are not backed by 

evidence – for instance, the report gives an assessment of the capital delivery 

programme.  Neither the GM responsible for capital delivery or any of her staff were 

interviewed or consulted in the review process, therefore FieldForce4 will not be aware 

of the programme’s quality assurance processes, reporting or governance. 

• The report states that the Management Service Agreement between WWL and WCC 

lacks specific performance measures. However, WWL sets the performance measures 

each year through its Statement of Intent, in response to the Letter of Expectations from 

its shareholders.  The current SOI contains 16 measures. 

It is also required to meet 25 mandatory performance measures set by the Department 

of Internal Affairs, 5 additional LTP measures set by WCC, and must also comply with 

and report against 250 Drinking Water Quality Assurance Rules set by Taumata Arowai.  

• There are no practical recommendations for new operational efficiencies. Many of the 

system improvements are things that WWL was already aware of and are either 

underway or are known but implementation is not currently funded by the 

shareholders. 

Summary  
 

12. As an organisation WWL is always looking for efficiency improvements to the way it runs its 

operations in order to achieve the best outcomes for its shareholders and the residents of 

the region. We had welcomed the review but unfortunately the report missed the 

opportunity to focus on operational improvements which WWL is, and continues to be, open 

to. 

13. We are not averse to adding performance measures provided that: 

• The measures are agreed to by all our other shareholding council customers, 
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• Drive the right behaviour (for example balance customer experience with keeping costs 

down), and 

• Targets are set at a level the shareholding councils can afford.  

14. In 2020, the WCC Mayoral Taskforce on the Three Waters was established to investigate the 

condition, funding and management of the network, and to develop recommendations for 

its future. The Taskforce Report concluded “that tinkering is not going to cut it. 

Transformational reform is required.” This will need to come through water reform and a 

potential new CCO model under development.  

15. We believe the Alliance, while not perfect, is the right model for the highly complex, high 

risk work in the Wellington Region.  Modern procurement practices favour agility and 

collaboration, allowing contractors to share in the vision of the company.  An alliance model 

was selected based on internal and external procurement advice and Fulton Hogan was 

selected to partner with us in a competitive process.  We are constantly working on our 

performance as an Alliance.  We would have enjoyed some input on further efficiencies. 

 

16. In the meantime, WWL remains focused on its priorities: supporting our people through 

water reform, providing the region with sufficient safe drinking water, improving the 

performance of our Wastewater Treatment Plants and delivering the capital programme.  

This is on top of our urgent and short-term goals of getting ready to respond to a potential 

water shortage this summer, finding and fixing as many leaks as possible, and providing 

councils with long-term planning advice. 
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TO Barbara McKerrow, Chief Executive, Wellington City Council 

CC Campbell Barry, Chair of Wellington Water Committee (in confidence) 

Nick Leggett, Chair of Wellington Water Board (in confidence) 

FROM Tonia Haskell, Chief Executive, Wellington Water Limited 

DATE 20 December 2023 

Contract Optimisation review conducted by FieldForce4

Purpose  

1. The purpose of this paper is to set out the concerns Wellington Water (WWL) has with the
Contract Optimisation Review conducted by reviewer FieldForce4 at the request of
Wellington City Council (WCC), and to provide WWL’s response to the executive summary
report (‘the report’) and the draft detailed report.

2. This document is intended to be read alongside the report to indicate WWL’s position.

3. We would like to confirm our offer to come to speak to your council when the report is
produced so that they can hear and understand our position.

WWL’s Position 

4. WWL does not accept the report, and is unable to approve it or sign off on the report’s
recommendations.

Reasons for our Position 

5. In May 2023, WCC decided to invest an additional $2.3m into fixing more leaks in the WCC
drinking water network. This additional funding came with the condition to undertake a
review of WWL’s frontline operations: “the increase in Opex funding committed to
Wellington Water Limited (WWL) is conditional on WWL agreeing to a part of the funding
being used to undertake a review of its services with the objective of improving its efficiency,
identifying potential cost savings, and improving transparency/reporting.”

6. WWL was grateful for the additional funding and agreed to the condition as it was the right
thing to do.  At a time when the region is losing up to 45% of its drinking water to leaks,
WWL will always do what we can to secure more funding to find and fix as many leaks as
possible.
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7. WCC and WWL jointly developed and agreed a Terms of Reference (TOR) for the review.
The purpose of the review identified in the TOR was largely to provide an independent
review of WWL services with the objective of improving its efficiency, identifying potential
cost savings, and improving transparency/reporting in line with the request from council.
There was also a stated desire to share a greater understanding of a number of elements of
the WWL model including the Customer Operations Group (COG), the Alliance Agreement,
how our funding and financing works, and the shared ownership between six council
shareholders.

8. WWL agreed in good faith to FieldForce4 being engaged as the reviewer by WCC on the
basis of the TOR and supported FieldForce4 in undertaking the review with provision of a
wide range of documents and access to relevant personnel during the review.

9. During the review, it became apparent to the WWL team that FieldForce4 were operating
under a different set of instructions than the terms of reference.  This was raised with WCC
officers, and it would now appear that FieldForce4 were not provided with the agreed TOR
nor asked to revise their Statement of Work to reflect it.

10. The WWL and WCC teams have worked together throughout the review.  WWL has
expressed serious misgivings about the scope and content of the draft reports, and we have
raised these with WCC on multiple occasions.

Concerns with the Report 

11. We now have the final Executive Summary of the FieldForce4 Contract Optimisation –
Opportunity Report, provided on 19 December.  The findings in the final document reflect
the findings in the draft, despite our feedback.  Again, here are our concerns with the
Report:

 The Report suggests major organisation change (such as moving the customer first point
of contact from WCC to WWL) as well as additional reviews of other parts of Wellington
Water.  Water reform is the vehicle by which transformational change will occur for
Wellington Water.

That remains the case with the direction indicated by the new Government.  Wellington
Water people and their knowledge, our systems and process and our operating model
will transition into a new entity.  That new entity will decide the best operating model in
order to meet water quality standards set by Taumata Arowai, and the economic
regulation that will be established.

 The scope is much broader than the terms of reference. There is an element of lost
goodwill when it appears that FieldForce4 were instructed by WCC officers in
contradiction to the Terms of Reference, but at no stage was Wellington Water advised
of the change of direction or FieldForce4 redirected to comply with the TOR.

 One of the key reasons for keeping the TOR tight was to minimise the impact on our
staff who are already stretched, focused on significant priorities such as helping the
region to manage a potential water shortage, and dealing with the uncertainty of the
reform process. There is little point in putting our people through one change process
that would be followed in short order with another. Undertaking a change process now
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would also be a costly exercise and we don’t view this as a good use of our councils’ or 
ratepayers’ money.  

 The review does not acknowledge the role of the Wellington Water shareholders or the 
governance of the Wellington Water Committee.  The changes proposed impact all 
shareholders who are, like Wellington City, also customers.  The other councils have not 
been included or consulted in the process. 

 The report does not provide options or analysis. As an example, there is an absence of a 
detailed analysis comparing the advantages and disadvantages of both the existing 
operational model and the proposed changes. There are no other options considered or 
assessed, and it fails to assess the potential costs and productivity impacts on the work 
performed by the COG of a different model.  

 The report contains numerous inaccuracies: for example, it has conflated WWL 
Management and Advisory fees with Alliance Management costs, the latter of which is 
made up of WWL staff costs and COG overheads. 

 There are some obvious overstatements and recommendations that are not backed by 
evidence – for instance, the report gives an assessment of the capital delivery 
programme.  Neither the GM responsible for capital delivery or any of her staff were 
interviewed or consulted in the review process, therefore FieldForce4 will not be aware 
of the programme’s quality assurance processes, reporting or governance. 

 The report states that the Management Service Agreement between WWL and WCC 
lacks specific performance measures. However, WWL sets the performance measures 
each year through its Statement of Intent, in response to the Letter of Expectations from 
its shareholders.  The current SOI contains 16 measures. 

It is also required to meet 25 mandatory performance measures set by the Department 
of Internal Affairs, 5 additional LTP measures set by WCC, and must also comply with 
and report against 250 Drinking Water Quality Assurance Rules set by Taumata Arowai.  

 There are no practical recommendations for new operational efficiencies. Many of the 
system improvements are things that WWL was already aware of and are either 
underway or are known but implementation is not currently funded by the 
shareholders. 

Summary  
 

12. As an organisation WWL is always looking for efficiency improvements to the way it runs its 
operations in order to achieve the best outcomes for its shareholders and the residents of 
the region. We had welcomed the review but unfortunately the report missed the 
opportunity to focus on operational improvements which WWL is, and continues to be, open 
to. 

13. We are not averse to adding performance measures provided that: 

 The measures are agreed to by all our other shareholding council customers, 
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 Drive the right behaviour (for example balance customer experience with keeping costs 
down), and 

 Targets are set at a level the shareholding councils can afford.  

14. In 2020, the WCC Mayoral Taskforce on the Three Waters was established to investigate the 
condition, funding and management of the network, and to develop recommendations for 
its future. The Taskforce Report concluded “that tinkering is not going to cut it. 
Transformational reform is required.” This will need to come through water reform and a 
potential new CCO model under development.  

15. We believe the Alliance, while not perfect, is the right model for the highly complex, high 
risk work in the Wellington Region.  Modern procurement practices favour agility and 
collaboration, allowing contractors to share in the vision of the company.  An alliance model 
was selected based on internal and external procurement advice and Fulton Hogan was 
selected to partner with us in a competitive process.  We are constantly working on our 
performance as an Alliance.  We would have enjoyed some input on further efficiencies. 

 

16. In the meantime, WWL remains focused on its priorities: supporting our people through 
water reform, providing the region with sufficient safe drinking water, improving the 
performance of our Wastewater Treatment Plants and delivering the capital programme.  
This is on top of our urgent and short-term goals of getting ready to respond to a potential 
water shortage this summer, finding and fixing as many leaks as possible, and providing 
councils with long-term planning advice. 
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Item 10



Contract Optimisation Review – Wellington Water’s position 

Context 

On 20 December 2023, Wellington Water Ltd issued a memo to Wellington City Council advising 
their position that they were not able to accept the FieldForce4 Contract Review report. 

The primary reason for this stance relates to the perception that FieldForce4 were operating under a 
different set of instructions than the agreed Terms of Reference (TOR) and that they were not 
appropriately consulted. Wellington Water believe that FieldForce4 were not provided with the 
agreed TOR nor asked to revise their Statement of Work (SOW) to reflect it. 

The WCC/WWL Optimisation project TOR approval process, as agreed by Barbara Mckerrow and 
Tonia Haskell at the end of June 2023, featured the following approval process: 

• Develop the TOR 
• Approve the project scope (consultant brief) 
• Select the independent reviewer 
• Provide feedback to draft reports 
• Approve recommendations (each party approves their own) 

CEs are to approve the TOR, final reports, and recommendation, as per the Council 
recommendation. 

The TOR approval process was followed. 

• Develop the TOR 
o 13 June email – Chris’ post meeting email to WWL/WCC containing the briefs and 

preference for FieldForce4. Natalie Crane and Chris to work on the ToR. 
o 16 June email response – Mark Ford provided SoW feedback with a few small items. 

 
• Approve the project scope (consultant brief) 

o 13 June email – Chris’ email  
o 20 June email – Chris’ email to Mark Ford and Natalie Crane containing the SoW and 

invitation to make track changes for discussion in the TOR meeting. Wellington 
Water chose not to respond to the SoW. 

 



o 20 July email – In response to Mark Ford’s question about comfort with scope, 
Roshil Chand (WWL) responds to Mark Ford that they are comfortable with the 
information and the conversation they had. 

o 24 July email – Chris’ email to Mark Ford and Natalie Crane containing the signed 
ToR and note that the SoW contains the comprehensive scope and deliverables that 
was agreed to – with the note that the ToR is not a SoW 

 
• Select the independent reviewer 

FieldForce4 
• Provide feedback to draft reports 

Received WWL Memo, 20 December 2024 
• Approve recommendations (each party approves their own) 

WCC has received the independent final report.  
o Appropriate commercial in confidence redaction has been completed with Gareth 

Hancock (Change Manager Legal Services).  
o Legal (Beth & Karyn) reviewing any ‘commercially sensitive’ material relating to 

Fulton Hogan (the Alliance partner). 
o The Review is scheduled for public release next week. 
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Contract Optimisation Review – Addressing WWL’s concerns 

Context 

On 20 December 2023, Wellington Water Ltd issued a memo to Wellington City Council advising 
their position that they were not able to accept the FieldForce4 Contract Review report. 

The primary reason for this stance relates to the perception that FieldForce4 were operating under a 
different set of instructions than the agreed Terms of Reference (TOR) and that they were not 
appropriately consulted. Wellington Water believe that FieldForce4 were not provided with the 
agreed TOR nor asked to revise their Statement of Work (SOW) to reflect it. 

The WCC/WWL Optimisation project TOR approval process, as agreed by Barbara Mckerrow and 
Tonia Haskell at the end of June 2023, featured the following approval process: 

• Develop the TOR
• Approve the project scope (consultant brief)
• Select the independent reviewer
• Provide feedback to draft reports
• Approve recommendations (each party approves their own)

CEs are to approve the TOR, final reports, and recommendation, as per the Council 
recommendation. 

The TOR approval process was followed. 

• Develop the TOR
o 13 June email – Chris’ post meeting email to WWL/WCC containing the briefs and

preference for FieldForce4. Natalie Crane (WWL) and Chris to work on the ToR.
o 16 June email response – Mark Ford (WWL) provided SoW feedback with a few small

items.

• Approve the project scope (consultant brief)
o 13 June email – Chris’ email
o 20 June email – Chris’ email to Mark Ford and Natalie Crane containing the SoW and

invitation to make track changes for discussion in the TOR meeting. Wellington
Water chose not to respond to the SoW.

!ǘǘŀŎƘŜŘ π ²// ǊŜǎǇƻƴǎŜ ǘƻ ²²[ /ƻƴŎŜǊƴǎ



o 20 July email – In response to Mark Ford’s question about comfort with scope, 
Roshil Chand (WWL) responds to Mark Ford that they are comfortable with the 
information and the conversation they had. 

o 24 July email – Chris’ email to Mark Ford and Natalie Crane containing the signed 
ToR and note that the SoW contains the comprehensive scope and deliverables that 
was agreed to – with the note that the ToR is not a SoW 

 
• Select the independent reviewer 

FieldForce4 
• Provide feedback to draft reports 

WWL did not agree with the review – several meetings were held to resolve position of 
WWL and Field Force with no agreement able to be reached. 
 
Issue escalated to CEs who met separately and WWL CE raised her concerns 
 
Given the view were of an independent, WCC suggested the only way forward was for WWL 
to address its concerns directly with the review. 
 
Meeting was held on 1 December 2023 - WCC, WWL and Fieldforce reviewers attended.  
This meeting was an opportunity for WWL to raise its concerns with the reviewer.  WWL 
confirmed there were no factual inaccuracies in the report but asserted that the scope went 
outside of the ToR.  
 
WWL issued a memo on 20 December 2024 stating that it did not accept the report and 
would not sign off on the recommendations. 
 

 

 

  

 

 

 

  

  

 

 
 
 
 
   



TO Barbara McKerrow, Chief Executive, Wellington City Council 

CC Campbell Barry, Chair of Wellington Water Committee (in confidence) 

Nick Leggett, Chair of Wellington Water Board (in confidence) 

FROM Tonia Haskell, Chief Executive, Wellington Water Limited 

DATE 20 December 2023 

Contract Optimisation review conducted by FieldForce4

Purpose 

1. The purpose of this paper is to set out the concerns Wellington Water (WWL) has with the

Contract Optimisation Review conducted by reviewer FieldForce4 at the request of

Wellington City Council (WCC), and to provide WWL’s response to the executive summary

report (‘the report’) and the draft detailed report.

2. This document is intended to be read alongside the report to indicate WWL’s position.

3. We would like to confirm our offer to come to speak to your council when the report is

produced so that they can hear and understand our position.

WWL’s Position 

4. WWL does not accept the report, and is unable to approve it or sign off on the report’s

recommendations.

Reasons for our Position 

5. In May 2023, WCC decided to invest an additional $2.3m into fixing more leaks in the WCC

drinking water network. This additional funding came with the condition to undertake a

review of WWL’s frontline operations: “the increase in Opex funding committed to

Wellington Water Limited (WWL) is conditional on WWL agreeing to a part of the funding

being used to undertake a review of its services with the objective of improving its efficiency,

identifying potential cost savings, and improving transparency/reporting.”

6. WWL was grateful for the additional funding and agreed to the condition as it was the right

thing to do.  At a time when the region is losing up to 45% of its drinking water to leaks,

WWL will always do what we can to secure more funding to find and fix as many leaks as

possible.
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7. WCC and WWL jointly developed and agreed a Terms of Reference (TOR) for the review.

The purpose of the review identified in the TOR was largely to provide an independent

review of WWL services with the objective of improving its efficiency, identifying potential

cost savings, and improving transparency/reporting in line with the request from council.

There was also a stated desire to share a greater understanding of a number of elements of

the WWL model including the Customer Operations Group (COG), the Alliance Agreement,

how our funding and financing works, and the shared ownership between six council

shareholders.

8. WWL agreed in good faith to FieldForce4 being engaged as the reviewer by WCC on the

basis of the TOR and supported FieldForce4 in undertaking the review with provision of a

wide range of documents and access to relevant personnel during the review.

9. During the review, it became apparent to the WWL team that FieldForce4 were operating

under a different set of instructions than the terms of reference.  This was raised with WCC

officers, and it would now appear that FieldForce4 were not provided with the agreed TOR

nor asked to revise their Statement of Work to reflect it.

10. The WWL and WCC teams have worked together throughout the review.  WWL has

expressed serious misgivings about the scope and content of the draft reports, and we have

raised these with WCC on multiple occasions.

Concerns with the Report 

11. We now have the final Executive Summary of the FieldForce4 Contract Optimisation –

Opportunity Report, provided on 19 December.  The findings in the final document reflect

the findings in the draft, despite our feedback.  Again, here are our concerns with the

Report:

• The Report suggests major organisation change (such as moving the customer first point

of contact from WCC to WWL) as well as additional reviews of other parts of Wellington

Water.  Water reform is the vehicle by which transformational change will occur for

Wellington Water.

That remains the case with the direction indicated by the new Government.  Wellington

Water people and their knowledge, our systems and process and our operating model

will transition into a new entity.  That new entity will decide the best operating model in

order to meet water quality standards set by Taumata Arowai, and the economic

regulation that will be established.

• The scope is much broader than the terms of reference. There is an element of lost

goodwill when it appears that FieldForce4 were instructed by WCC officers in

contradiction to the Terms of Reference, but at no stage was Wellington Water advised

of the change of direction or FieldForce4 redirected to comply with the TOR.

• One of the key reasons for keeping the TOR tight was to minimise the impact on our

staff who are already stretched, focused on significant priorities such as helping the

region to manage a potential water shortage, and dealing with the uncertainty of the

reform process. There is little point in putting our people through one change process

that would be followed in short order with another. Undertaking a change process now
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would also be a costly exercise and we don’t view this as a good use of our councils’ or 

ratepayers’ money.  

• The review does not acknowledge the role of the Wellington Water shareholders or the 

governance of the Wellington Water Committee.  The changes proposed impact all 

shareholders who are, like Wellington City, also customers.  The other councils have not 

been included or consulted in the process. 

• The report does not provide options or analysis. As an example, there is an absence of a 

detailed analysis comparing the advantages and disadvantages of both the existing 

operational model and the proposed changes. There are no other options considered or 

assessed, and it fails to assess the potential costs and productivity impacts on the work 

performed by the COG of a different model.  

• The report contains numerous inaccuracies: for example, it has conflated WWL 

Management and Advisory fees with Alliance Management costs, the latter of which is 

made up of WWL staff costs and COG overheads. 

• There are some obvious overstatements and recommendations that are not backed by 

evidence – for instance, the report gives an assessment of the capital delivery 

programme.  Neither the GM responsible for capital delivery or any of her staff were 

interviewed or consulted in the review process, therefore FieldForce4 will not be aware 

of the programme’s quality assurance processes, reporting or governance. 

• The report states that the Management Service Agreement between WWL and WCC 

lacks specific performance measures. However, WWL sets the performance measures 

each year through its Statement of Intent, in response to the Letter of Expectations from 

its shareholders.  The current SOI contains 16 measures. 

It is also required to meet 25 mandatory performance measures set by the Department 

of Internal Affairs, 5 additional LTP measures set by WCC, and must also comply with 

and report against 250 Drinking Water Quality Assurance Rules set by Taumata Arowai.  

• There are no practical recommendations for new operational efficiencies. Many of the 

system improvements are things that WWL was already aware of and are either 

underway or are known but implementation is not currently funded by the 

shareholders. 

Summary  
 

12. As an organisation WWL is always looking for efficiency improvements to the way it runs its 

operations in order to achieve the best outcomes for its shareholders and the residents of 

the region. We had welcomed the review but unfortunately the report missed the 

opportunity to focus on operational improvements which WWL is, and continues to be, open 

to. 

13. We are not averse to adding performance measures provided that: 

• The measures are agreed to by all our other shareholding council customers, 
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• Drive the right behaviour (for example balance customer experience with keeping costs

down), and

• Targets are set at a level the shareholding councils can afford.

14. In 2020, the WCC Mayoral Taskforce on the Three Waters was established to investigate the

condition, funding and management of the network, and to develop recommendations for

its future. The Taskforce Report concluded “that tinkering is not going to cut it.

Transformational reform is required.” This will need to come through water reform and a

potential new CCO model under development.

15. We believe the Alliance, while not perfect, is the right model for the highly complex, high

risk work in the Wellington Region.  Modern procurement practices favour agility and

collaboration, allowing contractors to share in the vision of the company.  An alliance model

was selected based on internal and external procurement advice and Fulton Hogan was

selected to partner with us in a competitive process.  We are constantly working on our

performance as an Alliance.  We would have enjoyed some input on further efficiencies.

16. In the meantime, WWL remains focused on its priorities: supporting our people through

water reform, providing the region with sufficient safe drinking water, improving the

performance of our Wastewater Treatment Plants and delivering the capital programme.

This is on top of our urgent and short-term goals of getting ready to respond to a potential

water shortage this summer, finding and fixing as many leaks as possible, and providing

councils with long-term planning advice.



s7(2)(b)(ii)
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From: Richard MacLean <Richard.MacLean@wcc.govt.nz> 
Sent: Thursday, February 1, 2024 11:34:53 AM 
Subject: Release of independent report and recommendations on Wellington Water Ltd 

NEWS RELEASE 

1 February 2024 

Release of independent report and recommendations on Wellington Water Ltd 

An independent report into Wellington Water Ltd’s (WWL) operational performance has been 
released today and suggests several opportunities to improve WWL’s performance.  

The independent review was initiated by a resolution of Wellington City Council’s Long-term 
Plan Finance and Performance Committee. Agreement was reached to increase $2.3 million in 
additional opex funding to WWL, contingent on the conducting a review of WWL to enhance 
efficiency, identify cost savings, and improve transparency and reporting.  

The report, executive summary and elected member summary are attached. They have been 
distributed to the mayors and chief executives of all of Wellington Water’s shareholding 
councils and chief executives of local iwi.  

Wellington Mayor Tory Whanau believes these recommendations could help improve the 
performance of the water network in Wellington.   

“It’s essential that we ensure Wellington ratepayers’ money is going towards actually getting 
pipes fixed. We put a significant amount of funding into our water infrastructure, and as your 
Mayor I want to be sure this is going exactly where it should be.  

“We look forward to working with other shareholding Councils, mana whenua and Wellington 
Water to implement as many of these findings as possible for the benefit of our water network. 
Some of these changes will require time and be worked on as part of a new regional model for 
water delivery.    

Wellington City Council Chief Executive Barbara McKerrow says the City Council accepts the 
recommendations from the report. “With increasing service delivery costs resulting in a growing 
backlog of leaks, it’s important that we support Wellington Water to find efficiencies”  

Item 20

mailto:Richard.MacLean@wcc.govt.nz


“Wellington City Council commissioned the review by consultants FieldForce4 who were 
engaged for their extensive global water utility and commercial experience.”  

FieldForce4 found that maintenance costs had increased by 71% over the last three years. It 
also found that the level of reporting from WWL was not sufficient for a water utility of its size.  

The review also suggested that efficiencies could be found if there was more focus placed on 
performance measures and cost targets.   

The report findings included suboptimal contract management between WWL and its 
contractors, failure to ensure the performance and financial risk is proportionately shared 
between Wellington City Council, WWL and contractors, and found that the WWL reporting to 
the City Council fails to accurately capture and link network performance to the physical work 
programme and associated budgets.  

The recommendations include adding commercial service delivery performance indicators 
(KPIs) to the Management Service Agreement (between the council and WWL) and the Alliance 
Agreement (between WWL and contractor Fulton Hogan).   

For further details please contact:  

Pearl Little, Office of the Mayor,

Richard MacLean, City Council Communications, tel 021 227 8180. 

s7(2)(f)(ii)
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Item 23



WWL Response to FieldForce4 Report 

Overall Observations for wee

The document is focused on a "contract review" whereas our shared understanding with you is a 

review of the efficiency of the services provided by the WWL/FH Alliance. 

Overall objective in the TOR was to improve efficiency and identify cost savings. Some proposed 

actions are included in Recommendation 7 'Consider and implement a number of proposed 

improvements within the Alliance to improve operational efficiencies' but they are largely around 

reporting. 

There are some useful ideas in the report that we could bring to the top to meet these objectives. 

The document is focussed largely on a review on the Wellington Water model and on aspects of 

work not related to the COG and Alliance. While having Field Force understand the trusted advisor 

model was important, much of this commentary is out of scope. It is worth pointing out that the 

team have not spoken to the other shareholders, so they are providing a singular view back to you. 

It may be possible that in a future scenario where water reform doesn't feature, the WWL 

shareholders take a look at the model - but that would be done at a regional level. So, some of the 

comments could be useful to Wellington City in the future; but this was not the purpose of this 

review. 

We therefore feel that overall the outcome and key findings of the review have missed its purpose. 

The review was initiated around concerns from counsellors about operating efficiency and costs and 

was intended to look for where improvements could be made. 

Our other concerns are that the review also has not taken into account the operating context/model 

and associated constraints. It lacks understanding of local govt/NZ market/age of the assets and the 

consequential reactive operating mode this drives. In our view the review as currently drafted does 

not appear to be independent, but reflects a view on what a theoretical contracting model should 

look like rather than assessing the performance of the current model in the current operating 

context. There is no view given on the model efficiency/number of leaks fixed etc. 

This doesn't mean that the opinions given are a waste of time and money for WCC. It is simply that 

they are not appropriate to be included in this report. 

We need to clarify some of the terminology used throughout. For instance, references to 'contract' 

need to specify whether this refers to the Management Services Agreement between wee and WWL 

or the Alliance Agreement that underpins the COG. And we consider 'works planning' to be a more 

appropriate term than 'asset management' in this context. 

04. WLL Response to Field

Force - released under

WWL OIA



Proposed Structure 

The report needs to be restructured so that it can be given to key stakeholders. 

Suggested outline of the document: 

Section One ~ Executive Summery - 5 -10 pages 

e Title changed to — “Optimisation Review” 

Exec Summary/Objectives & Key findings summary to be the first pages 

e Recommendations 

improvements to Implement 

e Next Steps 

Section Two — Detailed Review Work/Appendix 

e Background — including context of water reform 

@ Scope 

e Terminology / definition of key terms 

e Approach 

e Key Findings 

e Supporting Information 

Review Team 

Section Three — For WW/WCC Officers only 

e Information we don’t want included, which is out of scope of the TOR: 

Out of Scope iF FieldForce 

Anything not related to the Customer Operations Group 

lany employment related matters — e.g. organisation structure, performance of individuals 

* The purpose of this review is to focus on performance of the COG and Alliance for WCC. If there are service 

improvements, they could be shared with other councils, but we recognise that not all councils would benefit from this. 

e Slides 45, 80, 81 — organisation structure is out of scope 

e Slide 53 — The Capex programme is not in scope of the review, and the reviewers did not talk 

with NDD to gain an understanding of it 

e Matters relating to the MSA between WWL and WCC are out of scope for WWL



Key messages to include in Exec. Summary/Report 

Wellington Water's dedicated front-line maintenance teams are working hard to deliver their best 

for the community where they are operating in an increasingly challenging environment. 

The delivery of network operational activities that are subject to the review is undertaken by the 

Customer Operations Group (COG) of Wellington Water Limited. COG is underpinned by the alliance 

agreement between WWL and Fulton Hogan Limited. The review should therefore refer to the 

Customer Operations Group (COG) when referencing alliance or alliance activities. 

While operational activity and reporting is currently supported by data and systems significant 

investment and time is required to get high maturity in this space. This investment is constrained by 

the context of Water Reform delivering a new technology environment, however increased 

investment from Councils in data and technology has allowed WWL to get underway with non- 

regretful improvements, and this work should continue. 

e Contractor Performance 

© Overall, the Customer Operations Group is performing well. There are a number of 

areas where improvements can be made to further improve delivery of the service. 

o The absence of an agreed reporting framework makes it difficult to accurately assess 

performance with current metrics. 

e Contract cost 

o Clearer programming and funding requests, including implications, will enhance the 

understanding of risk and clarify risk ownership. 

e Way of working 

o Anumber of workflow improvements have been identified for consideration. 

o Improved reporting of sub-contractor activities would enhance understanding of 

their usage. 

e Customer 

o The current agreed model of customer management, including systems and 

processes, are complex which can impact on effective service delivery and the ability 

to achieve the desired customer experience. 

e Contract Management Framework 

o Both the Management Services Agreement (MSA) and the Alliance Agreement (AA) 

do not adequately support the overall objective of WCC. (NB clarity is needed on 

which specific WCC objective being referred to is - fixing leaks, maintaining services 

for ratepayers, improving value for money and service?)



Contract Specifications 

© There is a lack of clarity on the impacts of constrained funding on the ability of the 

COG to deliver on WCC’s required levels of service. 

Staff Contract Management Capability 

© There is no agreed mechanism to report on and address contract management 

matters between WWL and WCC. 

Technology 

© Gaps in core system capability create challenges in support of end-to-end service 

delivery. 

o There is a well-structured and executed data and system architecture working within 

these current constraints. 

o Work is underway to improve the data and system support of work scheduling, and 

this should continue. 

Data 

o WWLare well positioned to leverage the available data to support improvement 

throughout the operations. 

© Gaps in core system capability mean the work to create consolidated reporting 

requires significant effort. 

o Historical challenges with asset data completeness and quality impact ability to 

maintain and operate assets. 

o Work is underway to improve asset data completeness and quality, and this should 

continue. 

Planning 

o COG develops a bottom up, best practice (using the data and information available 

at the time) annual asset maintenance programme of work for all client Councils. 

The best practise programme is supplied.



Summary Report Wellington Water 
Recommendation WCC Response 

Revise Contract Documents: 

WWL Response Timeline 

Reframe the MSA contract to include specific details such as reporting requirements, key performance measures, AWP delivery/risk, and budgets. 

a.Key Performance Indicators 4 Develop a suite Accept. 

of KPI's for both the MSA and the Alliance 

Suggest WCC tables request to the 

Water Committee asking they agree to 

change the MSA and direct WWL Board 

to amend Alliance Contract to reflect 

MSA 

b.Performance Incentive 4 Performance Accept. 

incentive mechanism. To be agreed between 

parties to reward attainment of the agree KRA9s Suggest we ask WW Committee to 

and KPI's. direct WWL Board to develop a 

proposed incentive scheme related to 

existing and agreed LTP budget 

provision and work programmes 

Improve Contract Management Capability and Processes 

Not agreed. 

Changes to the MSA are not appropriate while there is 

uncertainty around water reform timelines and scope. 

Any future work here would need to be agreed with other 

council owners. 

However, WWL can share the current KRAs and KPIs 

measured and reported by COG. The COG has recently 

developed a better reporting dashboard on Alliance 

KRAs/KPls. At present these are pitched at a regional level, 

so we will need to check what we can do to show results 

for WCC specifically. 

We propose a workshop to show what we have available 

and agree on what is helpful. 

Not agreed. 

Changes to the Alliance commercial model are not 

appropriate while there is uncertainty around water 

reform timelines and scope. 

To implement a performance incentive mechanism, 

business as usual targets would need to be fully funded. 

Given our context of a network that is aging and unstable, 

and a tight fiscal environment, we rely heavily on the 

ability to reprioritise activities to address the highest 

needs. Maintaining this agility does not lend itself to an 

incentive mechanism when we continually have to adapt 

and change. 

Clarify roles, responsibilities, and reporting requirements to enhance service delivery, commercial outcomes, contract performance, and issue 

resolution. 

a. Re-establish the contract relationship Agree - needs to be linked to KPls and 

through the development of a contract KRAs 

charter 

Not agreed. 

We understand that you are referring to the MSA between 

WCC and WWL. Changes to the MSA are not appropriate 

while there is uncertainty around water reform timelines 

and scope.

08. Summary report Wellington Water - Released under WWL OIA



Recommendation 

b. Revise/re-establish the monthly 

contract management performance 

meetings to include the appropriate 

operational representatives as required 

c. Revise/develop and agreed the 

contract reporting requirements 

d. Redefine roles and responsibilities of key 

functional support functions 

Summary Report Wellington Water 
WCC Response 

Agree - needs to be linked to KPIs and 

KRAs and also report on Alliance 

performance 

Agree 

Suggest WCC tables request to the 

Water Committee asking they agree to 

change the MSA and direct WWL Board 

to amend Alliance Contract to reflect 

MSA 

Agree 

WWL Response Timeline 

Agreed. Now 

There is potential to revise the attendance at the monthly 

finance and performance meetings. Alliance KPI reports 

can be shared with WCC at these. 

Not agreed. 

Changes to the MSA are not appropriate while there is 

uncertainty around water reform timelines and scope. 

This recommendation is unclear 

Conduct a review of the effectiveness of Asset Management function and further develop the technical capability 

Ensure all inputs, including augmentation, customer-initiated, and reactive works, are considered for the AWP and stabilize the 

physical delivery program. 

a. Review the current processes, cost 

justifications and timing required to support 

the development of the AWP 

b. Consider the development of internal 

resources re reliability centered 

maintenance analysis techniques etc 

Note: It is recognised that a significant 

amount of effort and progress has been 

made since the inception of the MSA. 

What was not evident, was how effective 

the technical capability or how the 

principles of an effective asset 

management approach were actually 

being applied. 

Redefine AWP processes 

Agree but this should be done once 

changes to MSA and Alliance contract 

have been made 

Agree but this should be done once 

changes to MSA and Alliance contract 

have been made 

Not agreed. The Asset Management System was outside 

the scope of this review. 

The current process is through the Annual Plan - WWL 

provides advice to council on this, and the timeframes are 

outside WWL control. 

Not agreed. 

This doesn't reflect the current situation of the state of 

the network and resourcing 

FieldForce4 acknowledge that they did not talk to the right 

Asset Management people at WWL to understand what 

we do. We all agreed that commentary on this was 

therefore not appropriate. 

Develop an unrestricted CAPEX and OPEX program, revise approval timelines, and consider standard task estimates for 

measuring work crew utilisation and productivity. Proposed actions to support the recommendation include:



Recommendation 

a. The development of the unrestrained 

CAPEX and OPEX program. The aim is to 

shift the narrative and focus from a 

financial perspective to a network risk 

assessment and delivery focus 

b. Revise the current approval timeline to 

ensure the operational areas have 

adequate time to plan and resource the 

agree AWP 

c. Revise the monthly AWP review 

process to include the appropriate 

technical personnel to present the program 

status and forecast cost to completion 

estimates etc 

d. Consider the use of Standard Task 

Estimates (as currently in use with the sub- 

contractors). The purpose is to establish a 

performance base line on which to 

measure work crew scheduled utilisation 

and productivity 

Review End to End Works Delivery 

Summary Report Wellington Water 
WCC Response 

Agree - development of mvp should 

address this for LTP 

Agree - note the MSA is clear on the 

advance development and approval 

timeline - it is just that the MSA 

conditions are not met by WWL. 

Agree - this is about reporting 

consolidation and the production of an 

AWP that is more than just CAPEX. In 

reality the Asset Management Plan 

should drive both CAPEX and OPEX 

AWPs. 

Agree 

Regardless of the contracting model, 

there should be a baseline established 

and a reporting regime developed to 

measure delivery efficiency . 

This is standard practice across mature 

water entities and utilities in general. A 

section 17A review would likely reach 

the same recommendation. 

WWL Response Timeline 

Not agreed. This process was out of scope of the review. 

However, we note that this is what we do every three 

years as part of LTP investment advice. We did an 

extensive review of unconstrained needs in Nov 2022 

(capex) and Dec 2022 (opex) for NTU and councils. 

Not agreed. 

Current process is through the Annual Plan - WWL 

provides advice to council on this, and the timeframes are 

outside WWL control. 

Agreed. 

There is potential to revise the attendance at the monthly 

finance and performance meetings. 

WWL 6 is looking into improvements to reporting on opex 

and capex programmes of work. 

Not agreed. 

Changes to the Alliance commercial model are not 

appropriate while there is uncertainty around water 

reform timelines and scope. 

Standard rates are not used in this commercial model 

given the operating context. 

Explore options for relocating the first point of contact, consolidate planning/scheduling and dispatch functions, and identify 

process gaps for potential delivery improvements. Proposed actions to support the recommendation include: 

a. Consider the relocation of the first 

point of contact (call centre function) from 

WCC to WWL including the Call Centre 

setup and supporting processes 4 this will 

eliminate double handling, reduce cost 

and support the field operations to meet 

key required performance targets 

Agree but not an immediate priority - 

likely to be part of new water model 

Not agreed. 

Changes to the organisation are not appropriate while 

there is uncertainty around water reform timelines and 

scope.



Summary Report Wellington Water 
Recommendation WCC Response 

b. Consolidate the planning/scheduling Agree but not an immediate priority - 

and dispatch functions 4 To assist in the likely to be part of new water model 

allocation, management and monitoring of 

the works preparation and delivery 

functions 

c. Review the current works delivery Agree - this should be done as standard 

processes to identify potential gaps within proactive to identify improvements 

the existing business processes and further 

identify delivery improvements that may 

exist 

Review existing systems, applications and data architecture 

WWL Response Timeline 

Not agreed. 

Changes to the organisation are not appropriate while 

there is uncertainty around water reform timelines and 

scope. 

Note: We are continually looking at improvements for the 

planning and scheduling of work. A significant portion of 

our work is reactive and requires regular reprioritisation 

to meet customer and network needs. 

Not agreed. 

WWL has already completed business process mapping. 

Potential improvements have been identified and are 

awaiting funding to be implemented. 

We had hoped the reviewers would provide this additional 

guidance. 

The objective being to continue developing asset data capture procedures, investigate system suitability for job planning and 

scheduling, and consider implementing a suitable CRM system. Proposed actions to support the recommendation include: 

a. Continue to develop the Asset Data Agree - we need to ensure data 

capture procedures and supporting collection is carried out every time 

applications (Asset Management, field anyone "touches" an asset 

mobility), recognising there has been a 

significant focus in the area 

Agreed that this work should continue. ongoing 

WWL will do so within available resourcing and avoiding 

any regretful spend. We note that improvements in asset 

data have been enabled through extra funding from WCC 

(and other councils) in the FY2022/23. 

We can talk through what9s been achieved and what9s still 

to do.



Summary Report Wellington Water 
Recommendation WCC Response WWL Response Timeline 

b. Investigate the suitability of the existing Agree but not an immediate priority- Not agreed - we know this already. 

systems to support job planning, scheduling likely to be part of new water model 

and dispatch functional requirements WWL can demonstrate how we do this currently in 

Maximo. We note that Maximo is a shared system with 

Fulton Hogan which puts limits to development capacity. 

We are investing in improvements here to the extent that 

they are not regretful spend in the event that water 

reform means moving to a different system of record. 

We are indicating in LTP advice the investment in systems 

needed if reform doesn9t proceed. This would include 

corporate IT, systems of record, CRM, possibly billing 4 

estimated to be $30M over 5 years. 

c. Investigate and implement a suitable Agree but not animmediate priority- Not agreed. 

CRM system. This action will be dependent likely to be part of new water model 

on the Reform decision Changes to the organisation are not appropriate while 

there is uncertainty around water reform timelines and 

scope. 

Implement improvements with the Alliance 
Develop Standard Task Estimates, revise Alliance KPIs, and review planning and scheduling processes. Proposed actions to 

support the recommendation include: 

a. The development of Standard Task Accept. Not agreed. 

Estimates 4 The purpose being to develop 

the base line for the ongoing measurement Suggest WCC tables request to the Changes to the Alliance commercial model are not 

and monitoring of the Alliance contract. Water Committee asking they agree to appropriate while there is uncertainty around water 

This initiative focusses specifically on change the MSA and direct WWL Board reform timelines and scope. 

scheduled utilisation and productivity, not to amend Alliance Contract to reflect 

only job numbers as a key performance MSA. Standard rates are not used in this commercial model 

measure given the operating context. 

This is standard practice across mature 

water entities and utilities in general. A However, WWL is happy to demonstrate how work crew 

section 17A review would likely reach _ efficiency is managed in Maximo. 

the same recommendation.



Recommendation 

Summary Report Wellington Water 
WCC Response 

b. Revise the Alliance KPI9s and align with Accept. 

the MSA where applicable 

c. Conduct a detailed planning and 

scheduling process review with the 

potential to implement a centralised 

Planning/Scheduling and Dispatch 

functions 

Suggest WCC tables request to the 

Water Committee asking they agree to 

change the MSA and direct WWL Board 

to amend Alliance Contract to reflect 

MSA 

Agree - but a second order priority after 

addressing the MSA/Contract/KPI 

matters. 

WWL Response Timeline 

Not agreed. 

Changes to the Alliance commercial model and MSA are 

not appropriate while there is uncertainty around water 

reform timelines and scope. 

However, WWL can share the current KRAs and KPIs 

measured and reported by COG. The COG has recently 

developed a better reporting dashboard on Alliance 

KRAs/KPls. At present these are pitched at a regional level, 

so we will need to check what we can do to show results 

for WCC specifically. 

We propose a workshop to show what we have available 

and agree on what is helpful. 

Not agreed. 

Changes to the organisation are not appropriate while 

there is uncertainty around water reform timelines and 

scope. 

Note: We are continually looking at improvements for the 

planning and scheduling of work. A significant portion of 

our work is reactive and requires regular reprioritisation 

to meet customer and network needs.
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Barbara McKerrow, Chief Executive, Wellington City Council 

Campbell Barry, Chair of Wellington Water Committee (in confidence) 

Nick Leggett, Chair of Wellington Water Board (in confidence) 

Tonia Haskell, Chief Executive, Wellington Water Limited 

20 December 2023 

Contract Optimisation review conducted by FieldForce4 

Purpose 

1. 

Le 

3. 

The purpose of this paper is to set out the concerns Wellington Water (WWL) has with the 

Contract Optimisation Review conducted by reviewer FieldForce4 at the request of 

Wellington City Council (WCC), and to provide WWL’s response to the executive summary 

report (‘the report’) and the draft detailed report. 

This document is intended to be read alongside the report to indicate WWL’s position. 

We would like to confirm our offer to come to speak to your council when the report is 

produced so that they can hear and understand our position. 

WWL’s Position 

4. WWL does not accept the report, and is unable to approve it or sign off on the report’s 

recommendations. 

Reasons for our Position 

5. In May 2023, WCC decided to invest an additional $2.3m into fixing more leaks in the WCC 

drinking water network. This additional funding came with the condition to undertake a 

review of WWL’s frontline operations: “the increase in Opex funding committed to 

‘Wellington Water Limited (WWL) is conditional on WWL agreeing to a part of the funding 

being used to undertake a review of its services with the objective of improving its efficiency, 

identifying potential cost savings, and improving transparency/reporting.” 

WWL was grateful for the additional funding and agreed to the condition as it was the right 

thing to do. At a time when the region is losing up to 45% of its drinking water to leaks, 

WWL will always do what we can to secure more funding to find and fix as many leaks as 

possible.



7. WCC and WWL jointly developed and agreed a Terms of Reference (TOR) for the review. 

The purpose of the review identified in the TOR was largely to provide an independent 

review of WWL services with the objective of improving its efficiency, identifying potential 

cost savings, and improving transparency/reporting in line with the request from council. 

There was also a stated desire to share a greater understanding of a number of elements of 

the WWL model including the Customer Operations Group (COG), the Alliance Agreement, 

how our funding and financing works, and the shared ownership between six council 

shareholders. 

8. WWL agreed in good faith to FieldForce4 being engaged as the reviewer by WCC on the 

basis of the TOR and supported FieldForce4 in undertaking the review with provision of a 

wide range of documents and access to relevant personnel during the review. 

9. During the review, it became apparent to the WWL team that FieldForce4 were operating 

under a different set of instructions than the terms of reference. This was raised with WCC 

officers, and it would now appear that FieldForce4 were not provided with the agreed TOR 

nor asked to revise their Statement of Work to reflect it. 

10. The WWL and WCC teams have worked together throughout the review. WWL has 

expressed serious misgivings about the scope and content of the draft reports, and we have 

raised these with WCC on multiple occasions. 

Concerns with the Report 

11. We now have the final Executive Summary of the FieldForce4 Contract Optimisation — 

Opportunity Report, provided on 19 December. The findings in the final document reflect 

the findings in the draft, despite our feedback. Again, here are our concerns with the 

Report: 

e The Report suggests major organisation change (such as moving the customer first point 

of contact from WCC to WWL) as well as additional reviews of other parts of Wellington 

Water. Water reform is the vehicle by which transformational change will occur for 

Wellington Water. 

That remains the case with the direction indicated by the new Government. Wellington 

Water people and their knowledge, our systems and process and our operating model 

will transition into a new entity. That new entity will decide the best operating model in 

order to meet water quality standards set by Taumata Arowai, and the economic 

regulation that will be established. 

e Thescope is much broader than the terms of reference. There is an element of lost 

goodwill when it appears that FieldForce4 were instructed by WCC officers in 

contradiction to the Terms of Reference, but at no stage was Wellington Water advised 

of the change of direction or FieldForce4 redirected to comply with the TOR. 

e One of the key reasons for keeping the TOR tight was to minimise the impact on our 

staff who are already stretched, focused on significant priorities such as helping the 

region to manage a potential water shortage, and dealing with the uncertainty of the 

reform process. There is little point in putting our people through one change process 

that would be followed in short order with another. Undertaking a change process now



would also be a costly exercise and we don’t view this as a good use of our councils’ or 

ratepayers’ money. 

e The review does not acknowledge the role of the Wellington Water shareholders or the 

governance of the Wellington Water Committee. The changes proposed impact all 

shareholders who are, like Wellington City, also customers. The other councils have not 

been included or consulted in the process. 

e The report does not provide options or analysis. As an example, there is an absence of a 

detailed analysis comparing the advantages and disadvantages of both the existing 

operational model and the proposed changes. There are no other options considered or 

assessed, and it fails to assess the potential costs and productivity impacts on the work 

performed by the COG of a different model. 

e The report contains numerous inaccuracies: for example, it has conflated WWL 

Management and Advisory fees with Alliance Management costs, the latter of which is 

made up of WWL staff costs and COG overheads. 

e There are some obvious overstatements and recommendations that are not backed by 

evidence — for instance, the report gives an assessment of the capital delivery 

programme. Neither the GM responsible for capital delivery or any of her staff were 

interviewed or consulted in the review process, therefore FieldForce4 will not be aware 

of the programme’s quality assurance processes, reporting or governance. 

e The report states that the Management Service Agreement between WWL and WCC 

lacks specific performance measures. However, WWL sets the performance measures 

each year through its Statement of Intent, in response to the Letter of Expectations from 

its shareholders. The current SOI contains 16 measures. 

It is also required to meet 25 mandatory performance measures set by the Department 

of Internal Affairs, 5 additional LTP measures set by WCC, and must also comply with 

and report against 250 Drinking Water Quality Assurance Rules set by Taumata Arowai. 

e There are no practical recommendations for new operational efficiencies. Many of the 

system improvements are things that WWL was already aware of and are either 

underway or are known but implementation is not currently funded by the 

shareholders. 

Summary 

12. As an organisation WWL is always looking for efficiency improvements to the way it runs its 

operations in order to achieve the best outcomes for its shareholders and the residents of 

the region. We had welcomed the review but unfortunately the report missed the 

opportunity to focus on operational improvements which WWL is, and continues to be, open 

to. 

13. We are not averse to adding performance measures provided that: 

e The measures are agreed to by all our other shareholding council customers,



e Drive the right behaviour (for example balance customer experience with keeping costs 

down), and 

e Targets are set at a level the shareholding councils can afford. 

14. In 2020, the WCC Mayoral Taskforce on the Three Waters was established to investigate the 

condition, funding and management of the network, and to develop recommendations for 

its future. The Taskforce Report concluded “that tinkering is not going to cut it. 

Transformational reform is required.” This will need to come through water reform and a 

potential new CCO model under development. 

15. We believe the Alliance, while not perfect, is the right model for the highly complex, high 

risk work in the Wellington Region. Modern procurement practices favour agility and 

collaboration, allowing contractors to share in the vision of the company. An alliance model 

was selected based on internal and external procurement advice and Fulton Hogan was 

selected to partner with us in a competitive process. We are constantly working on our 

performance as an Alliance. We would have enjoyed some input on further efficiencies. 

Scale, 
Complexity, © 

| Potential for Innovation, Flexibility Required, Client 
| Involvement, Supply vs Demand, Programme Constraint | 

16. Inthe meantime, WWL remains focused on its priorities: supporting our people through 

water reform, providing the region with sufficient safe drinking water, improving the 

performance of our Wastewater Treatment Plants and delivering the capital programme. 

This is on top of our urgent and short-term goals of getting ready to respond to a potential 

water shortage this summer, finding and fixing as many leaks as possible, and providing 

councils with long-term planning advice.
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jiKPGOL̀NKM~LXk[IÌURlS̀Omno���p�rh
NN�
�SKSL]LOS
RV
_�YLISKbROT
FG
KMM
�WTS
L]KGMGOU
TR
[L
IKO
KMM
ZL
RO
SJL
TK]L
YKUL
[GSJ
XLUKXP
SR
OL�S
TSLYT
GO
SJL
NN�
�SKSL]LOS
RV
_�YLISKbROTML̂LX̀
�LS
]L
~OR[
GV
KOQ
RV
SJGT
PRLTO�S
MGOL
WY
VRX
QRẀ
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5 August 2024 
 
Tēnā koe Nick   
  
Thank you for recently fronting the review of the Wellington Water Ltd (WWL) budgeting error at 
the Wellington Water Committee. It was good to have a frank discussion about the findings and 
the subsequent changes that are needed at WWL.   
 
Since the Committee meeting, I have had the opportunity to discuss the report findings with my 
fellow Wellington City Councillors. They share a high level of concern about what the report 
revealed. Many Councilors expressed disappointment that several of the issues identified by the 
previous fluoride and ‘FieldForce4’ report remain unresolved and contributed to this error.   
 
As you are aware, rebuilding the confidence of shareholding Councils in WWL is now a top priority. 
I believe the report recommendations provide an excellent starting point to do that.    
 
The Wellington Water Committee meeting agreed that the next step is for the Board to develop 
an improvement plan and assurance framework to address the recommendations in the 
report. This plan is critical and it’s also important that our Council fully understands the plan and 
has confidence in the changes that will result.    
For this reason, I request that once the implementation plan has been developed by the Board and 
agreed with the Wellington Water Committee, it be presented by the Board, directly to Wellington 
City Council. This is an important step to ensure our Councillors have the chance to ask questions 
about the report and plan as a first step in rebuilding confidence in Wellington Water.    
 
This request does not in any way supersede the role of the Wellington Water Committee as the 
formal body for the shareholding Councils.   
 
Please let me know if you and your Board are happy to come and discuss the report and the 
implementation plan with our Council or if you have any questions about this.    
 
Ngā mihi  

 
 
Tory Whanau       Laurie Foon  
Mayor of Wellington | Wellington City Council  Kaikaunihera o Pōneke | Deputy Mayor  
M +64 21 195 1066 E tory.whanau@wcc.govt.nz  Paekawakawa Southern Ward  
W Wellington.govt.nz     E laurie.foon@wcc.govt.nz | P 021 963 270 
 

mailto:tory.whanau@wcc.govt.nz
mailto:laurie.foon@wcc.govt.nz


Wellington Water Committee Workshop 

9:00am, 9 February 

Briefing Note 

Key Messages and Tone 

• WCC wants to work constructively with other Councils both on the immediate issues
in front of us on water, but also the larger reform issue.

• We are working hard to increase our funding for water and water meters, and you’ll
see that in our LTP. I know all Councils are in the same boat.

• But we also need to ensure that increased funding delivers improvements that
people in our city can see for their money.

• So, we do want to see some changes to WWL’s performance. It’s not a witch hunt,
no one is to blame.  We just need to do our job as shareholders to make sur we are
getting the best for our rate payers.

Context for the Committee Meeting 

• The Wellington Water Committee workshop was called by Campbell Barry to discuss
and agree a Letter of Expectations letter from the Committee to WWL, that would
shape WWL’s new statement of intent and therefore its operations.

• WCC has well signalled through Cr. Brown and officers that we want the Letter of
Expectations to require WWL to set new KPIs and better reporting to Councils.  We
believe these changes are required to drive WWL to be more efficient in its delivery
of services like leak repairs and installation of new pipes.

• The FieldForce4 report uncovered a range of issues with WWL’s operations.  While
the report has informed some of our recommendations for the letter it is not WCC’s
intention to try and address the report and all its findings in this workshop.  The
high-level findings of the report are summarised in a section below.

Item 28



 

 

 

Out of scope



Out of scope



Findings from the FieldForce4 Report 

• The contract review for WCC and WWL encompassed both commercial and 
operational aspects of the contractual relationship.  

 
• The review found that neither the Management Service Agreement between WCC 

and WWL] nor the Alliance Agreement [contract between WWL and Fulton Hogan] 
adequately support WCC’s overall objectives. This is primarily due to the lack of 
reporting requirements and performance measures.  

 

 

• The improvement opportunities for immediate consideration are as follows: 
 

Out of scope



a) Review and establish clearly defined and measurable KRA’s/KPIs across the MSA and the 
Alliance contract (back-to-back). In addition, this also includes the delivery of the CAPEX 
program. 
 

b) Review and define the overall reporting requirements. The objective being to provide WCC 
and WWL with the appropriate clarity and transparency of the actual performance from 
both a program delivery (OPEX and CAPEX) and financial perspective.  
 

c) Revise the Annual Works Program (OPEX and CAPEX) and shift the narrative from a financial 
justification to a network risk and exposure perspective. 
 

d) Develop and implement standard task unit of rates for all reactive and planned works. 
 

e) Review the current works delivery processes including centralising job planning and 
scheduling. This also includes the prioritisation of all non-urgent (P2,P3, P4) works and the 
alignment to the Annual Works Program. 
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Outlook

FW: Timeline with WWL

From Mayor Tory Whanau <Tory.Whanau@wcc.govt.nz>
Date Wed 05/03/2025 10:32 AM
To DL: Councillors <councillors@wcc.govt.nz>; Liz Kelly <Liz.Kelly@wcc.govt.nz>
Cc Andrea Reeves <Andrea.Reeves@wcc.govt.nz>; Nadine Walker  Michael

Naylor  Lindsay McKenzie 

1 attachment (108 KB)
Timeline .docx;

Kia ora koutou

Confidential – please do not share as this is incomplete

To gain clarity around our accountability I asked Michael to develop a timeline of relevant decisions and
actions. Please find this attached to help guide our discussion.

It is a work in progress and Officers will be working on this timeline also.

Nga mihi

Mayor Whanau
Mayor of Wellington City | Wellington City Council
Pakakohi | Ngā Ruahine | Ngāti Takou

From: Michael Naylor
Sent: Wednesday, 5 March 2025 10:25 am
To: Mayor Tory Whanau <Tory.Whanau@wcc.govt.nz>; Nadine Walker 
Subject: Timeline

Hi Tory

This is the timeline I have been able to pull together so far. Now Chris is back he will work to add to
this with stuff from officers. I don’t think this shows the complete picture.  What would help is to see
WWL Board Minutes. As well as the WWL Committee video from 8 March and 15 March.

Mike

Michael Naylor
Senior Advisor
Office of the Mayor | Wellington City Council

4/8/25, 1:52 PM Email - Asha Harry - Outlook

https://outlook.office.com/mail/inbox/id/AAMkAGJlNGRiNzg5LWU0ODgtNGQ4Mi1iNTJkLTA0NTkwNDgxYWUzMgBGAAAAAAAbsDDQn25TTIUc… 1/2
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Timeline of Issues and Concerns around WWL Value for 
Money and Contract Management 

2022 – Nick Leggett appointed to the board of Wellington Water 

May 2023 – Nick Leggett appointed interim chair of Wellington Water after early departure of 
previous Chair Lynda Carroll  

29 May 2023 – Tonia Haskell appointed permanent CE of Wellington Water after acting in the 
role since January 2023.  

May 2023 – WCC passed an amendment to increase leak repair funding “conditional on WWL 
agreeing to a part of the funding being used to undertake a review of its services with the 
objective of improving its efficiency, identifying potential cost savings, and improving 
transparency/reporting”. 1 

June 2023 – Terms of Reference agreed for Field Force review. Includes that “The Board Chair will 
oversee the review process..” and “The final report shall be presented at a Board meeting”. 2 

July – November 2023 - Field Force develops it’s reports and WWL and WCC staff have multiple 
meetings about the draft findings and recommendations.3  

8 December 2023 – CR. Tim Brown (WCC rep on the WWL Committee at this point) writes to the 
other WWL Committee members4 stating that WCC will be seeking the inclusion of new performance 
measures in the upcoming Letter of Expectations to WWL to achieve better value from WWL, 
including:  

1 https://wellington.govt.nz/-/media/your-council/meetings/committees/long-term-plan-finance-and-
performance-committee/2023-05-31-minutes-ltpfpc.pdf 

2 Doc. ‘1. WWL Independent Review 2024_WCC comments’ 
3  Doc 2. ‘WCC response to WWL’s concerns’ documents range of meetings.  
4 Doc ‘4. Letter to Mayor Barry’. 

https://wellington.govt.nz/-/media/your-council/meetings/committees/long-term-plan-finance-and-performance-committee/2023-05-31-minutes-ltpfpc.pdf
https://wellington.govt.nz/-/media/your-council/meetings/committees/long-term-plan-finance-and-performance-committee/2023-05-31-minutes-ltpfpc.pdf


20 December 2023 – Tonia issues a memo to Barbara McKerrow (WCC Chief Executive) and copying 
in Nick Leggett stating “WWL does not accept the report, and is unable to approve it or sign off on the 
report’s recommendations.” The memo states Field Force went beyond the original scope and didn’t 
engage fully or fairly with WWL staff to make the conclusions it did.5  

1 February 2024 - The Field Force report is published by WCC after being shared with other 
Councils.6 The report findings include:  

“suboptimal contract management between WWL and its contractors, failure to ensure the 
performance and financial risk is proportionately shared between Wellington City Council, 
WWL and contractors.” 

“maintenance costs had increased by 71% over the last three years” 

“efficiencies could be found if there was more focus placed on performance measures and 
cost targets” 

8 February 2024 – Mayor Whanau emails Mayor Barry outlining wording she would like in the Letter 
of Expectations to set KPIs and reporting requirements that would help drive more efficiency in the 
Fulton Hogan contract.  “Putting this in the Letter of Expectations and subsequently having WWL 
undertake to act on it in their Statement of Intent would make clear that the Committee is requiring 
KPIs and better reporting from WWL. That should flow through to WWL having to improve its 
contract management with Fulton Hogan and therefore hopefully better value for money on 
maintenance.” 7 

9 February 2024 – Workshop on the Letter of Expectations.  No minutes or video publicly available of 
the discussion.  

5 https://www.wellingtonwater.co.nz/assets/Reports-and-Publications/WWL-Response-to-Contract-
Optimsation-Review-Conducted-By-FieldForce4.pdf  
6 https://wellington.govt.nz/news-and-events/news-and-information/our-wellington/2024/02/wellington-
water-report-and-recommendations 
7 Doc ‘6. Email from Tory to Campbell Barry on KPIs and LoE’. 

https://www.wellingtonwater.co.nz/assets/Reports-and-Publications/WWL-Response-to-Contract-Optimsation-Review-Conducted-By-FieldForce4.pdf
https://www.wellingtonwater.co.nz/assets/Reports-and-Publications/WWL-Response-to-Contract-Optimsation-Review-Conducted-By-FieldForce4.pdf


4 March 2024 – Email from Siobhan Proctor and Barbara McKerrow requesting edits to strengthen 
language in the Letter of Expectations to require review of contracts and KPI8s. Changes all accepted. 
Edits include:  

15 March 2024 – Letter of Expectations agreed at WWL Committee meeting. No video of the 
meeting online.9  

11 March 2024 – The Post reports that the cost of leak repairs has tripled from $1,500 per leak in 
2021 to $4,932 in early 2024.10  

20 May 2024 – WWL notifies Councils formally of the $51m financial error in the preparation on 
LTPs.  

26 July 2024 – Statement of Intent set by WWL Board.11  Sets value for money actions for WWL to 
achieve.  

8 Doc. ‘7. Draft Letter of Expectation edits sent by Siobhan’ 
9  Doc ‘9. WWC Minutes – 15 March’  
10 $5000-a-leak: Water repair costs more than triple | The Post 

11 Doc ’10. WWC Minutes 26 July 2024’ 

https://www.thepost.co.nz/nz-news/350207345/5000-leak-water-repair-costs-more-triple


26 July 2024 – WWL Committee publicly receives findings of report into $51m error raising concerns 
around the culture of the organisation and its finance and management systems.  

8 August 2024 – Tonia Haskell resigns as CEO. 

6 September 2024 – Pat Dougherty is appointed CEO from the WWL Board. 

3 March 2025 – AECOM and Deloitte reports released to the WWL Committee showing poor value 
for money, lack of competitive tension on contracts, lack of oversight of contract performance and 
significant risk for fraud.  





From: Siobhan Procter <Siobhan.Procter@wcc.govt.nz> 
Sent: Thursday, 23 November 2023 2:56 pm 
To: Mark Ford <Mark.Ford@wellingtonwater.co.nz> 
Cc: Kevin Locke <Kevin.Locke@wellingtonwater.co.nz>; Chris Mathews 
<Chris.Mathews@wcc.govt.nz>; Tonia Haskell <Tonia.Haskell@wellingtonwater.co.nz>; Barbara 
McKerrow <Barbara.Mckerrow@wcc.govt.nz> 
Subject: Information Request - leaks 

To this end, I have asked Kirsty to move the 
meeting with WWL and Fieldforce forward to 1st December at 10am – the intent of this is to 
close out any outstanding issues   that you have with the findings.  Invites will go out shortly. 

In order to help us draft this paper we require some specific information from WWL which will 
inform how Council can get assurance as to how any additional money has been spent,  as well 
as addressing the efficiency question that has been raised by several Councillors. 

Caution: This is an external email. Please take care when clicking links or opening 
attachments. 
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Ngā mihi 

Siobhan Procter 
Tātai Heke Waihanga |Chief Infrastructure Officer | Infrastructure and Delivery | Wellington City 
Council 
M 021 228 5429 E siobhan.procter@wcc.govt.nz | W Wellington.govt.nz |  |  

The information contained in this email is privileged and confidential and intended for the 
addressee only. 
If you are not the intended recipient, you are asked to respect that confidentiality and not 
disclose, copy or make use of its contents. 
If received in error you are asked to destroy this email and contact the sender immediately. Your 
assistance is appreciated. 
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