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"Tu-te tinana o Maui Tikitiki-a-Taranga TG-te Poho o ngd waka
Ta-te Ihonga o ngd waka
TU-te Mata-kupenga o Maui Potiki

nd Ngati Howea, Ngati Parau me Ngati Kahungunu katoa
Ko MAUI TIKITIKI-A-TARANGA te tlpuna
Ko TE MATAU-A-MAUI te whenua
Ko TE WHANGANUI-A-RUAWHARO te moana”

"Hikurangi ki rungal
Hikurangi ki raro!

Nukutaurua ka mate te kainga tahi Ka ora kainga rua
TE AUROA O TAKITIMU."
Tihei Mauri Oral

"Maui wanted to go fishing but his older brothers would not help or take him. One day he visited his grandmother and she gave him her jawbone to use as a fishhook. Because his grandmother was
a goddess, her jawbone contained special powers.

The brothers of Maui despised and underrated their younger brother. Often, they would try to take advantage of him. On fishing expeditions Maui would be given fish to cook. The brothers would
eat it, leaving Maui only with the scales. Maui always got his own back. He would refuse to join the fishing, waiting until his brothers had finished and then throw his hook into the sea landing more
fish than his brothers' combined catch.

On this one occasion when the brothers would not take him, Maui hid in the bottom of his brothers’ fishing waka and when they were far out to sea at their fishing grounds Maui came out of hiding.
Maui did not like the fishing ground where they were as the special powers of his hook told him to travel more. He made his brothers travel further and further out to sea.

When Maui was happy with a place to fish at, his brothers would not share their fishing bait with him. His brothers were angry because Maui made them travel so far. So, Maui hit his own nose
causing it to bleed. He used his own blood as bait on the special hook from his grandmother and then threw the hook into the sea.

Maui caught a huge fish - a giant stingray.”



WHAI | The Stingray
Design

“Nawai te tarawhai ka uru kei roto, e taea te

whakahoki?”
“Who can remove the barb of the stingray, once it has entered
in?”

This whakatauki proverb is said in a situation where
there is no turning back, when the path that has been
struck or action taken is irreversible.

We have explored widely and thought deeply for Project
Shapeshifter to deliver a proposal that has a Maori
heart and a Mdaori back-bone; a proposal with strong
kaupapa Méaori, yet which is easily translated to a
general audience.

As the whakatauki says, the barb has entered and the
desire for Tangaroa to speak to humankind through his
whanau has sprung forth.

Project Shapeshifter has adopted the symbol of the
tarawhai stingray as representing Te lka-a-Maui The
Fish of Maui pulled from the sea. This great tarawhai
stingray was a shapeshifter just as Maui was, and like
Maui, we seek to Shapeshift the National Aquarium of
New Zealand to be culturally fit, nationally and globally
resonant and relevant, and future proof.

Maui, his waka, and his great tarawhai, Te [ka-a-Mauiare
the symbols and heritage of our island nation binding us
together as Aotearoa New Zealand, and further afield
as Pacific cousins.

Mango Pare Hammerhead Shark design.
Recognises the whai as part of the shark family
and symbolises stubborn determination &
strength.

WHAI
Stingray

This element is also repeated as a component
in some of the patterns below.

Te Matau-a-Maui Fish-hook of Maui
Symbolises the double ended fish-hook of Maui,
Hawke's Bay, fashioned from the jawbone of
his grandmother Murirangawhenua. Located
where Maui foul-hooked the whai in its pakau
wing.

The Kauae, or jawbone, also makes reference
to Mdori lore regarding knowledge, te Kauae
Runga, te Kauae Raro - both upper and lower
jaw knowledge, both spiritual and practical.

Ngutu-Kura
Represents body and mind and the passing
down of oratory from generation to generation.

TE IKA-A-MAUI

The North Island
of New Zealand.

Puhoro

A pattern that represents speed and
movement, back and forth, here referencing the
grace and speed of movement of the whai and
how water moves around it. Reminding us to be
quick and agile.

As viewed from the
Pacific.

Paua

The chosen colours of purple and green,
reference the paua, or abalone shell, an
important icon for Ngati Kahungunu.



Welcome to Project
Shapeshifter
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Our oceans are in trouble and more than ever Aotearoa New Zealand
needs a strong voice for marine conservation, however our National
Aquarium needs help to do this credibly.

From plastics pollution and acidification to excess nutrient flows and impacts
of fishing, the oceans that help sustain life on our planet are suffering from
the negative consequences of human activity. Every day we are warned that
ignoring what happens beyond the shoreline will impact us, our children and
grandchildren, and the millions of species that make the oceans their home.

Aotearoa New Zealand is a maritime nation, and we all grew up with the sea
lapping at our feet. Our culture was forged in the Pacific, and our ties to the
nations circling the greatest ocean on Earth are long and deep. We trace our
history to the great waka and early sailing ships, and our stories tell of Maui
fishing this very nation from beneath the waves.

Yet it is hard for many New Zealanders to understand that what happens on
the land shapes what happens in the oceans - and the health of the oceans
is the key to the long-term health of the planet. We may understand in our
heads, some are only just feeling the tug in their hearts, and many want to
know what they can do to help. We harm the oceans from ignorance and
complacency, not from malice.

To truly understand, we need to be educated. And if we are educated - if we
understand that how we inhabit the land affects the lives of everything that
lives in the oceans - then we will act differently, and we will shape the future
of our planet differently.

To be educated, we need to understand the complexities of the ocean on its
own terms. We need to be able to show our children and each other the wealth
of life that lives beneath the waters, and to comprehend the links between the
land and the sea. To see is to understand, and to understand is to learn, and
we all need to learn so that we may change. People care for what they love.

So, we are standing together to propose the national place that will help
people learn, change and fall in love with the oceans. We are proposing that
we co-invest in a facility that can tell the stories the 21st Century needs, in The
National Aquarium and Oceans Centre.

Its kaupapa will be based on Moana Tuatahi which means oceans first.

This is a place where we learn how to consider the oceans’ needs as a first
priority. Every second breath we take comes from the ocean and our climate,
our weather and the oceans are inextricably linked. What we do on the land,
and as we traverse the skies and seas affects the oceans. As all indigenous
peoples understand, it is all linked. Yet only three percent of people have ever
seen under the big blue blanket and so most people struggle to understand
the oceans. Furthermore, we need synthesis of what we already know to
inform better, faster decisions to protect, manage, restore and regenerate
marine ecosystems.

The vision is for a place where the Pacific flows through the building, where
land and sea are joined, where the stories of the ocean are told by hapg,
conservationists, scientists, volunteers, and most importantly by the species
that make the ocean their home. It is a place unlike anywhere else. It is the
place Aotearoa New Zealand needs if we are to truly understand that our
history and our future are both found in the waters of the Pacific.

We ask that you join us on this journey, and that you - like us - embrace the
ocean, and the vast potential of the waves lapping at our shore.
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This Detailed Business Case (DBC) (2nd December 2019) has been developed
by Terra Moana Ltd on contract to Te Kaunihera o Ahuriri Napier City Council
which initiated, developed and project managed Project Shapeshifter, the
project identity Te Kaunihera o Ahuriri Napier City Council developed to
highlight the intended independence of the new facility. This Project builds
on the Indicative Business Case. This DBC is the result of the following sub#
contracts and is supported by Appendices.

-

Te Kaunihera o Ahuriri Napier City Council sub-contracts: .
e Terra Moana Ltd. - Detailed Business Case Lead 4 -.
* EHDD - San Francisco based international aquarium designers "
*  AskRight - Revenue Generation Strategy
*  PriceWaterHouseCoopers - Governance Review
*  Arahia Ltd - Sector Engagement and Cultural Design

* Rider Levett Bucknall - Quantity Survey

Terra Moana Ltd - Detailed Business Case Lead, Conservation and Financial
Leads with sub-contracts:

* lan Dickson - Economic Modelling

*  Dr Marjan van den Belt - Social Return on Investment model review

* Perya Short - SOF Consult - Education Lead

*  Karl Wixon - Arahia Ltd - Cultural and Creative Lead

* Dave Bamford Ltd - Tourism Lead

* Vince Kerr - Research Lead

* Cameron Hobbs, Emily Aiken and Troy Newton - KPMG - Financial ’

Modelling
*  Grant Bell - Colmar Brunton (shared with NCC) - National Survey
*  Kent Duston - Davies Howard Group Ltd - DBC Template design ¥ -

and Five Case Model graphics " ?
— Terra Moana Ltd wishes to thank all who contributed, including the staff of

- Te Kaunihera o Ahuriri Nopjer City Council and the National Aquarium of .“-u -
New Zealand. = 1 ¥ aw .
-
- - . o*
- e . .
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Background

This Detailed Business Case (DBC) documents Project Shapeshifter which was
established by Te Kaunihera o Ahuriri Napier City Council in 2019 to address
the National Aquarium of New Zealand's operational challenges and builds on
the 2018 Indicative Business Case. Te Kaunihera o Ahuriri Napier City Council
recognises that critical environmental and social well-being challenges faced
by Te Matau-a-Maui Hawke's Bay are intrinsically linked to the current state
of the urban and rural environment. Acknowledged as a project of regional
significance, the Matariki Regional Economic Development Strategy (REDS)
directed NCC to source Provincial Growth Fund (PGF) support to efficiently
highlight and tackle these issues in one proposal to build a new and significant
National Aquarium and Oceans Centre on Marine Parade. NCC contracted a
world class team to scope, design and analyse a new facility underpinned by
Te Tiriti o Waitangi, The Treaty of Waitangi.

Project Shapeshifter operated with six core guiding principles agreed by Te
Kaunihera o Ahuriri Napier City Council and the project team:

1. Itshould be ahigh standard, national level facility and thus sit comfortably
alongside other iconic national facilities whilst also meeting international
aquarium standards.

2. It should be co-designed with Ngati Kahungunu.

3. It should test whether there was enough rationale for it continuing
to be in Te Matau-a-Maui Hawke's Bay and thus whether any ongoing
financial burden should not be the sole responsibility of Ahuriri Napier,
and therefore ratepayers.

4. The governance and operating structure should deliver a national sense
of ownership alongside Ngati Kahungunu as mana whenua.

5. To be financially sustainable and deliver the strategic outcomes and
expectations, that the structure facilitate truly blended funding from a
range of sources.

6. This last principle was emphasised by the Ministry of Business, Innovation
and Employment (MBIE) and Te Kaunihera o Ahuriri Napier City Council
in that it must have a conservation education focus with tourism as an
outcome.

8 NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019> EXEC SUMMARY

High quality
national and
international
standard facility

Co-designed
with Ngati
Kahungunu

ot solely burden
Te Kaunihera o
Ahuriri Napier
ratepayers

Located in Te
Matau-A- Maui,
Hawke's Bay
Governance
structure creates a
national sense of -

ownership

Financially
sustainable

Conservation
education focus -
tourism an
outcome.

Guiding Principles for Project Shapeshifter
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Whakaaro Rangatira Mdori Viewpoint

Mdaori are becoming increasingly disconnected with te taico taimoana the
environment and ocean. More importantly is the disconnection with cultural
practices relating to te taico taimoana as intergenerational access to, and
knowledge of marine practices is lost to those unable to maintain a close
physical relationship.

Treaty of Waitangi Mdori Fisheries Settlements secured commercial fishing
rights for Madori, however they did not secure perpetual cultural practices
in the people through customary fishing rights, and as most efforts have
been land and culture focused, the importance of the ocean, Tangaroa and
Hinemoana, have largely been overlooked.

The effects of cultural disconnection continue to hold Mdori from collective
prosperity in a post-Treaty of Waitangi grievance era. Social well-being issues
accelerate as the cultural disconnection strengthens, prompting the creation
of indigenous models as Madori self-search for solutions outside of western
paradigms.

However, a resilient and strong culture is on the resurgence with the next
generation eager to reconnect with their marine heritage, demanding to see
deliberate action for climate change, conservation, and reversal of the effects
of consumer society to the detriment of indigenous well-being.

Buoying this resurgence, current government policy and strategy is
driving a national phenomenon in the profusion of Madori engagement
models, mdtauranga frameworks, cultural values frameworks and Maori
capability plans. A side-effect of this phenomenon is the cultural fatigue
and disappointment at misinterpreted, misunderstood and misrepresented
concepts that get bandied from place to place. Of course, the challenge is
in meeting the need for the truly holistic approach that Maori yearn for and
thrive from, yet without the Mdaori-heart and soul, the models seldom survive
their development phase.

Project Shapeshifter demands a holistic approach to imagining a Maori
aquarium of global acclaim, an architectural icon, a cultural magnet and
flagship for Aotearoa New Zealand's marine and ocean conservation efforts,
and a place where the stories of the species housed are elaborated to their
fullest advantage through the eyes of indigenous peoples across the Pacific
rim.

The world is actively watching and learning from Aotearoa New Zealand. In
July 2019 in Noumea, at the conclusion of the first of nine global meetings
on the United Nations ‘Decade of the Ocean’, the head of the UN body
responsible for ocean conservation, Vladimir Ryabin, said, “Indigenous Pacific
knowledge can help define the science needed to save the ocean”.

This is a strong indicator of the future trajectory for how we tackle
environmental challenges on a global scale. Perhaps a starting point, is
contained in the Takitimu teachings regarding water and the ocean domain, as
provided by Nigel How, Curator of the Wairoa Museum and Ngati Kahungunu
adviser to Project Shapeshifter:

"Karakia, or incantations, are the verbal formula used to protect,
enhance, reduce and stabilise Tapu sacred and restricted and Noa
free from tapu or restriction, depending on the situation. Water was
used in certain karakia ceremonies. Incantations came in many
forms, were based on the relationships of Atua and were designed
to maintain universal balance. For example, the Atua Tane god of
the forest and Tangaroa god of the sea disagreed over separating
their parents Ranginui sky father and Papatiiénuku earth mother.
Tangaroa has resented Tane ever since he forced his parent’s
separation, and extends that resentment to humankind as the
offspring of Tane. Tangaroa will take any opportunity he can
to abduct the offspring of Tane, especially when we hunt and
consume his offspring - the many creatures of the ocean.”

It is often said, ‘never turn your back on Tangaroad’, warning us to be wary of
the wrath of the ocean god, lest he find the opportunity to attack us.

“Humankind manages this love-hate relationship through
incantation to their brother Rongo, who is the peacemaker.
Traditionally when humankind set off over water for travel or
fishing, incantations evoked the diplomatic nature of Rongo to
keep peace between his brothers, and thus keeping humankind

safe. These blessings were enforced after safe passage with
incantations and offerings of genuine respect to Tangaroa for the
tolerance accorded to humankind under the influence of Rongo.
As humankind consume their own relatives (marine life), these
incantations also invoked the necessary placations to maintain
balance in the cosmos.”

“In regard to the seq, it is through the angst suffered by Tangaroa over the
separation of his parents that he surrounded himself in his own tears and
created a world within them as part of his healing process. Humankind bear
the reminder of this cycle through our own salty tears - a gift from Tangaroa
to remind us of how to suffer and how to heal. This is why openly crying is
a traditionally accepted expression of grief, love and healing. Tears remind
humankind of what our ancestor Tane did and how his brother Tangaroa
coped with the situation.”

These stories remind us to respect the ocean, and to respect its gifts, and of
the need to exercise caution in our relationship with it, the need to balance the
relationship between land and sea, and how our own behaviour and emotions
connect to it.

Project Shapeshifter is unashamedly designed following cultural design best
practice and builds a platform for telling Polynesian stories pertaining to the
species that are displayed. Project Shapeshifter aims to demonstrate that Te
Ao Mdori The Maori Worldview as interpreted through the National Aquarium,
presents a unique opportunity to translate Te Ao Mdaori to all New Zealander's,
a hitching post for people to know and understand the Maori worldview with
depth and compassion, prompting a renewed care for the environment and
ocean. Within the realms of Project Shapeshifter, a deliberate effort has been
made to consider the impact of a reshaped aquarium in reconnecting Mdori
to their whakapapa genealogy, pardkau legendary stories, and kaitiakitanga
customary guardianship.
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The Existing National Aquarium of New Zealand
The existing facility is no longer fit for purpose and should be decommissioned,
the 1973-76 section demolished, and the 2002 expansion repurposed.

The animals are at risk of ill effects from inappropriate
exhibit design and challenges with seawater systems

only animals that tolerate marginal conditions are on
display which reduces the visitor experience and
conservation education values

exhibit life support systems are rudimentary and risk
significant failure

water quality data is generally unavailable to support
animal care and health

staff access for several exhibits is extremely poor
complicating proper animal care

the original building (1460sgm, 1973-76) is no longer sound

the back of house has extensive system corrosion finish
degradation

The Importance of Healthy Oceans

Globally attention is now on ocean health given it is fundamental to life on
the blue planet, whether providing oxygen, seafood, profound socio-cultural
values, tourism, or global trade. The oceans are a major part of the planet's
climate and weather system. We wrongly thought that the oceans were
inexhaustible, vastly absorbing, and too big to fail. Around the world sea-level
rise, ocean acidification, marine heat waves, and deoxygenated dead-zones
are occurring. Yet in places fisheries management and marine conservation
are gradually improving marine ecosystem health. In many cases we are
waking up to issues of sedimentation and plastics yet there is much to do
to normalise the daily actions of all to lessen our impact on the oceans and
marine life.

Modern Aquariums

Aquariums today inspire awe, wonder and excitement through showing people
what is under the big blue blanket. Leading World Association of Zoos and
Aquariums (WAZA) facilities attract 700 million visitors annually. In addition to
informing and raising awareness of environmental issues they enable visitors
to become agents of change and to actively support field conservation of
species and ecosystems. Zoos and aquaria enjoy high public trust, and
experience internationally, shows that instilling in all visitors a strong sense
of excitement about, and a desire to care for, life on earth creates a solid
platform to fulfil the promise to care for and conserve wildlife, using a social-
science, evidence-based approach that influences actual pro- environmental
behaviour.

10 NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019> EXEC SUMMARY

Sector Engagement and Public Support
This condensed (six-month) DBC process included sectoral engagement hui
with Ngati Kahungunu representatives, local community, youth, conservation,
tourism, research, and education stakeholders nationally and locally. Positively
received hui responses prioritized:

*  Better caring for the oceans,

*  Fully embracing Te Ao Méori,
e Supporting community conservation nationally; and
*  Synthesising and communicating science research.

*  Key concerns which were facility funding and resilience given sea
level rise, the need to stimulate tourists to visit the region, and
complementing other national marine research.

e  Afull national dialogue with Mdori is also recommended.

These findings were further endorsed by the nationwide Colmar Brunton
poll conducted during this process. Key findings from this were:

* eight in ten New Zealanders have a direct connection with the
ocean each year.

92 percent agreed with the statement “"We should all have the
opportunity to experience and learn about the marine environment”.

* 46 percent said they would visit the new proposed National
Aquarium and Ocean Centre in the next five years.
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Chadllenges, Investment Objectives and Social Return on Investment
The core challenges to address are: the need to meet national standard in
equally representing our bi-cultural heritage, a need to educate about the
oceans, issues with animal welfare, and an underwhelming visitor experience
at the existing facility, thus the DBC Investment Objectives analysed for the
Economic Case were:

1. to ensure the new facility reflects our bi-cultural foundation of Te
Tiriti o Waitangi, The Treaty of Waitangi.

2. to develop and implement Aotearoa New Zealand-specific ways of
educating people about the importance of healthy oceans in order
to help change the human behaviours that are negatively impacting
the oceans,

3. to provide a facility that cares for marine animals in order to meet
tikanga Maori, regulatory and moral obligations, and to see to the
welfare of the animals, and to treat them with respect, and,

4.  to provide a high-quality visitor experience for locals and visitors in
order to increase engagement with the oceans and its ecosystems
in a way that is compelling, and drives return visits.

A range of options were considered against the Investment Objectives with
the preferred option outlined below.

Design

A robust sectoral engagement process informed a world first co-design
process of Madori designers and globally leading aquarium designers EHDD
working together to produce a beautiful, iconic, modular, resilient facility
which will inspire awe and wonder and connect visitors to the oceans. With
enough detail it has informed the costing estimates herein. The designs
reflect Aotearoa New Zealand's marine realm from the sub-tropics to the sub-
Antarctic in exhibits that will be delivered in two stages over 10 years.

Stage One:
* Three major tanks exhibiting sub-tropical, temperate and kelp
ecosystems, seven smaller exhibits, and refitting the existing building
for education and transitional animal care,

* decommission and demolish the 1973 original building, and,

* repurpose the newer parts of the 2002 expansion to improve staff
facilities and include a temporary education centre.

Stage Two:

* Repurpose the 2002 expansion and refit into freshwater, mangrove,

estuary and forest habitats and a temporary exhibit space (Pacific
Nation-in-residence),

*  build the new National Oceans Centre (component of the new facility)
collaboration space and which will also house the administrative,
education and research support facilities,

. build a 4D Immersive Theatre to showcase the Maramataka (Mdori
environmental calendar),

*  build alive deep-sea exhibit (require different technology), and,

* complete the external saltmarsh and sand dune landscaping critical to
long-term resilience.

Visitor Projections and Demand

Projections were based on analysis of corresponding growth trends (Tourism
NZ, Statistics NZ) for the following visitor categories local, within two hours'
drive, overnight stays, free and independent travellers (FITs) and cruise
passengers. Relatively conservative estimates were considered. The model
allowed for initial visitor uptake and five- and ten-year visitor experience
increase numbers returning to at, or just above, trend. This shows gradual
visitor number growth from 2026 (opening) 196k per annum to just over 300k
over 25 years. More optimistic predictions emerged through the Colmar
Brunton survey and anecdotal feedback by specialists in the tourism sector
but such numbers are untested.

Investment Profile

The economic impact assessment is positive, yet the financial models show
firstly, the requirement for a blended funding co-investment model for the
initial capital expenditure requirements to build Stage One of the proposed
facility, secondly, annual operational expenditure shortfalls requiring capital
injections from $2.6 million annually and lastly, periodic capital expenditure
upgrades of $1.5 million every five years and an average of $3.7m operational
shortfall per annum over the first ten years.

Napier City Council's Long-Term Plan has committed $10 million over 2020-
2021. $15 - 35 million is sought from the Provincial Growth Fund. The Revenue
Generation Strategy has determined that two $20 million ($40 million in total)
campaigns are viable over eight-years. The Stage One cost estimate is $77.5
million ($83.3 million with interest and revenue generation costs) thus there
is a projected shortfall of $18.6 million over and above the $65 million from
known sources.

Building upon the principle of blended funding, co-investment is essential for
a facility like this. At this stage, the financial modelling of the co-investment
includes Local and Central Government, Investors and Donors. It is essential
that fundraising not induce funder fatigue. Success also depends upon
the ownership model and structure and as can be seen from the Te Papa
Foundation experience, when a facility is fully government underwritten it can
be challenging to attract philanthropic support. Again, at this stage the initial
proposals for the ownership model and structure herein are reasonably basic
and need to be further explored.

The facility is proposed to be funded from a combination of local councils,
central government, investors and donors. During the construction period
debt financing at a rate of four percent is used to bridge the shortfall ($18.6m)
ahead of all donations being received (final donations are expected to be
received in FY29) unless an interest free loan is secured.

Economic Impacts

The economic impact of the proposed new facility has been assessed and
analysed using Cost Benefit Analysis, Social Return on Investment and
Economic Impact Assessment and found:

The construction economic impact is estimated to:

*  Generate $31 million of regional GDP, with a further $50 million of
national GDP = total $81 million.

e Generate regional employment of 410 FTE, with 535 FTE employed
elsewhere = total 944 FTE.

* Boost regional household incomes by $11 million p.a. and national
incomes by $28 million p.a.

Facility operation is estimated to:

e Generate $17 million p.a. of regional GDP, with a further $9 million p.a.
of GDP = total $26 million.

e Generate regional employment of 152 FTE, with a further 14 FTE
employed elsewhere = national total 166 FTE.

e Estimated to boost regional household incomes by $7 million p.a. and
national household incomes by $8 million p.a.

Results
The combined economic value creation including with social outcomes
(Social Return on Investment) is estimated to:

e Create an estimated $45 million (present value 2021) of combined
economic and social value that is attributable to the project (based on
the period 2025-2049).

*  Have anet contribution of $40 million from increased economic activity
associated with visitors.

¢ Have a net contribution of $179 million associated with the social
outcomes for visitors, staff and volunteers. (See page 79)

e Create capital and operating costs are -$174 million.

¢ Create benefit: cost ratio of 1.26x.

Risk

Although a complex project, there are relatively straightforward risks
associated with delivering the project. However, the benefit realisation risks
are significantly more complex. The risk nature means that it is difficult to
rigorously quantify either the probability or the likelihood as there are many
interlinked challenges, and the analysis reflects this. This is further explained
in the Economic Case of this document.
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Financial Modelling

A 29-year financial model (four years construction plus 25 years operation)
has been built to forecast revenue, operational costs and capital costs. It
allows for the impact of changes in factors such as visitor numbers, financial
performance and project costs to be understood. Itis not an accurate forecast
of actual expenditures rather it is a high-level like for like comparison to inform
Council investment. It is sensitive to; actual construction costs, actual cost
of capital for the Council and the private sector at the time of construction,
which in turn will be subject to macroeconomic factors that are outside the
Council's control, and construction cost inflation in the interval between a
decision being made and the commencement of construction.

Preferred Option Output Summary

The total capital cost of the preferred option is $77.5 million ($83.3 million
with interest and revenue generation costs) and which includes $65.6 million
of construction costs, $7.0 million in contingency and $4.9 million associated
with cost escalation during the construction period. Real fit-out replacement
costs equal $1.5 million every five years and real exhibition refurbishment costs
equal $3.2 million every ten years. Revenue in the first full year of operations
of $6.6 million (approximately 196 thousand visitors) against operating costs
of $9.6 million (nominal inflation of 2.8 percent per annum has been applied
unless stated otherwise).

Initial capital costs

The initial capital costs are projected at $77.5 million including construction
($65.6 million) and contingency ($7.0 million). Escalation totals $4.9 million
acrossthe construction period. Included within constructionis the new building
(8,702m2), initial existing building refurbishment (1,974m2), demolition of part
of the existing building (1,400m2), external exhibits (800m2), landscaping,
decanting/relocation costs, consent costs, fixtures & fittings, and tanks.
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Ongoing capital costs

Real fit-out replacement costs are equal to $1.5 million every five years with
the first refurbishment occurring in FY29. Real exhibition refurbishment costs
are equal to $3.2 million every ten years with the first renewal occurring in
FY34. Total nominal ongoing capital costs associated are projected at a total
of $23.1m between FY21-FY49.

Depreciation

Depreciation on the initial capital costs is based on a 50-year useful life
beginning at the start of the operational period (FY25). Total depreciation
incurred between FY21-FY49 is $55.6m. Depreciation on the fit-out
replacement is based on a five-year useful life. Total depreciation incurred
between FY21-FY49 is $9.3m. Depreciation on the refurbishment of exhibitions
is based on a ten-year useful life. Total depreciation incurred between FY21-
FY49 is $7.5m.

Operating cashflow

Net operating cashflow is negative during the operational period. Additional
funding injections will be required to fund operations as well as the fit-out
replacement and exhibition refurbishment. An operational funding injection
of $2.6m is required in the first full year of operation followed by operational
expenditure and refurbishment capital expenditure cash shortfalls totalling
$45.3m in the first ten years.
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Kaupapa Tauhokohoko | Commercial Case

It is best practice for councils to use the government's approved procurement
framework, as this can significantly reduce the time taken to select and
appoint suitable suppliers. The necessary suppliers can be selected by tender
or from an existing panel, which will be based on pre-established criteria.
Typical selection criteria include the previous experience of the company and
people in the design and construction of similar facilities, as well as price. The
procurement strategy defines the procurement process for the project. This
may be prepared internally by the Council or externally, such as by the project
manager or architect

The Commercial Case does not yet consider the commercial arrangements
that will need to be negotiated and developed between the ownership and
operational partners.

Given the concept of Project Shapeshifter and consideration of cultural
intellectual property, an understanding of the need forindigenous procurement
is desirable for the implementation of the new National Aquarium.

Project Shapeshifter is aware of other such ownership and operating models
internationally including Ocean Wise which owns and runs Vancouver
Aquarium. That is on city council land and originates with four First Nation
Tribes, two of whom are represented on the Ocean Wise Board. Ocean Wise
has an international presence including in aquariums in Mexico and China.
It has a thirty percent ownership interest in the largest European aquarium,
Oceanographic in Valencia, Spain. Project Shapeshifter has had several
discussions with Ocean Wise which has expressed interest in collaboration
to share experience about operational models and also with an interest in
sharing experience related to indigenous world views and practices.

Kaupapa Whakahaere | Management Case

Creating the National Aquarium and Oceans Centre of New Zealand is a
complex project involving complex design, construction and financing, new
legal entities, a powerful communications and relationship management
strategy (community, public, stakeholders and political) and clear large
programme management. Detailed large programme design and planning will
need to be done if the project is green-lighted and then professional project,
commercial and procurement management, and content expertise deployed.
Four major, inter-related work packages will be needed to deliver the project:

1. Funding, Communications, Te Reo me 6na Tikanga
2. Infrastructure, Construction and Cultural Design Outcomes
Funding, Infrastructure,

Construction and
Cultural Design
Outcomes

Communications and
Te Reo me 6na
Tikanga

Procurement and Commercial Management

Provides requirements, advice and assurance on the procurement and contracting for all elements of the facility. Works with appropriate
external vendors to ensure contractual obligations are being met, and coordinates validation and audits as required. Indigenous procurement
is critical to the successful development of Project Shapeshifter

Project Management

Manages the planning and delivery of the work to ensure the required outcomes are delivered on time, within budget and to the required quality
standard. Manages project scope, deliverables, risks, dependencies, resources, schedules and budgets, and is responsible for the outcomes.

3 Experiences, Education and Matauranga Maori
4. People, Capability, and Cultural Intelligence

Along with a Governance structure comprising Project Sponsors, Project
Steering Group, Project Manager and the four packages (teams).

Experiences, People, Capability
Education and and Cultural
Matauranga Maori Intelligence
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That the existing National Aquarium of New Zealand should be
decommissioned and a nationally and internationally significant National
Aquarium and Oceans Centre be built on Marine Parade in Ahuriri Napier
that repurposes the newer parts of the existing National Aquarium of
New Zealand (2002 expansion).

That the proposed ownership structure (Trust) be explored further and
considered againstfunding source and partner perspectives, expectations
and commercial structures. Project Shapeshifter has received feedback
that it preferably be a model that is ultimately co-owned by a range of
interests across Ngati Kahungunu whanui, Te Kaunihera o Ahuriri Napier
City Council, (a combination of) the other four councils in the region, and
as such can attract a wide range of funders.

That relationships are strengthened with Ngati Kahungunu whanui, and
that Ngati Kahungunu lead a national dialogue with Iwi to fully realise the
potential for, and issues related to, the proposed National Aquarium and
Oceans Centre and that a new and appropriate Mdori name is bestowed
on this facility.

That an outreach process is undertaken with Iwi Taketake, Pacific Rim
indigenous nations to establish relationships and explore potential mutual
collaboration.

That central government partner to:

e Commit $15 - $35 million from the Provincial Growth Fund towards
the project to overcome issues with timing, funding shortfall and
the project’s national importance.

*  Contribute resources (funds, expertise, policy as required etc.)
from other central government funds and agencies including but
not limited to: M&ori Economic Development, Vison Mdatauranga,
Education, Conservation, Culture and Heritage, Tourism New
Zealand, Science and Innovation, and the Ministry of Foreign Affairs
and Trade towards the further analysis required until opening day
and in regular grants to the operational facility.

*  Explore the legal basis for a nationally significant facility to assess
whether the Museum of New Zealand Te Papa Tongarewa Act 1992

NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019> EXEC SUMMARY

should be amended to enable the National Aquarium and Oceans
Centre, whether a new Act is required or whether a Trust (social
enterprise model) suffices.

That a bold fundraising programme be designed to encompass a blended
capital model including:

e Te Matau-a-Maui Hawke's Bay councils
*  Central Government

e The Ngati Kahungunu Post Settlement Governance Entities and
Ngati Kahungunu Iwi Incorporated

*  Domestic and international philanthropists

* Innovative financing models including but not limited to Impact
Investment and raising an Endowment (to generate income towards
operational costs).

7. That aformal strategic planning process be implemented for the National
Aquarium of New Zealand, with a focus on conservation and education,
to guide its transition to the National Aquarium and Oceans Centre.
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A best-practice approach has been taken to developing this

busi Considerable work has been
usiness case. undertaken to develop and refine the

proposal and assess its merits

Cultural Case

— o S
Analysis
>
Investment Logic Map
Financial model
Cost/Benefit analysis H
Social Return on Investment analysis Struteglc Case
Revenue Generation Strategy
Demand study This detailed business case follows the
Better Business Case methodology and
—— is organised around the five-case
° model. Napier City Council has added a
. . Des'gn sixth case, the Cultural Case to give
Indicative this project the national standing it
o Economic Case deserves and to underscore the
Bus“‘ess case Design and functional brief partnership approach taken throughout
o . Master Plan Project Shapeshifter. These
An Indicative Business C?cs.e.was Concept design demonstrate that the investment:
prep.ared to assess the V|a!f>|l|ty of Quantity Surveyor assessment 5
the investment and establish the Concept evaluation report .  Can deliver against Te Tiriti o Waitangi
parameters for the possible solution. Detailed The Treaty of Waitangi
o o ° ¢ |s supported by a robust case for
Mana whenua indicate the facility is Business Case change - the strategic case
more than just the house of . ) * Optimises value for money - the
Tangaroa and 1.:hct the foc.us should A business case (this document) Financial Case economic case
move to Te Taiao The Environment . using the Treasury-endorsed ¢ Is commercially viable - the commercial
o ) Consultation Better Business Case case
An initial Reven}.le Generation methodology has been developed * Is financially affordable - the financial
Strategy fed into the IBC Governance design workshop to assist decision makers @ case
Communications strategy ¢ Is achievable - the management case.
Sectoral engagement workshops
Mana whenua hui
Website and public engagement
Sectoral outreach
Commercial Case

This is an indicative list of the wide range of activities %
that have been undertaken and reports that have
been produced in a thorough process across a wide |
range of stakeholders, by both Council staff and >

advisors

Management Case

Project Shapeshifter
(April to November 2019)
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The need to better care for our oceans

Significant changes are required to bring the National Aquarium and Oceans
Centre to life. The existing facility cannot continue as it is and a new facility
is needed to enable Aotearoa New Zealand to live up to its international
commitments to care for the 4th largest Exclusive Economic Zone. The
Department of Conservation's 6th report to the Convention on Biodiversity
(2018) noted: “Marine reserves in New Zealand do not yet cover the full range
of our distinctive coastal and marine habitats and ecosystems” and there are
a range of perspectives over whether less than one percent or greater than
thirty percentis protected. Mostimportantly a systematic approachis urgently
needed to care for marine ecosystems underpinned by Mdori commercial
and customary fishing rights and promulgated through matauranga Maori
knowledge.

Aotearoa New Zealand is a maritime nation. We have the highest private boat
ownership globally. Our resource management framework was world leading
when established in the ‘90’s. The Quota Management System controlled
the worst overfishing excesses and the Resource Management Act (RMA)
jurisdiction extended out to 12 nautical miles. The RMA and Fisheries Act
(1996) were designed to interact yet this is only just being legally clarified now,
especially as awareness grows about the impacts of the tonnes of sediment
entering coastal environments.

Science is beginning to research and understand the cumulative impacts
of ecosystem changes, sedimentation and climate change related issues
such as ocean acidification with the significant loss of kelp. There has been
a profound shift in how we address freshwater management and pests
exemplified by Predator Free 2050 and the many science, matauranga Maori
knowledge, community, local and central government catchment restoration
initiatives nationally. Our care for the oceans needs a similar profound national
groundswell and shift.

The strong support for Project Shapeshifter from the Curious Minds (Appendix
1) programme exemplifies the opportunity to make such care for estuarine,
coastal and marine ecosystems a new way of life. Curious Minds has funded
over 120 diverse community science projects in the last four years in three
regions: South Auckland, Otago and Taranaki with many

incorporating matauranga Mdaori knowledge From Portobello Laboratory
to Leigh Marine Lab and communities in Whangaroa, Taranaki and the

Marlborough Sounds, there are clear calls for a 'mothership’ to link, support
and enable collaboration for better marine and coastal ecosystem, and
community well-being. Many community groups, science and research
organisations working across the country on marine and aquatic initiatives
have expressed their need for a place where they can come together, share
knowledge, synthesise their findings, develop solutions and communicate
learning to wider audiences.

The conclusion being that as a nation we are overdue in complementing these
community efforts with integrated care for marine health. We must identify
where and how coastal ecosystems can also be regenerated and create a
constituency of support for these crucial springs of life.

The proposed facility will provide solutions
to these problems by convening, exploring,
showcasing and promoting care for our
marine environment.

1ST

A

INTHE WORLD FOR

New Zealand’s coastline spans a total
of 15,134 km.

Source: Seafood New Zealand, 2016

st

FOR THE MANAGEMENT OF
SUSTAINABLE FISHERIES

New Zealand’s seafood industry has been
ranked the most sustainably managed fishery
in the world, twice.

Source: Seafood New Zealand and Ministry for Primary
Industries, 2016.

MILLION K? IS THE SIZE OF NZ'S

New Zealand has one of the 10 largest
EEZs in the world, making it an ocean
territory superpower.

Source: Ministry for Primary Industries, 2014
www.mpl.govtnz
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Public support for a National Aquarium and Oceans Centre

The solutions this DBC proposes below have been developed through an
internationally and nationally unprecedented community engagement
process which substantiates the case for creating the new National Aquarium
and Oceans Centre:

*  Close the existing facility and refit and repurpose it.

e There is clear national appetite for a new institution focused
on conservation, education and collaboration about Aotearoa
New Zealand's oceans, coasts, and ki uta ki tai mountains to sea
ecosystems.

*  Te Ao Mdori must be at the foundation of its design and operation
and which is nationally unique, globally significant, and uplifts the
mana of Te Tiriti o Waitangi and The Treaty of Waitangi.

*  Ngati Kahungunu Iwi Incorporated support this kaupapa and have
contributed parakau legendary stories to vividly enliven the domains
of Te Taiao Taimoana The Environment and The Ocean.

e People of Aotearoa New Zealand and from across the world can fall
in love with, access and understand our inter-connectedness with
the oceans, and ultimately know that caring for nature and caring
for ourselves are one and the same thing.

e Equity of access to such a facility was a strong point throughout
the process. Most current aquaria and other centres focused on the
natural world around the country are inaccessible to low income
communities.

e There is a need for an innovative aquarium to showcase New
Zealand's rare and endangered fauna and flora to facilitate good
quality, curriculum aligned conservation education programmes for
our taiohi youth.

e A’'mothership’ or hub for the many oceans and coastal community
organisations would enable collaboration between community
and formal science and especially the integration of matauranga
Maori knowledge with other knowledge systems. Nothing like this
exists presently and the proposed facility could also communicate
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collaboration results to the public and synthesise such knowledge
making it available back to community groups, land-owners,
students, researchers, and central and local government.

The proposed facility should weave the three strands of our unique
aquatic and marine ecosystems:

1. Pataiaio Maori science,
2.  Western science and conservation knowledge, and,

3. Knowledge from the indigenous peoples of the Pacific Rim.

A place is needed where the interconnectedness of Aotearoa
New Zealand freshwater, coastal and oceanic environments can
be shown and the challenges facing them. Ki uta ki tai ki moana
hohona from the mountains to the deep sea is the life cycle of many of
Aotearoa New Zealand's rare and endangered aquatic species e.g.
tuna eels , titi muttonbirds, inanga whitebait.

It must deliver high quality and innovative education and learning
programmes.

Partnerships are key to the success of this facility and collaboration
is key to improve marine health.

The facility must inspire awe, wonder, excitement and action in all visitors who
will leave knowing what action to take and that their actions do matter.
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Innovative Collaboration and Partnerships

The financial models and potential ownership models presented in this
Business Case show that there are ways the facility can be financially
sustainable. A requirement would be for all parties to put the ocean first
and to embrace as a strategic project realised through transformational
collaboration. Potential partners from the following groups have expressed
interest in contributing further to Project Shapeshifter.

Ngadti Kahungunu are in-principle supportive and open to progressing
discussions about a partnership approach. They are particularly supportive
of the Project Shapeshifter co-design approach with Maori. EHDD
wholeheartedly embraced Te Ao Mdori in the design process and which is
profoundly reflected in the beautiful designs for the proposed National
Aquarium and Oceans Centre.

The five Hawke's Bay councils of Wairoa, Central Hawke's Bay, Hastings
District Councils, Napier City Council and Hawkes Bay Regional Council
recognize the importance of the aquarium to the region. Officers from
Hawke's Bay Regional Council have contributed to key Project Shapeshifter
elements.

Key research organisations such as NIWA and the University of Waikato are
in-principle supportive and discussions have been held with key Government
agencies such as Department of Conservation (Appendix 11), and the Ministry
for the Environment.

Engaging corporate sponsors and philanthropic donors can only happen
when the new facility’s purpose, design, structure, cost (capital expenditure,
operational expenditure) and partnership commitments are explicit and
confirmed.

Internationally Project Shapeshifter has created an International Leaders
Group of experts in running aquariums and delivering high quality
conservation education programmes. Memoranda of Understanding are
being progressed with Monterey Bay and Vancouver Aquariums and others
have expressed interest (Aquarium of the Pacific (Los Angeles), the National
Ocean Literacy Trust (National Marine Aquarium, England)).

Mana whenua
mana moana

Ngéti Kahungunu
Iwi Incorporated

Citizen science

& formal
resgclre_h
International organisations
Leaders Group

Hawke's Bay
Councils

Corporate
Sponsors &
Philanthropic
Donors

The International Leaders Group agreed the following key points of advice to
Project Shapeshifter:

* [tisessential to reconnect people to nature and this plays a critical
role in better well-being, especially in relation to the importance of
cultural context for this in Aotearoaq,

e It is difficult, but not impossible to track deliberate enquiry to
understand how people reconstruct their lives post learning,

e Continuous improvement in practice is critical to ensure WAZA,
and Zoo and Aquarium Association (NZ and Australia) guidelines
are met,

e "Thebestinteractiveisahuman” - Project Shapeshifteris modelling
Monterey Bay Aquarium's “greeters” volunteer programme. We
have learnt that if visitors have two interactions with Aquarium
personnel their learning outcomes (and likely behaviour change)
improve exponentially,

e It is challenging to communicate Mdori conservation messaging
and concepts such as kaitiakitanga to the mainstream,

e Conservation alongside education at such facilities DOES attract
tourists, and;

* It is unquestionable that Te Ao Mdori brings unique value to this
proposal and could make an invaluable contribution to the global
aquaria community. Ocean Wise has expressed strong interest in
collaborating for this explicit reason.

There is strong, national public support, as shown by the independent Colmar
Brunton Survey and Project Shapeshifter stakeholder engagement process,
including at the Te Matau-a-Maui Hawke's Bay community level.

vancouver aquarium

g Imperial College owclggn
7
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University € ©
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International leaders from the following organisations kindly
contributed to the process.
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Maori Fisheries

Pre-1840 Maori held uninterrupted ownership and use of specific
marine areas for the natural resources found in their waters. They
practiced kawa and tikanga customs and protocols that guided the
sustainability of access and harvest of eachresource, usuallyinformed
by the maramataka Mdori environmental calendar and celestial signs.
Inter-generational connection to the environment and accumulation
of knowledge pertaining to the environment fostered a society at one
with nature, living within the ebbs and flows of what nature provided.

The new aquarium is predicated on this, on the value of matauranga Maori
knowledge informing marine and coastal conservation and management.

In 1992 the Mdori Fisheries Settlement formally acknowledged Mdori rights
and interests in fisheries and the marine environment. The Settlement became
the catalyst for unprecedented Mdori economic growth and development,
including beyond fisheries.

As Article Two of Te Tiriti o Waitangi and The Treaty of Waitangi clearly states;

Te Tiriti o Waitangi: confirmed and guaranteed the chiefs ‘te tino
rangatiratanga’ - the exercise of chieftainship - over their lands,
villages and ‘taonga katoa’ - all treasured things. Maori agreed to
give the Crown a right to deal with them over land transactions.

The Treaty of Waitangi: confirmed and guaranteed to the chiefs
‘exclusive and undisturbed possession of their lands and estates,
forests, fisheries, and other properties’. The Crown sought an
exclusive right to deal with Maori over land transactions.
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Since 1992 advances in applying the Settlement include allocation
mechanisms, establishing jointly owned commercial entities and
acquisition strategies that now see Mdori own greater than 45 percent of
all commercial fisheries quota rights in New Zealand, in addition to their
customary rights nationally.

Kaitiakitanga is a modern term and has increasingly come to the fore in
the language and application of environmental sustainability and fisheries
management in Aotearoa New Zealand.

This is further relevant through the Takutai Moana Act (2011) seeking
to address principally Whéanau, Hapd and Iwi rights and interests in the
foreshore and seabed with many Whanau, Hapd and Iwi seeking to extend
that into the water column and deepen their ability to be kaitiaki.

While kaitiakitanga is coming to the fore in mainstream environmental
circles many non-Mdori struggle with understanding it conceptually
let alone the value of its application across and within the marine
environment.

The proposed reshaped National Aquarium has been designed with this
context firmly in mind, assuming that by combining the best of western
and indigenous worldviews we can better care for Te Taiao Taimoana.
The new facility can and should be the place to showcase, educate and
communicate indigenous best practice both locally and internationally.

It should be a place where Aotearoa New Zealand is not only seen as a
leader in rights protection but also in understanding and applying the
best of indigenous and western practices to care for the natural world.
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Kaupapa Maori Cultural Case

The idea of redeveloping the National Aquarium of New Zealand has
prompted among mana whenua the consideration and potential of its second
name Te Whare Tangaroa o Aotearoa. The Indicative Business Case posed
the question of a Mdori aquarium to the leaders of Te Matau-a- Maui at a
hui on 18 November 2017. The hui was titled “Imagining a Maori Aquarium,”
a challenging thought given the Mdori worldview acknowledges Tangaroa
and Hinemoana as the natural aquaria experience accessible to all people of
Aotearoa New Zealand.

Mana whenua identified that the National Aquarium does not maintain the
mana of Te Whare Tangaroa o Aotearoa; furthermore, as an aquarium that
carries the national title and expectation, the mana of Te Tiriti o Waitangi
needs uplifting.

Through the Maori worldview the scope of the National Aquarium extends
beyond the realms of Tangaroa, being home to children of Tane, and a learning
centre for RGaumoko. In essence, the hui of 18 November 2017 identified that
the focus of the redevelopment project would best be aligned to the concept
of a whare taiao - an environmental house, as a wider acknowledgement of
Atua Maori Maori Deities.

The cultural scope outlined in the Indicative Business Case was to consider
a whare wananga house of learning designed and built to interpret a
national aquarium seen one hundred percent through Te Ao Mdaori The Maori
Worldview, as a place where indigenous science and western science could be
bound together and reinterpreted for conservation action, marine education,
research and tourism.

Project Shapeshifter delivers on the challenge of imagining a Mdori aquarium
and provides a unique and timely proposition underpinned by the following
Takitimu concepts:

Te Uenuku Maori Cosmogeny: The Méori belief in the beginning of the Universe
from Te Uenuku The Big Bang.

Project Shapeshifter forms an aquarium experience that begins in the dark
depths of the ocean and explains Mdori cosmogeny to the world, setting the
scene before entering the realm of Tangaroa.

22 NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019> CULTURAL CASE

Tatai Arorangi Mdori Astronomy: Maori celestial knowledge and the signs
applied to seasons, navigation and migration.

Project Shapeshifter molds an aquarium experience that links celestial
knowledge with environmental knowledge to better understand the ebbs
and flows of nature across the Pacific Ocean.

Te Arohanui o Ranginui ki a Papatdanuku Mdaori Meteorology: Maori
environmental worldview and maramataka Maori environmental calendar.

Project Shapeshifter brings a unique Mdori worldview to life through
the environmental calendar, consolidating cosmogeny, astronomy and
meteorology in an unprecedented interpretation that explains the mauri of
water as the love of Ranginui and Papattdnuku sustaining all life. Project
Shapeshifter tells the story through Te Taiao The Natural Environment and
Te Taimoana The Ocean Environment.

Water is everything. Water is the great mauri of our existence as it sustains all
living entities, whether we acknowledge them as living or not. Every rock, tree,
every animal has a mauri which is nourished by the great mauri water. Water
carries nutrients and cleanses and when it can do no more it returns energy
permeating through life.

Water is the greatest mauri of all. Water is everything - it is the
lifeblood of our universe.

“It is said that the tears of Ranginui nourish his beloved
PapatiiGnuku throughout their permanent separation. Rain is
the gift of love from Sky Father. Earth Mother treasures this gift,
storing and releasing it so she may nourish and sustain all who
dwell with her. In the primordial heat generated by their love, the
tears return to Sky Father cleansed and he is sustained by all that
his tears have done for his love and their offspring. Sky Father cries
again for his beloved and this is the cycle of an ancient, permanent
love which sustains all it encompasses.”

So rather than adopting the traditional focus of aquaria, on the ocean
domain only, we seek to reconnect these domains of ocean, land and sky,
to both understand the ebbs and flows of nature throughout seasons, but
also as a holistic framing for environmental care, mirroring what we are now
witnessing in phenomena like the impacts of climate change on the ocean,
land and species where the healing of the sky can lead to healing of the
ocean and land.




Maui For Questioning...

The Maui narrative is known throughout the Pacifica nations. Maui lived an
extraordinary life which is still recalled and discussed today. Many of his deeds
explain the Pacifica mindset and his presence in whakapapa genealogy details
how each island nation relates to each other.

And the meaning of Maui's name? Ma = for. Ui = question. Maui = for questioning.
That is, Maui questioned our world for the enlightenment of you and I. So, in the
context of our quest to drive new levels of understanding and care for our ocean,
it is not only the story of Maui, but that questioning and challenging spirit of Maui,
that we seek to foster in the reshaped National Aquarium.

Project Shapeshifter draws inspiration from Aotearoa New Zealand's position in a
global context through Te Riu-a-Maui Zealandia, a national context through Te Ika-
a-Maui me Te Waka-a-Maui The Great Fish and Waka of Maui, a Polynesian context
through Te Matau-a-Maui The Hook of Maui and Te Matau-a-Maui The Constellation
of Scorpius.

In Polynesian society Maui is an idealized character possessing many names, each
expressing one of his attributes:

He is known as Maui Pétiki. A Potikiis an indulged child. So, it was with Maui who
tended to be precocious.

He is called "Atamai” for his liberty, and "Tea" for his superior strength. Maui is well
known for his quick thinking, resourcefulness and for his mischievous deeds.

He transformed his brother-in-law, Irawaru, into a dog.

Strength and courage were exhibited when he hauled the island from the bottom
of the sea.

Another work of this Mdori Hercules was the killing of Timarau, a great taniwha
who lived in the water. Maui cut off the head of Timarau which he then cast into

the sea where it became a koiro conger eel. The tail was thrown into fresh water

where it turned into the tuna eel. The rest of the body was thrown on to the ground Te Riu-a-Maui,

where kareao supplejack sprung up. The blood was absorbed by the trees which . .

have red wood, such as rimu, totara and toatoa. The Elghth Continent
94% underwater

He had a penchant for deceiving his elders, who named him Méaui-nukurau-tangata
- the tricker of man.The Maori people are still subject to the grasp of Maui as told
in the following proverb.
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Te Arohanui o Rangi ki a Papa

A project cultural framework emerged through the development process aligned

with the project kaupapa cause and Takitimu teachings central to Ngati Kahungunu.

According to this teaching there are four key environmental domains:

Ranginui stratosphere upwards into outer space.

Te Taigo the space we know as the area above physical water that we humans

inhabit.

Te Taimoana the space within physical water.

Papatidnuku land both above and below physical water.

These domains are the result of the separation of Rangi and Papa, and in turn their
children, as described in Takitimu teachings as shared by Ngdati Kahungunu lwi Inc.
project cultural advisor Nigel How:

That is why the Taiao is a separate space from Ranginui.

Our old people, go on...

They wish you to know the freshwater lakes, streams, rivers and
wetlands are formed from the collective tears of Rangi, they are the
love of Rangi caressing his beloved Papa. The freshwater springs
and underground reservoirs are Papatiianuku cherishing and holding
the loving gift of her husband, which she releases to nurture their
descendants who live with her. The loving heat Papa generates, with
assistance from Te Ra, the sun (another korero), causes evaporation,
which is how she nurtures their children who decided to live either
with their father or in-between both parents.

Te Taimoana was created from their crying child Tangaroa, who

Rangi and Papa maintain the mauri cycle of water through evaporation
and rain. They do this to sustain their children and mokopuna offspring.
They also do this as a never-ending expression of their love for each
other and their mokopuna.

There is korero talk about snow, hail, frost, sleet, mist, fog and other
air-born phenomenon, but that is best left in order not to prolong this
hearing. Evaporation and rain will be the parts | adhere to in this case.
The two spaces in-between Rangi and Papa were created by their
children after they were separated. Tane created Te Taiao, so he and
his siblings could stand up straight and live their own lives. Tane did this
act from his own physical exertions, happiness and stubbornness. This
process involved much heaving and breathing, which created steam
(which was part of how he implanted mauri into Hineahuone, the mother
of humankind, to bring her to life from clay ... but | digress). Tangaroa
created the moana from his own tears and sadness due to the separation
of his parents.

Importantly - both of these ‘in-between’ domains contain water, the
universal mauri life essence. Both also contain air, which is another
mauri and knowledge sharing session altogether. So, we have the Tai-
ao (as the oxygen we breath contains water but it is not solid until rain
forms) and Tai- moana (physical water which contains oxygen but not in
the same state as in the Tai-ao). There is no oxygen above our ao ie: outer
space has no oxygen.

covered most of his mother with his sadness then created his own
world within it. Te Taiao was created from their forthright child Tane,
who covered what was left exposed of his mother with his creations.
Our old people wish you to know that because of the actions of the
descendants of Tane, us pesky humans, Tangaroa has stepped up
his lamentations which has given effect to what is part of a wider
environmental experience. Rising sea levels. This is Tangaroa’s attack
on Tane, assisted quite ably by Tawhirimdtea (god of winds) - who
himself is finding it hard to breath. These two brothers are working
together.

Itis all a simple yet complex expression of love and sibling relationships,
which keeps us all alive yet threatens our very existence.

This framework, reflected in the tohu (symbolic design) illustrated here, underpins
and is reflected in the visitor journey, site design, building design, exhibits and
proposed programmes.

The design represents the centre of the Takarangi double spiral which shows the
embrace of Rangi and Papa and the space created in between through their
separation, occupied by their children and humankind.

The symbols for Te Taiao and Te Taimoana exist in the space in between Rangi
and Papa created through their separation.

This framework acts as a tahuhu ridge-beam to the project and as a framework
that places space, sky, ocean, earth and people all as parts of a single system.
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RANGINUI
SKY FATHER

Is the home domain of Tatai
Arorangi, Maori astronomy and
Maramataka, the lunar calendar.
Also the source of falling water.

TE TAIAO
NATURAL WORLD
(ABOVE WATER)

The domain of Tane and his
descendants including flora, fauna
and mankind.

TE TAIMOANA
NATURAL WORLD
(BELOW WATER)

The domain of Tangaroa and his
descendants including the many
living creatures of the ocean.

PAPATUANUKU
EARTH MOTHER

A principal source of warmth
nourishment, and the source of
rising water.




Whaihua | Cultural Return on
Investment

Alongside the Cost Benefit Analysis, Social Return on Investment Analysis, and
Economic Impact Analysis done for the economic analysis, a Cultural Return on
Investment (CROI) framework specific to this project has been developed and which is
aligned with the wider project kaupapa cause and cultural framework.

In the context of Project Shapeshifter, encouragement is given to see Cultural Return
on Investment in the value of Cultural Intellectual Property (CIP) as a primary product
contributed by Mdori, rather than in commercial dollar terms. As such it is strongly felt
that a project specific model is required to demonstrate the inter-relation between
CIP and commercial potential.

The framework focuses on two key domains of return:
e TAIMOANA Environmental returns for the domain of Tangaroa

e TAIAO / TANGATA Returns for the domain of Tane which includes tangata
people

The key returns it seeks are:
+  OHANGA Economic returns
e MAURI Enhancement of life force and well-being

The focus on Mauri as a measure of benefit and indicator of well-being is premised
on the intent that every activity should be mauri enhancing, not diminishing. Mauri
encompasses many domains, including mauri of water, land, people, plants, animals,
and buildings.

There are anincreasing number of Mauri models being used to monitor the state of the
environment and impacts of activities on it.

The model acknowledges economic and environmental returns are not mutually
exclusive concepts, they are closely interconnected, and this endeavor seeks to deliver
returns in both areas. It also recognises ‘cultural returns’ as extending across these
domains, not as something only framed in people terms.

*Mauri (noun) life principle, life force, vital essence, special nature, a material symbol of
a life principle, source of emotions - the essential quality and vitality of a being or entity.
Also used for a physical object, individual, ecosystem or social group in which this essence
is located.

OHANGA

Focusses on economic returns as a
key contributor to Oranga, well-being.

TAIAO / TANGATA

Includes the above water domain of Tane,
and his descendants including people, flora
and fauna. Includes our built environment.

Asks what is the return in terms of Mauri
and Ohanga

TAIMOANA

Includes the underwater domain of
Tangaroa and the children of
Tangaroa, and asks what is the return
in terms of Mauri and Ohanga.

MAURI

Focusses on Mauri as a key indicator
of the health of our environment,
people, place and spaces.
Papatianuku is a key source of
Mauri.
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Opportunity areas

Kaupapa Maori / Maori agenda

Whaihua | Cultural Return on
Investment

Opportunity & benefit domain

Taiao / Tangata

Platform for Maori world view to be shared
and embraced.

Taimoana

Maori perspectives on Ocean valued.

Expected return

Ohanga

Provides foundation on which economic
opportunities can be built.

Mauri

Enhances rangatiratanga and mana
motuhake.

Kaitiakitanga

Increasing knowledge and ability to care for
ocean and derive well-being from it.

Improve health of the ocean and its
inhabitants.

Opens up opportunities for partnership,
leadership, research and employment.

Improves well-being of the natural world.

Matauranga / Cultural knowledge

Puataio / Science

Akoranga / Learning

Maramataka / Maori Environmental Calendar

Sharing and expanding on cultural knowledge
of the natural world and being able to apply
this to modern issues.

Providing opportunities for our youth to
engage in Maori knowledge systems to better
understand our environment.

Connecting people with seasonality.

Application of cultural knowledge alongside
science to improve ocean care.

Increasing awareness and knowledge of our
marine environment and driving new levels of
engagement and care.

Opportunities for research, teaching, hosting
conferences and seminars.

Enhancing the mauri of tangata through
connection with the natural world and healing
properties of the ocean.

Enhancing the mauri of the ocean through
conservation action.

Tikanga / customary protocols & practices

Provides a platform for the application of, and
exposure to, tikanga in public domain
particularly in relation to natural world.

Re-establish tikanga relating the ocean to
drive new levels of connection and
conservation.

Opportunities for employment in order to
deliver tikanga within the new facility.

Tikanga reinforces the connection and
relationship between people and environment.

Iwi taketake / indigenous partnerships

Sharing of indigenous knowledge systems
and relationship development.

Marriage of knowledge systems unlocking
new insights to lead conservation action.

Potential for investment partnerships and
access to wider funding pool.

Elevating mana and mauri through elevation
of indigenous knowledge systems.

Mahi Toi / Creative arts

Whakaahua / Design

Whaihanga Whare / Building

Opportunity to express our natural world and
articulate our whakapapa and pdrakau
through creative expression and practice in
traditional arts, architecture, design and
landscape design.

Give tangible expression of cultural
knowledge relating to Taimoana making it
accessible to support understanding and drive
connection and care.

Opportunities for employment, consultancy,
commissions and engagement of trades in
construction.

Mauri is embodied within Mahi Toi and
imbued in the materials and built fabric
bringing Mauri to the site, building, exhibits
and visitor experience.

Kaimahi / Employment

Direct and indirect opportunities for
employment in roles relating to Te Taiao.

Direct and indirect opportunities for
employment in roles relating to Te Taiao and
its care and conservation.

Access to opportunities for employment,
education, and career development with a
focus on kaupapa Maori.

Enhances mauri tangata through access to
rewarding career opportunities in roles that
contribute to enhancing mauri of nature.

Whakangao / Investment

Opportunities to invest in the facility and
environmental initiatives.

Opportunity for investments in projects and
businesses within ocean domain.

Opportunity for public, private, iwi & global co-
investment partnerships / joint ownership
models of facility.

Opportunity to invest in Mauri enhancing
initiatives.

Manaaki manuhiri / hosting visitors

Opportunity to exercise manaaki that
connects visitors with our natural world.

Opportunity to guide visitors through ocean
based experiences focused on conservation.

Potential for hosting, catering, café operation,
performance, entertainment and guiding.

Uplifting the mana of manuhiri is a mauri
enhancing activity.

Ohanga tapoi / tourism

Leveraging the facility and parakau as a
platform for delivery of, and connection to,
nature based cultural tourism experiences.

Opportunities to develop tourism product
focused on ocean and conservation based
experiences.

Development of new cultural tourism
experiences. Act as a hub for local cultural
tourism e.g. Te Matau-a-Maui voyaging trust
Atea-a-Rangi, Waimarama Maori Tours.

Promote environmentally responsible tourism
that contributes to restoration of mauri e.g.
tree planting.

Hokohoko / trade & retail

Opportunity for promoting environmentally
responsible and ethical trade of authentic
cultural products.

Develop products that promote ocean and
creature care and opportunity to apportion
profit to ocean care causes.

Opportunities for retail and online trade.

Promote and deliver responsible trade that
reduces environmental impacts and
contributes to enhancing outcomes.
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Strategic Context

Papatiianuku Earth is a blue planet with 71 percent of it covered by
the five oceans and its seven seas. It is one inter-connected ocean.
Te Moananui-a- Kiwa The Great Ocean of Kiwa our own Pacific Ocean
covers more than 30 percent of our planet.

The ocean is the source of life on Earth but is suffering from the activities of
humankind.

96.5 percent of all the water on our planet is contained in the oceans, and
60 percent of a human body is water, so water is literally life - mauri. Every
second breath we take is oxygen produced by life in the oceans.

The ocean provides three billion people with almost a fifth of their protein,
making fish a bigger source of protein than beef. Fishing and aquaculture
assure the livelihoods of one in ten of the world’'s people. Climate, weather
patterns and ocean temperature and circulation are one inter-twined
system. If anything ought to be too big to fail, it is the ocean.

Humankind has long assumed that the oceans'’ size allowed us to put anything
they wanted into it and to take anything they wanted out. But changing
temperatures and chemistry, overfishing and pollution have stressed its
ecosystems for decades.

In the last few decades, there has been continued decline in the health of
marine environments. Reports from WWF, the conservation organisation,
show a nearly 50 percent decline in marine life populations between 1970
and 2012. Some global populations of locally and commercially fished species
have decreased by half.

Humankind is threatening the health of the world's oceans. More than 80
percent of marine pollution comes from land-based activities. From coral
bleaching to sea level rise, entire marine ecosystems are rapidly changing.

The ocean stores more than nine-tenths of the heat trapped on Earth by
greenhouse-gas emissions. Global warming is causing alterations in ocean
chemistry and many oceanic processes, and it is threatening many species
of marine animals that cannot cope with higher temperatures. Coral reefs
are suffering as a result; scientists expect almost all corals to be gone by
2050.

Overfishing is a serious problem in many parts of the world. Conservationists
advocate creating expansive marine reserves to protect the biodiversity of
the oceans, but any comprehensive regime of care can only be created if
there is the societal recognition of the role that oceans play in preserving
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our planetary ecosystems. In Aotearoa New Zealand, the Ministry for the
Environment has recently identified several serious threats to our marine
environment, including global greenhouse gas emissions causing ocean
acidification and warming; native seabird and mammal species threatened
with extinction; and a range of pressures interacting in complex ways to
degrade coastal habitats and ecosystems. We are securing uncertainty for
our future generations.

Our activities on land are polluting our marine environment

e Human settlement has brought large shifts in the patterns of
sediments in most coastal environments. This includes changes in
the rate it accumulates, increased muddiness, and the type and
number of contaminants that bind to sediments.

e Sediment is fine particles like silt, mud, and organic material
that gets carried by and in water. Soil washed from pastures and
from forests after felling moves along waterways and settles as
sediment on streambeds. It also comes from urban development,
where the footprint of erodible or impenetrable surfaces (and
therefore surface run-off) is increased. It fills in the spaces used
by fish and invertebrates for hiding and breeding and makes their
food harder to find or to eat.

e Sediment accumulation in estuaries is increasing in many parts of
New Zealand, but there are big variationsinthe rate it accumulates,
and some estuaries are worse than others.

e Litter and plastic debris are found everywhere in the marine
environment.

¢ Plasticis the most commonly found litter on New Zealand beaches
making up 61 percent. 11 percent of plastic litter comes from
cigarettes. Having this knowledge helps us target our actions.

Our activities at sea are affecting the marine environment

¢ Almost all our imports and exports move via shipping.

*  While cargo and cruise shipping are great earners for New Zealand,
they don't always bring welcome visitors. Non-native species likely
hitched a ride to New Zealand on vessels. Once established, they
compete with native species for resources. Ships can also collide
with mammals causing death and injury.

e Seabed trawling and dredging have decreased in the last 20 years,
although nearly a quarter of the fishable area has been trawled
since 1990. This causes significant seabed disturbance and
damage and takes time to recover - deep water coral can take
decades.

*  What we do on land also has an impact. Activities such as
agriculture, forestry, and the growth of cities and towns create
pollutants, the load of which can be increased by land use change
such as intensification, urban development, and draining wetlands.

Climate change is affecting marine ecosystems, taonga species, and us

*  New Zealand's oceans play a huge role in limiting climate pollution.
It's likely they take up more carbon dioxide than our forests.

* Asaconsequence, the water in New Zealand's oceans are warmer,
more acidic, and expansive, causing sead levels to rise.

e Sea-level rise during the past 60 years was 2.4mm a year, double
the rise during the previous 60 years.

*  New Zealand coastal waters have warmed 0.2 degrees Celsius per
decade on average. But the warmer the water gets, the less ability
it has to absorb gases like carbon dioxide, reducing the ability to
buffer the effects of climate change.

*  Marine heat waves are occurring and have similar devastating
effects as on land. During the unprecedented 2017/18 marine
heatwave in the South Island, bull kelp suffered losses in Kaikdura
and were completely lost from some reefs in Lyttleton.

Photo credit: Ferdi Rizkiyanto




Strategic Context

Polynesian Navigation and Migration

The stories of first arrivals by ocean voyaging canoes, are stories that both
span and connect us back to our Polynesian roots and Pacific exploration,
as well as providing a platform for sharing stories of celestial navigation, the
connections with species, particularly migratory species and species that
acted as guides and guardians of those voyages, such as tohord whales and
wheke octopus.

Central to the local cultural fabric is Te Waka-a-Maui Nukutaimemeha, the
Te Waka-a-Whatonga Kurahaupd, and Te Waka Tapu o Takitimu. These
waka represent three strata of time and three distinct migratory settlement
periods. The feats of these ancient ocean voyaging vessels are only fully
becoming understood and appreciated in modern New Zealand and Pacific
society.

Core to the voyaging story is the association with migratory species and
celestial navigation.

The Scorpio group of stars in the sky is also called Te Matau a Maui, which
means 'The Hook of Maui'. The shape of the stars not only looks like a
scorpion, they also look like a fishhook.

During a certain period of the year, when you travel over the sea to Aotearoa
from the North, these stars guide your way here. As you get closer to
Aotearoa, the bottom of the group of stars gets closer and closer to the
horizon, which is where the sea meets the sky. When the bottom of the hook
touches the horizon, it appears to touch the land. The land that it appears
to touch is Whakapunake, so it looks like that Aotearoa is being fished up by
a giant star hook.

So, the giant hook of Maui made of stars in the sky, created from the special
jawbone of his goddess grandmother, actually hooks the land out of sea -
right on the frowning cliff of Whakapunake. In the context of the National
Aquarium, these stories represent the richness of cultural intellectual
property potential in the curatorial design and education programming.

Te Matau-a-Maui

The Hook of Maui | Constellation of Scorpius

Te Matau-a-Maui

The Hook of Maui | Hawke's Bay

Te Whakaptinake o Te Matau-a-Maui-Tikitiki-a-Taranga

The Foul Hooking by the Hook of Maui-Tikitiki-a-Taranga

A Maritime Nation

Furthermore, as the Colmar Brunton survey notes eight out of ten New
Zealanders have direct connection with the marine environment. For
example, on a beautiful weekend in Auckland there can be 13,000 private
vessels on the Hauraki Gulf with their occupants enjoying a range of water
sports. Furthermore, our economy is reliant on shipping bringing goods and
services in and out.

We are renowned for our sailing prowess and the forthcoming America's Cup
would be a powerful opportunity to showcase Project Shapeshifter. Blair
Tuke, Peter Burling and The Blake Trust have all had the proposed aquarium
shared with them.
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Strategic Context

The actions we take on land are affecting life in

the ocean. And there is increasing awareness
that our actions are having a dramatic effect
on the oceans.

An example is growing community concern about
plastic pollution, where awareness of the Great
Pacific Garbage Patch and local activities such as
beach clean-ups are attracting media attention.

It is tempting to think that New Zealand is not a
major contributor to these issues, but on a per-
capita basis we are amongst the worst-offending
nations for generating plastic waste.

The problem of poorly-managed plastic waste
entering the oceans is also exacerbated by the
majority of our population living close to the
sea, where ineffective landfill management and
stormwater issues can result in plastics ending
up at sea. Walking through Wellington on a windy
day is a graphic demonstration of how easy it is for
plastics originating in Aotearoa New Zealand to
find their way into the oceans.

This then has a detrimental effect on marine life,
seabirds, turtles, fish, whales and dolphins and
marine ecosystems too, with flow-on impacts on
human health and well-being.
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omplacency

Daily plastic waste per person

The chart shows the per-capita
daily plastic waste pollution per
person across the globe. The
highest-polluting countries have a
rate of waste production that is
more than ten times the rate of
low-pollution countries.

Global plastic waste

The chart shows that the world
produces about 275m tonnes of
plastic waste each year. This can
exceed the annual production in a
given year because it can include
production from previous years.

On a per-capita basis, New Zealand is a
disproportionately high contributor to
this problem.

Global plastic
production

270m tonnes

Global plastic waste

275m tonnes

No data

Olkg 02kg 03kg O4kg >05kg

This is the primary source of
global-scale plastics pollution in the
oceans, and a significant cause of
effects such as the Great Pacific
Garbage Patch.

Coastal plastic waste

Mismanaged
coastal plastic waste

Mismanaged
plastic waste flowing
to the oceans

8m tonnes

31.9m tonnes

99.5m tonnes

2 billion people live within 50km of the coastline,
including the vast majority of New Zealand's population.
Plastics used and discarded within this area have a high
likelihood of ending up in the ocean if they are stored in
inadequate landfills or enter the stormwater system.

New Zealand produces 0.33kg of plastic waste per
person per day.

This puts us in the top quartile internationally,
and on a per-capita basis is three times the
rate of our nearest neighbour, Australia.

Impact on ecosystems

Plastic pollution has well-documented impacts
on wildlife and human health, through three
pathways:

— Entanglement

The entrapping, encircling or constricting of marine animals
by plastic debris. Entanglement cases have been reported for
at least 344 species to date, including all marine turtle
species, more than two-thirds of seal species, one-third of
whale species, and one-quarter of seabirds.

— Ingestion

Ingestion of plastic can occur unintentionally, intentionally, or
indirectly through the ingestion of prey species containing
plastic. It has now been documented for at least 233 marine
species, including all marine turtle species, more than
one-third of seal species, 59% of whale species, and 59% of
seabirds. There are growing concerns about the effects of
microplastics ingestion on human health.

L— Interaction

interaction includes contact with plastic debris (with
exception of entanglement) including collisions, obstructions,
abrasions or use as substrate. Fishing gear, for example, has
been shown to cause abrasion and damage to coral reef
ecosystems upon collision.

Infographic developed by Davies Howard Group




Strategic Context

We all need to care, to be kaitiaki stewards.

Tiaki Guard, Keep
Kaitiaki Guardian, Keeper, Steward
Kaitiakitanga Guardianship, Stewardship

In Aotearoa New Zealand, where our marine environment is over 20 times
larger than the terrestrial landmass and our Economic Exclusion Zone is the
fourth largest, there is a lot to inspire and empower people to understand and
protect. With an estimated eight out of ten New Zealanders participating
in marine based activities in our summer months, we already profoundly
connect to aquatic environments.

However, being inspired about our marine environment is insufficient in itself
- instead, there is a requirement that the oceans and their vibrant life is
valued, nurtured and cared for, in a way that Mdori have always understood
as kaitiakitanga.

Today, kaitiokitanga is a system adopted for modern environmental policy
development that guarantees Mdori customary practices, maintaining
access to the natural world and allowing for inter-generational stewardship
of the Maori culture and its relationship with Te Taico. However, in its truest
sense, kaitiakitanga is traditional cultural practice in regular action: it is an
ethic that can be applied anywhere but can only physically occur at a site
through action.

Some of the principles of kaitiakitanga are embedded in key legislation
in Aotearoa New Zealand, such as the Resource Management Act 1997,
which requires that all those exercising power have a mandatory obligation
to recognise and make provision for Mdori cultural values in all aspects of
resource management.

The 2010 New Zealand Coastal Policy Statement also calls for coastal
managers to consider tdngata whenua concerns regarding the coastal
environment. This includes providing tdngata whenua opportunities to
exercise kaitiakitanga “over waters, forests, lands, and fisheries in the coastal
environment”.

udes and behaviour

While Mdori have exercised kaitiakitanga for millennia, it is a concept that is
equally applicable to everyone in Aotearoa New Zealand if the degradation of
our oceans is to be reversed. A sense of stewardship and wise management
will allow people to see that actions taken on land have consequences at
seqa, and that the resources of the ocean are not limitless.

Teaching about the oceans and their ecosystems is not enough - education
must include the idea that the responsibilities of caring for our environment
for the long term is an obligation on all of us. This is one of the key concepts
of kaitiakitanga. Furthermore, what is really needed is to inspire awe, wonder
and excitement that results in activities to regenerate marine and aquatic
ecosystems.

Kaitiakitanga | Stewardship

Teaching the concept of wise
stewardship and care allows
people to develop the long-term
thinking needed to understand
how our actions can affect the
world for us and our grandchildren.

A

Méhiotanga | Knowledge &
Understanding

Relevant and accurate information about
the ocean, its connections, its inhabitants
and our impacts creates awareness. This
allows people to grasp how what we do on
land affects everything in the seas.

v

Koanga ngdkau |
Enjoyment & Inspiration

Coming face to face with some of the
incredible, normally unseen creatures
that inhabit the ocean fosters, awe
and wonder, curiosity and enjoyment.
Inspiration can motivate visitors to
want to know and enjoy more.

Aroha | Empathy & Values

Exposure to wildlife can help build

’ personal connections, create a sense of
oneness and responsibility, and affinity or

love of nature. This connection and value

Mo Tahuri-mai-ki-Te-Taio | Behaviour change

Knowledge, understanding, enjoyment, inspiration, empathy
of values provides the empowerment and motivation for
people to act differently and help address the environmental

is key to taking action. challenges of our time.
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Strategic Context

The levels of influence

Building a culture of conservation occurs through
constant communication with three discrete groups.

STAFF AND GOVERNING AUTHORITIES

32

The role of aquariums is changing significantly. The point of zoos and
aquaria is no longer to entertain and titillate humankind.

Given our global environmental uncertainties, the reaction from aquariums
worldwide is to evolve beyond simply informing and raising awareness of
environmental issues for visitors to becoming agents of change themselves.
This means advancing an active role in conservation by supporting field
conservation and enabling their visitors to do the same.

Around the world aquariums contribute to successful conservation of species
and ecosystems. Extensive and diverse populations of species are cared for
by institutions, which attract high numbers of visitors who are delighted and
inspired by such close encounters with nature.

Zoos and aquariums enjoy wide-ranging levels of public credibility and trust
and provide fun and intellectually stimulating destinations for visitors of all
ages. Experience internationally shows that instilling in all visitors a strong
sense of excitement about, and a desire to care for, life on earth creates
a solid platform for fulfilling the promise to care for and conserve wildlife.
Aquarium facilities are uniquely positioned to use a social-science, evidence-
based approach to influence pro-environmental behaviour.

In a rapidly changing world, aquariums have a duty to:

* Provide the highest-quality care and management of wildlife
within and across institutions

* Develop and adapt intensive wildlife-management techniques for
use in protecting and preserving species in nature

*  Support conservation-directed social and biological research

* Lead, support and collaborate with education programmes that
target changes in community behaviour towards better outcomes
for conservation

*  Use zoological facilities to provide for populations of species most
in need of genetic and demographic support for their continued
existence in the wild

*  Promote and exemplify sustainable practices in the management
of animal populations, our facilities and the environment
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0 visiTors

I THE WIDER COMMUNITY

* Provide a public arena to discuss and debate the challenges
facing society as extinction accelerates and ecosystem services
are degraded

* Act as rescue-and-release centres for threatened animals in need
of immediate help, with the best knowledge and facilities to care
for them until they are fit to go back to the wild

*  Be major contributors of intellectual and financial resources to
field conservation

*  Provide ethical and moral leadership

"With more than 700 million visitors annually passing through the gates of
zoos and aquariums of the world, affiliated through regional associations of
WAZA, zoological facilities have an unrivalled platform to engage the general
public in conservation.

In addition, it is well known that through their living collections, zoological
institutions contribute significantly to conservation research. The breadth
of research carried out by zoos and aquariums is truly impressive, from
behaviour science to visitor learning, and the impact of such research
on conservation is well recognised. This research is fundamental to the
protection and preservation of our most endangered species.

And yet, given the scale and immediacy of the global conservation challenges
we face—none more than the extinction crisis already upon us—we cannot
expect our zoos and aquariums to carry the burden of conservation within
their gates alone.”

Inger Andersen

Director General, International Union for Conservation of Nature
(IUCN)

June 2015




This institution is an exemplar of the changing roles of aquaria.

The Monterey Bay Aquarium (MBA) in California is a world-leading institution
that has pioneered aquarium-based conservation advocacy and has a bold
mission to 'inspire action on behalf of the oceans'.

The aquarium is situated right on Monterey Bay, with the ocean flowing under
and into the building. It repurposed a disused fish cannery and revitalised
Cannery Row, made famous by dohn Steinbeck.

The visitor experience is focused entirely on one place (unlike most aquariums)
and its first mission was primarily about sharing the natural history of
Monterey Bay which changed in 1997 to be about ocean conservation. This
has made a huge difference to the function of the facility and the experience
of visitors.

MBA motivates visitors to act including through supporting the
implementation of marine protected areas in the U.S.A, choosing sustainable
seafood and undertaking conservation field research programs which
informs policy and fostering action on behalf of wildlife conservation.

MBA empowers visitors through:

* High quality exhibits. The facility was an early adopter of
kinesthetic approaches to engage people in caring for the oceans,
e.g. through sculpture of marine life.

*  The aquarium was the first to design a tank and water pumping
system to keep kelp alive, thanks in part to the efforts of famed
engineer David Packard (Hewlett Packard) and which enables
visitors to experience a living ecosystem in a truly unique way.

* There is a very strong commitment to personal interpretation
by knowledgeable and passionate paid and volunteer staoff,
something that receives more positive online travel visitor reviews
than any other aspect of the MBA experience.

* The aquarium began credible, independent sustainable seafood
watch programmes globally. These guide the public to make better
choices to support sustainable fisheries and healthy marine life.
[t extended this to the Chefs Collaborative, a partnership with
sustainable seafood chefs. Both approaches have gone global.

The Monterey Bay Aquarium is strongly grounded in science and with the
Monterey Bay Aquarium Research Institute (MBARI) it has researched,
advocated for and secured the conservation of Monterey Canyon and
Monterey Bay, in partnership with several other organisations. This has
produced a significant recovery of the health of that marine ecosystem and
which now also supports thriving marine tourism. MBARI is regarded as one
of the leading deep ocean research institutes.

The mission of tl
nonprofit Montere
Aquarium is to i
conservation actionor
behalf of the oceans:

Founded 1977
$55M initially
invested
Projected
350,000
. visitors per
35% of current year
revenue from
donations
First year
visitors - nearly
2.4M visitors

Personal interactions between staff (or
volunteers) known as Personal Facilitated

Experiences, with small groups or individuals
create significantly higher (nearly 80 percent)
better visitor satisfaction than visits without
such interactions. (www.colleendilen.com via MBA 30 Oct 2019)
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Werowero o Te Whare
Tangaroa | Strategic

The current facility is no longer fit for purpose.

The National Aquarium of New Zealand has developed and changed over the
decades of its existence, as its role and societal expectations have evolved.
The Aquarium is still a cherished part of Ahuriri Napier, and a magnet for
locals and visitors alike.

However, there are significant challenges ahead for the facility, stemming
from the evolving role of aquariums and the limitations inherent in the
physical infrastructure of the building. Animal husbandry and tank design
for animal welfare has been transformed globally and the current facility is
no longer practical under today’s standards.

Extensive work has been undertaken with stakeholders, iwi, the community
and various professionals in order to identify the issues being faced by
the Aquarium, and to map out how they can be addressed. An Investment
Mapping Logic process identified the problems that need to be addressed
by this business case, building on the considerable work done to assess
the state of the National Aquarium. This has resulted in the following four
strategic challenges.
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onal Aquarium

There are four core challenges for the National Aquarium

Strategic Challenges

Challenge: Te Tiriti o Waitangi The Treaty of
Waitangi

As a National Aquarium the facility does not
meet national standard in its equall
representation of our bi-cultural heritage. There
are no formal agreements with mana whenua
and their support and involvement in the
day-to-day operations, programming and
curatorial development of the aquarium. This
challenge is highlighted and addressed through
the addition of the Kaupapa Maori Cultural
Case.

Challenge: education about the oceans

There is a lack of understanding about the
impact of human activity on the health of the
oceans, which is leading to adverse impacts on
marine species and ecosystems that underpin
life on Earth. People are becoming
disconnected from nature.

Challenge: animal welfare

The standards and expectations for animall
welfare are struggling to be met by the current
facility. This is requiring careful management
and increasing resources to reach required
standards in the short term. Closure of the
National Aquarium will need to be considered
unless they are addressed.

Challenge: visitor experience

The design and structure of the building is not
fit for purpose, resulting in an inability to tell the
stories of the ocean well, keep animals
humanely, and have staff operate efficiently,
meaning the National Aquarium does not offer
a high-quality visitor experience.




The Current State

Working with Ngati Kahungunu

The cultural context for any significant project on the Maori Cultural
Landscape dictates first and foremost it must be anchored within its geo-
political tribal fabric, that is the paradigm of mana whenua and mana moana,
the authority and prestige that comes from unbroken inter-generational
connection and occupation of place, a concept that first and foremost
recognises the ahi kaa, those who keep the home fires burning, those resident
in their tribal lands.

Project Shapeshifter is underpinned by strong cultural foundations anchored
philosophically in Te Ao Mdaori, the Maori world, and geographically in Te
Matau-a-Maui, The Hook of Maui.

The people of Te Matau-a-Maui originate from the ocean, reflected in oral
history and encapsulated in whakapapa, genealogical connection, and
parakau, legendary stories, of eponymous ancestors, their great ocean
voyages and waka, and their descendants who settled on the jawbone of the
goddess Murirangawhenua, grandmother of Maui.

As such, the process for engagement has recognised the necessary
consideration from a mana whenua paradigm of starting from the tribal
fabric of the site. This fabric operates at multiple levels and includes both an
invisible cultural fabric, as well as a structured entity fabric.

We recognised the imperative of ensuring we 'bed down' the project
relationship within the mana whenua fabric, before seeking to engage in the
national tribal fabric beyond Ngati Kahungunu.

That fabric starts at the level of whanau and hapd associated with the
geographic location, extending into a range of mandated entities including
'‘Taiwhenua' which is an organisation of Marae and Hapt geographic clusters
of which there are six across the Ngati Kahungunu tribal landscape, from
Woairoa and Nuhaka in the North, through to Wairarapa and Cape Palliser
in the south and inland to the mountain ranges from Urewera to Kaweka,
Ruahine, Tararua, Rimutaka and Aorangi ranges, as well as the associated
ocean-scape of near coast and open ocean as traced by ancestral waka.

Within that fabric there are seven Post-Settlement Governance Entities
(PSGESs) that are mandated large natural groupings of hapl established for
the purpose of Treaty Settlement.

The Treaty Settlement fabric of Ngati Kahungunu is different from most
other iwi, in that with the exception of fisheries and air spectrum, Treaty
claims are being settled at a hapt cluster level rather than the pan-iwi ‘one
claim’ approach taken by most iwi so far.

However, Ngati Kahungunu Iwi Inc has a very important role in regard to
the kaupapa of this project, in representing the collective interests of Ngati
Kahungunu in regard to Fisheries Settlement and Ocean care.

So the approach to mana whenua engagement has been multi-pronged and
included:

*  Development of a project partnership with Ngati Kahungunu Iwi
Inc. to provide advice and support to the project, resulting in the
appointment of Ngati Kahungunu Iwi Inc (NKII) Board member
Nigel How as advisor to the project on behalf of Ngati Kahungunu,
and who has provided much of the core cultural content, guidance
and critique of concepts based on Takitimu teachings.

¢ Direct meetings with Ngdhiwi Tomoana as Chairman of NKII.

e Numerous one-on-ones and small hui with key leaders within
various areas of the tribal fabric based on their roles, whakapapa
and areas of recognised expertise relevant to the project, including
key tribal members within national organisations including
government.

¢ One-on-ones and small hui with Post Settlement Governance
Entities (PSGEs.

e Presentations to the Napier City Council Mdori Advisory
Committee which has representatives of the PSGEs, Taiwhenua
and Hapd within their territorial authority.

e |dentification and engagement of key Ngati Kahungunu and Mdori
leaders in the wider project engagement process conducted
through workshops.

e A Madori design wdnanga to engage leading Ngati Kahungunu
creatives in concept development and design process, with broad
expertise spanning environment, whakapapa genealogy, parakau
legendary stories, maramataka Mdaori environmental calendar, waka,
tatai aroangi Maori astronomy, performing arts, traditional arts,
and architectural design.

The outcomes of this engagement has driven and underpinned the project
from start to finish and truly provided the project with a Mdaori back-bone
and a Mdori heart.

The outcomes of that process are woven throughout this document, from the
Kaupapa to the Cultural Framework, selection of taonga species, purakau,

education focus, environmental conservation focus based on tiaki principles,
and the economic case including proposed investment employment and
enterprise opportunities.

The engagement has laid strong cultural foundations for the project on
which future extension of engagement to other iwi tribes and iwi taketake
indigenous peoples can commence.

The project very intentionally focused on the selection of key cultural
concepts that hold a special place for mana whenua and can be shared at a
local level, but also concepts that provide a connective fabric with other iwi
and the indigenous Pacific Rim, so, the chosen concepts are anchored locally
but transportable globally.

Through this outlined approach with Ngati Kahungunu Project Shapeshifter
uplifts the mana of Te Tiriti o Waitangi The Treaty of Waitangi and sets the
bar for project inception and design partnership. The scene is now set to
share this kaupapa with wider Ngati Kahungunu whanau, hapt, marae and
indeed with Ngdai Mdori.

) Ngati Pahauwera —
/J[ ) "‘

Maungaharuru
Tangitu

Ngati Kahungunu territory showing PSGEs

visitor and interpretive focus areas, architectural design, site design, NAPIER
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The Current State

Aotearoa New Zedland is not well served for suitable ocean
education facilities. Despite being a maritime nation, we do not have
a large number of institutions or organisations focused on marine
conservation and education.

There are four categories of organisation that educate and inform New
Zealanders about the oceans and their ecosystems:

1. Aquaria aimed atintroducing people to the inhabitants of the seas,
primarily Te Whare Tangaroa o Aotearoa The National Aquarium
of New Zealand in Ahuriri Napier and Kelly Tarlton's Aquarium in
Tamaki Auckland, supported by several smaller facilities around
the country. These institutions have tended to become tourist
attractions and have aimed to become financially self-sustaining.

2. Non-government and voluntary organisations focused on ocean
conservation, such as Sustainable Coastlines and the Mountains
to Sea Conservation Trust, Forest and Bird and international
NGOs like Greenpeace, WWF and Sea Shepherd.

3. Government-led initiatives aimed at increasing the scientific and
conservation literacy of New Zealanders, such as EnviroSchools,
the Departmet of Conservation Marine Sentinels Programme
and Curious Minds. These tend to be project-led and community-
focused, often with the marine conservation elements part of a
wider programme.

4. Universities and other Research organisations, which although
having communications outcomes, primarily focus on education
and research organisations respectively.

Considerable effort has been put into these initiatives and facilities to date,
and a great many New Zealanders have been educated and informed as a
result of the work of people who are passionate about the oceans and their
ecosystems. Much of this work has been driven by the passion of a small
number of people, with much of the activity undertaken by volunteers from
across the country.

Despite these efforts, Aotearoa New Zealand has struggled to build a
constituency or political momentum to better care for the oceans, in an
integrated manner and as the Ministry for the Environment report, noted
earlier, mentioned there are serious threats facing the oceans.
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Institution

Aquariums

Community and NGOs

Government initiatives

Universities and other Research
Organisations

Strengths

* Able to bring people face to face with aquatic
species

* Highly engaging, especially for children

* Drive tourism and economic activity in their host
cities

» Can bring expertise, resources, independence
and neutrality to support solution development
to today's complex marine management
challenges

* Generally enthused and motivated staff and
volunteers who are passionate about the oceans

 Strongly connected to their communities and
communities of interest

* Have the ability to focus on specific issues or
geographies

* Enthused and motivated people who are largely
volunteers and passionate about what they do

* Well aligned with national priorities and policies

» Funded to deliver specific outcomes, including
education about marine conservation issues

* Professionally staffed by skilled and motivated
people

* Sometimes able to provide funding to
community initiatives

* Aligned with national priorities.

» Funded to deliver specific outcomes

* Focus on their own research agenda

* Independent

* Innovative

* Produce the skilled marine workforce of the
future

Weaknesses

* Have had to prioritise entertainment ahead of
conservation in order to be financially viable

* Expensive to construct and operate so there are
only a small number of facilities in Aotearoa New
Zealand

* Some are struggling to meet the developing
standards for the care of their animals

* These facilities are quite old and expensive or
impractical to refurbish.

* A high level of fragmentation across
geographies and issues, with both overlaps and
gaps between organisations

* Alimited ability to scale up their work due to the
inherent limitations of funding and resources

* Sometimes their marine conservation initiatives
are only part of a wider conservation
programme

* In many cases the specific programmes and
initiatives reach a conclusion and are not
progressed further

* National marine policy is fragmented and
complex

* The marine conservation elements can
sometimes be only a part of a much wider
programme of work

* Institutions, including Crown Research Institutes
sometimes struggle to work with the
not-for-profit and community sector

» National marine policy is fragmented and
complex

e Institutions, including Crown Research Institutes
sometimes struggle to work with the
not-for-profit and community sector




The Current State

The current facility struggles to meet modern some standards for

animal welfare

There are a range of regulations and frameworks that guide how an aquarium
must operate including national standards for husbandry, care, handling and
containment of animals under:

*  The Biosecurity Act 1993.

* The Hazardous Substances and New Organisms Act 1996.
*  The Animal Welfare Act 1999.

*  The Health and Safety at Work Act 2015.

e The Ministry for Primary Industry (MPI)'s Code of Welfare Zoos
(2018).

*  MPI's Code of Welfare Transport within New Zealand (2018).
*  MPI's Import Health Standards - Under the Biosecurity Act 1993.

e The Environmental Protection Agency (EPA)'s Zoo Containment
Facilities (2018).

e The Department of Conservation (DoC) must approve a facility to
hold particular native species which they will permit.

There are also international requirements that frame what zoos and
aquariums have and do:

*  The Convention on International Trade in Endangered Species of
Wild Fauna and Flora (CITES).

There are various regional and international member associations for zoos
and aquaria that offer accreditation, support, advice and training:

e The Zoo Aquarium Association Australasia (ZAA), which the
National Aquarium of NZ belongs to, has the Accreditation 2020
standards that members are expected to meet and which focus on
achieving and evidencing positive welfare standards for animals
over five welfare domains - Nutrition, Environmental, Health,
Behaviour and the Mental Domain (Mental or Affective State).

fare is increasingly difficult

e The World Association of Zoos and Aquariums (WAZA), of which
ZAA is a member, has a conservation strategy for members
to collectively support and work towards. The current WAZA
Conservation Strategy incorporates international strategy such
as the Aichi Biodiversity Targets.

Although, in the existing aquarium, some specific exhibits meet necessary
standards, such as for Department of Conservation permitted species,
others pose risks to meeting the desirable positive or neutral states of animal
welfare (as mandatory to meet Zoo Aquarium Association Accreditation
criteria). The primary issues are:

e The current Oceanarium has sharp right angles and unsuitable
concrete substrates that cause contact and injury to homed shark
species.

A number of exhibits are openly accessible to the public (such
as Little Penguins, Long finned eels, Rocky Shore, Koi and Grass
carp), resulting in possible introduction of microbes and undesired
contact from visitors.

e Thisis also exacerbated by lack of resources to deliver a volunteer
programme that could help address such issues with more physical
presence on gallery.

e Additionally, size and access into some exhibits is severely
restricted, making diver access for care extremely difficult, such
as the Hawksbill tank and Reef tank. This also makes transport
of animals needing care out of some exhibits exceptionally
challenging.

e There are limited quarantine facilities for animal isolation and care
and a complete lack of space to deliver any level of veterinary care,
which need to be addressed.

If these issues persist for any length of time, it is likely that accreditation of
the Aquarium will be withdrawn, which will mean that the species currently
homed in the facility will need to be re-homed or euthanised. The lack of key
live species will undermine much of the rationale for the Aquarium, as well as
materially affecting its desirability as a visitor destination.

Veterinary

Vitamin
Supplements

Enrichment

Food
care

Light
Furnishings

Temperature

Water

Populations -

not single
animals

Specidlist
equipment for
husbandry

Animal welfare considerations

PHYSICAL / FUNCTIONAL DOMAINS

NUTRITION
Positive Negative

ENVIRONMENT | PHYSICAL HEALTH
Positive Negative Positive Negative

BEHAVIOUR
Positive Negative

This global animal welfare model was developed by Massey University
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The Current State

s underwhelming

The current facility is not able to provide a high-quality visitor
experience.

Entrance into the aquarium is confusing. It is not clear where the entry
is, resulting in visitors entering through retail and café space. Once in
the reception area, there is further confusion as to whether the visitor
journey begins from any of three points once inside. The first exhibit that is
encountered is the East Coast LAB exhibit, with no live animals. So, visitors ‘
are five to ten minutes into their journey before they have seen any animals. — WA _ e \ ol 140 &

The original building’s ring-shaped design and structure is inflexible and The 'Mad Scientist’ lab and classroom space cannot comfortably accommodate a normal size

options for modification to incorporate larger exhibits, with appropriate
visitor journey and accommodation of appropriate support spaces, is very
limited. Visitors with physical access requirements, who need an elevator,
find themselves having to turn back at the end of the first level to access
the same lift in order to reach the ground floor again. This results in further
confusion when they try to rejoin the visitor journey on this level.

classroom.

Some exhibits allow for better viewing for visitors of all ages (and heights),
however others completely cut off younger visitors from seeing into the
exhibits at all (for example, koi and goldfish). The large rock face and
non-functioning waterfall feature in the centre of the original ring-shaped

+— 1

i}

building serves no purpose, uses valuable space and is not a clear part of the
visitor narrative.

Whilst the size of the Oceanarium and Pania tanks are impressive for visitors,
viewing from within the Oceanarium tunnel looks up onto a corrugated iron
ceiling, ruining the magic of the ocean view for visitors.

The thermal management in the building is currently unacceptable for both
visitors and staff. Due to the nature of air conditioning systems, in order
to keep animal exhibits at appropriate temperatures, visitor spaces suffer,
being too cold in winter and too hot in summer.

Current education spaces are also not fit for purpose. It is impossible to The reception arrival space has poor visitor flows
comfortably fit a class of students or group of 20-30 adults into the current

Education Room and '‘Mad Scientist Lab’, severely limiting programming that

can be delivered to larger audiences with minimum appropriate staffing.

At present, groups need to be split across a number of spaces, requiring a

larger number of staff to deliver activity, in order to accommodate them

comfortably.
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15 meetings

& workshops
hosted

He Ara Hou | A New Approach

471

Conservation and Education Messages

Charged with having a focus on conservation and education, the key invitations
conservation messages that emerged were: sent 208
*  Ocean health is declining. 155 RSVPs
e Climate change is real. attended received
meetings &

*  Sustainable seafood (including recreational fishing) is possible. workshops 391
* A systematic network of MPAs (whatever terminology New Zealand individuals
may choose to use) is needed. received process
outcomes

The Sector Engagement Process e Everything individuals do to make a difference adds up and matters.

Project Shapeshifter designed a clear sectoral engagement process to

explore the needs and opportunities associated with a redefined Whare The Oceans First Kaupapa and Sectoral Outcomes documents (Appendices

; : 13 and 7 respectively) contain further details including material to inform the
Tangaroa o Aotearoa National Aquarium of New Zealand. A draft concept conservotioF:w meSSOY)in of the broposed Trust and fgcilit To triangulate Project Shapeshifter sentiment a further effort was made to
narrative was tested across the following sectors: ging Prop ¥ commission an independent Colmar Brunton survey. Key findings were:

1. Ngati Kahungunu The key education messages were that the proposed facility:

e Could offer innovative curriculum aligned education programmes cOlmur Brumon Resu"s
which give effect to the learning strands of the national curricula -

3. Whakaakoranga | Education (rangahau research, akoranga Te Whariki, the New Zealand Curriculum, Te Marautanga o Aotearoa,
learning, matauranga knowledge) and NCEA.

2. Kaitiakitanga | Conservation

8inl0 92%

4. Hapori | Community e Would require an ability to deliver its education programmes into . “We shoula
schools and tertiary education providers nationally via virtual New Zealanders have a direct

. connection with the ocean each year. opportunity to experience
classroom platforms and other online programmes.

and learn about the
6. Ohanga Tapoi | Tourism ™ marine environment”

5. Taiohi | Youth

Nine hui were held over eight weeks with experts and interested parties
across the six sectors. The huiwere held in both Te Upoko-o-te-lka Wellington
and Ahuriri Napier. A further four virtual hui were held with an International
Leaders Group.

Stakeholder priorities

Stakeholders were asked to prioritise a series of key
A parallel research engagement process enabled meetings and discussions messages from the draft narrative provided.
with key marine organisations such as NIWA, DoC, and with local researchers

from Te Matau-a-Maui Hawke's Bay.

KEY SECTOR ENGAGEMENT FINDINGS

Outside of solely Ngati Kahungunu engagement, wider relevant Mdori Priorities Challenges
experts were included within their respective sectors to allow for specific ] ]
Maori feedback to be captured within each sector and then matched with o Marrying indigenous knowledge with ° Linking with local technology *  Affirmation and enhancement of proposal.

leading edge science and technology,
to better understand & care for our
aquatic environment

e euitootives ditvien by Ne @i Keliungui. e Clear view it is of NATIONAL importance.

The culmination of the sector engagement process through facilitated
hui has resulted in the design outcomes and key focus areas for Project
Shapeshifter in presenting this case for change. 9

* Clear need and appetite for a ‘National Oceans Centre’, not just
To amaze, inspire & compel e Fostering open debate national aquarium.

* Need for equity of access by all.

e A place and forum to convene:

e Sharing our unique Pacific narrative e Taking an intuitive leap into the
and story of Maui with the world future to imagine an indigenous e Pacific rim Indigenous knowledge systems mdatauranga married
aquarium with conventional science but most importantly.....

e The need for an ‘ocean first’ focus.

NAPIER

CITY COUNCIL
" Te Kaunihera o Ahuriri

B

STRATEGIC CASE < NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019 < 39



He Ara Hou | A New Approach

Hapori | Community

Te Kaunihera o Ahuriri Napier City Council developed a two-staged plan to
engage the Ahuriri Napier community into Project Shapeshifter:

Stage 1: Initial engagement to inform development of the detailed business
case (July-September 2019)

Young people (12-24 years).
Nearby residents.

Friends of the Aquarium (who pay an annual fee to receive member
benefits).

Stage 2: Community consultation, depending on project confirmation by
Council and the Provincial Growth Fund (2020, to be confirmed).

Taiohi | Youth
A total of 51 young people attended the three facilitated events. Key issues
identified were:
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Need to recognise not all taiohi young people have a connection with
nature; some haven't had the opportunity or motivation to engage or
connect with it.

A need for real things - The WOW of species in tanks remains a key
attraction and will provide inspiration, awe, and wonder for young
people.

The need for 'hands-on’ activities, both within and outside the facility
- the opportunity to touch, do and feel.

The importance of sharing knowledge and Maori stories.

Encourage and share conservation stories.

Offer local, national, international programmes.

The building must demonstrate, live and breathe sustainability.

The facility must offer career pathways for youth and work experience.

Challenge: modern youth don't read signs, there is a need to engage
through technology youth are familiar with including digital, gaming,
social platforms and tactile experiences.

The redeveloped aquarium proposition is viewed as an icon of cultural
significance and there is enthusiasm for the expansion

There are expectations the new aquarium will have conservation, care
and welfare at its heart, and will be accessible to all.

Connection and interaction are important, in order to provide exciting
opportunities for youth.

Ohanga Tapoi | Tourism

Would be beneficial to the Aotearoa New Zealand tourism sector,
particularly the domestic market.

Needs to link, not compete with, experiences like Whale Watch
Kaikoura. There is strong perspective that people are not seeking
tamed iconic marine species, their preference is to engage in the
natural environment.

The new aquarium should stand at the same level nationally as Te
Papa i.e. under an Act of Parliament.

Exhibits where visitors can safely interact with fish/animals so that
people can connect with them.

Need to ensure visitor experiences connect with, and support uptake
of, other local Tourism offerings e.g. Napier Mdori Tours, city walks,
Atea-a-Rangi, Te Matau-a-Maui waka hourua experience.

Opportunity for environmental tourism and connection with
conservation sites.

Need to package short tours for cruise market.

Primary market will be domestic with some growth in international
but limited opportunity to change destination planning post-arrival.

The project narrative and 'Maui’ story provides a strong opportunity
to develop a regional tourism brand and elevate profile of Hawke's
Bay Tourism.

Opportunity for exciting use of technology.

"Creating an aquarium where we, the youth, are challenging
the generation before by showing innovation without hurting
the environment and aquarium. As well as for our sea life own

generation help with the action”




He Ara Hou | A New Approach

Rangahau | Research
Permanently showcase matauranga Mdori knowledge and western science.

Provide a hub for gathering, sharing and dissemination of
mdtauranga and science research partnerships and projects.

Technology library such as drones for cetacean surveys.
Communicate real-time research leveraging remote technologies.

Collaboratively design and deliver citizen science initiatives.
Inform, deliver and conduct behavioural change social science.

Permanent collaboration hub.

Foster co-location of research organisations and activities as part
of future site expansion.

Stimulate research aligned with identified ocean care needs.

"l see many areas for collaboration and ways that we could partner

to extend projects to raise awareness and understanding of New

Zealand's unique environment. | am impressed with your approach

to draw organisations together and work collaboratively, and

although this creates many challenges... the potential outcomes

are far reaching.”

Sally Carson, Director New Zealand Marine Studies Centre,

Department of Marine Science, University of Otago

Kaitiaki | Conservation of our underwater world

It must be honest - about the state of the planet, habitats and
ecosystems.

It must truly represent the actual environmental needs of animals
and lead with animal welfare.

There must be strong conservation action taken by aquarium
staff onsite, the organisation as a whole, and our community, with
aquarium support.

The need to connect with and facilitate ‘citizen science’ projects
across the country.

The need for it to have the wow factor to not only bring in numbers
but catalyze behavioural change.

It could be a watchdog for aquatic ecosystems.

[t must be an eco-building. The whole process must be
environmentally friendly.

It needs to be a rescue and rehabilitation centre - save animals and
teach conservation, and not hold any animals for entertainment
only.

Strong support for marriage of science and indigenous knowledge
systems to drive conservation research and care.

Need for a non-partisan approach to foster an open kaupapa and
collaboration that puts the ocean first ahead of any political or
organisational agenda.

"People will care for what they love”
Ben Knight (Kapiti community marine facilitator)

“This is the most community-based aquarium design process that

I've witnessed” John Christiansen (EHDD Aquarium designers)

Akoranga | Learning
Galleries, libraries, aquariums, museums and zoos are all spaces for
learning. It's important to think beyond schools as the centre of education.
*  Accessibility is key for low income communities and schools so that
tamariki children can also engage in new learning and education.

*  Design all spaces with learning and education in mind.

*  Educational approach will be driven by the exhibits and interpretive
messaging.

*  Experiential learning opportunities will be a point of difference and
deliver value within the education system - and appeal to wider
audiences.

e The opportunity exists to provide cultural learning and Maori
medium education not available in most schools.

* The opportunity exists to develop innovative approaches to
learning outside the constraints of the formal education system
and academic thinking.

e Play a role in vocational education and training for maritime
related employment.

“We protect what we love and we protect what we value”

“Imagine the learning if my primary school could spend eight years
being based from the new aquarium”

"l went to the aquarium for the first time on my 35th birthday as my
whanau couldn’t afford for me to go when | was a child”
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A re-imagining of the facility will transform the visitor experience.
The National Aquarium and Oceans Centre is intended to be a national
flagship where our marine environment can be heard and understood.
Where our voyaging heritage is celebrated, and our unique Maori worldview
is translated for all to connect with.

Project Shapeshifter has engaged the international aquarium design
experience of EHDD to bring to life a unique Aotearoa experience integrating
the Mdori worldview. Their terrific designs are appended in full. The result is
a world first aquarium based on an indigenous world view that guides visitors
through interactive exhibits and contact with marine life to better connect
humankind to the natural world, bridging cultural gaps and promoting
conservation care and action. It will ensure exemplary animal care and offer
visitors unique experiences

The National Aquarium and Oceans Centre will be a place where
people experience the story of the Mdadori belief in the beginning of
the universe Te Uenuku The Big Bang following on to the deep realm
of Tangaroa and up into ki te whaio ao ki te ao marama, the world
of light. They will be able to have experiences ranging from learning
about the maramataka, Maori environmental calendar, to sleepovers
alongside the animals. The design leverages key exhibits, themes
and specially developed tailored moments to increase wallet share
in ‘unique add-on experiences’ which will generate new revenue
streams and product development opportunities.

NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019> STRATEGIC CASE

for a day

New commercial
opportunities that could
flow from the new facility.

Holiday &

weekend drop

in creative
workshops

Junior keeper

Little Penguin
health check

Stingray "in
water"
encounter

Back of house
tour: Kelp tank,
Kee|:|er for subtropical tank,
aday temperate reef

Stingray
hand
feeding

Discover dives
(kelp tank)

Sleepovers

Virtual
excursions




Messaging conservation, education and

culture.

The sectoral engagement process informed the
design of the physical facility. The visitor journey
through the aquarium places kaitiakitanga me
te whakaakoranga education and conservation
learning at the heart of the aquarium adventure.

In Stage One, the facility will guide visitors on
a journey through Aotearoa New Zealand's
magnificent marine habitats, showcasing key
conservation stories and the significance of the
species homed as ambassadors for real world
conservation stories.

Stage Two will bring the freshwater ecosystems
from mountains to the sea, and a 4D immersive
theatre experience that will allow the visitor to go
on a journey weaving indigenous creation stories
and narratives, current scientific research and
mdtauranga Mdaori..

Senses will be played upon to immerse visitors into
the underwater realms of Tangaroa and through
dynamic coastal environments. Scale will be used
to submerge visitors into kelp forests and rocky
reefs. Close up encounters and interactions will
connect, build empathy and foster a sense of
oneness.

Sharing specific actions to empower kaitiakitanga
will motivate individual and collective action for
nature.

These eight key experiences are described in more
detail in the section Te Wheako Visitor Experience.

He Ara Hou | A New Approach

KAITIAKITANGA ME TE WHAKAAKORANGA

CONSERVATION & EDUCATION AREAS

TE RAU O KIWA
(Pacific Circle)
Be welcomed into our
Pacific Talking Circle.

TOHORA
(Whales)
Enter the domain of Tanga-
roa, god of the sea as whales
sing their song of welcome

HONU
(Turtle)
The great Pacific explorer
& connector

MANGO

(Shark)
Kia tipato. Be alert as you
are surrounded by sharks.

World's largest ocean over 30
percent of earth's surface area
and 50 percent of water.
Oxygen production.

Garbage Patch.

Great Ocean Cleanup.
Interconnectedness.

Climate change.

Over-fishing.

Migratory species

Size & song. Migration &
shipping lanes / disruption.
Maui dolphin migration &
conservation.

Whaling.

Population recovery.
Bycatch.

Protection.

Drones, snot bot.

6/7 species visit NZ. Life
cycle.

Climate change impacts on
sub-tropical habitats &
migration.

Plastic ingestion.

Protect nesting beaches.
Ocean cleanup.

Conflict with humans and
depiction in movies e.g. Jaws
shapes perceptions.

Climate change.

Bycatch.

Over-fishing.

Shark-finning.

Quota Management System.
Conservation projects.

PURAKAU

CULTURE STORIES

Hawaiiki.
Moana-nui-a-Kiwa.
Ocean Voyaging /
Navigation & Migratory
species.

Whakapapa connections.
Iwi Taketake / indigenous
peoples.

Maui.

Ruamoko / Pacific Ring of
Fire.

Taonga species.

Kaitiaki

Guiding voyaging waka.
Paikea.

Mé&tauranga / rongoa use for
Kauri die-back.

Okeanos partnership ocean
noise research / waka.

Mahi toi.

Indigenous stories:

North America / Turtle
Island.

Tahiti / Lord of the Ocean.
China / symbolises universe.
Japan / minogame, haven
for immortals.

Symbol of Kumpira god of
seafarers.

Pacific / people travelling on
back of.

Mango pare / Mango
Taniwha / Ururoa /
symbolism.

Te Arawa story.

Kawariki and Tutira.

Niho use.

Pania & Moremore.

Hawaii Aumakua / guardian
sharks.

Maui & Te Mangéroa (Milky
Way).

Shark oil use.

Taniwha & kaitiaki.

CONSERVATION & EDUCATION AREAS

HINEMOANA
(Ocean goddess)
Sway with out giant kelp
forest.

KORORA
(Little Blue Penguin)
Feeling a Little Blue? Our
penguin and tidal pools will
cheer you up.

WHAI
(Ray)
Get in touch with
Te-ika-a-Maui, the great
fish of Maui

Maramataka
(Environmental Calendar)
Be guided by the Moon,
stars and species. 4D
Theatre Experience

KAITIAKITANGA ME TE WHAKAAKORANGA

Importance of kelp habitat /
indicator species.

Impacts of land-based
activity & pollution of
waterways.

Effects of fishing.

Marine reserves.

Seaweed regeneration.
Sentinel programme.

Smallest species / other NZ
species.

Climate change impacts &
coastal change.

Protected species.

Nesting boxes.

Predation of eggs.

Clash with domestic species:
cats & dogs.

Road crossings.

Range of species.
Interesting behavior.
Migration & congregation at
Poor Knights.

Resilient species.

Interesting and mysterious
behavior.

Demonstrating the
interconnected nature of
nature.

Eco - system thinking.
Concept of cause & effect.
Moon / tides / surges.

PURAKAU

CULTURE STORIES

Hair of Hinemoana.

Use of kelp as resource e.g.
Rimurapa / poha.

Kai & Japan partnership.
Kaimoana: Kina & near shore
species.

Kaimoana areaq, relationship
with other coastal species
e.g. Kekeno.

Ngati Toa Hongoeka Marae
programme.

ITe Ika-a-Maui.

Te Matau-a-Maui.
Refernce to barb use and
whakatauki.

Tatai Arorangi / Méori
astronomy.

Matariki / Puanga / Rehua.
Maramataka / Lunar
Calendar and relationship
with migratory and indicator
species.

Pacific Navigation &
relationship with migratory
species

B

g
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The benefits that will flow from the new facility can be categorised as economic, social and cultural. The economic benefits fall into the standard categories and while the build process at least. may involve
transient workers with specialist skills, the ability to learn from or transfer those cannot be understated in value for future projects downstream where such skills could be retained in the region.

Benefit

0 Increased Economic Activity

e Increased Social Well-being

e Cultural Investments
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Beneficiary Groups

Building sector
Hospitality Sector
Tourism

Retail
Employment

All sectors

Iwi Authorities

Maori researchers
Hapld, Whanau, Marae
Pasifika

Benefits

Building the new Aquarium

Accommodation and uplift in bed nights

More food and beverage offerings and uplift in patronage

National magnet to pull tourists into Te Matau-a-Madui Hawke's Bay

High income industries and employment attached to new National Aquarium
Additional tourism experiences and improved infrastructure

Increased transport facilities

New shops and outlets

Enjoyment, health & well-being

Increased events and civic pride uplift

Connection to the marine environment, increased in and on the water activities
Education and learning, informal and formall

Civic pride, reducing environmental impact and social dislocation

Job satisfaction and life choice

Partnerships around research, innovation leadership
Extending reach into the Pacific and associated investment
Employment aligned to narrative story telling

New cultural tourism opportunities

Uplift in marae accommodation bookings

Strong Te Matau-a-Maui cultural tourism brand
International connectivity and wider investment alignment
Pasifika inclusion




He Ara Hou | A New
Approach

Continuing operations in the existing facility is not viable.

e The original building's ring-shaped design and structure is inflexible and
the ability to modify, to incorporate larger exhibits, with appropriate
visitor journey and accommodation of appropriate support spaces, is
very limited. Furthermore, complete removal and replacement of finishes,
mechanical and electrical systems, and new life support systems would
be needed, and which would be costly.

* Additionally, there is the need for significant seismic upgrade of the
structure as outlined in the EHDD assessment review report (Appended
- own folder). The cost of refitting this building would likely be very high,
approaching that of new construction, while introducing significant
constraints to the design. The demolition of the original building and
attached penguin exhibit is therefore recommended as part of the
aquarium'’s expansion.

* In the 2002 expansion, the Oceanarium and Pdnia reef exhibits and
the building structure would require significant changes to provide for
appropriate life support systems, stripping the concrete wall substrates,
tank access and visitor experience as part of the new aquarium program.

e Current education spaces are not fit for purpose with insufficient space
in the current Education Room and ‘Mad Scientist Lab' for fit a class of
students or group of 20-30 adults. This severely limits programming that
can be delivered to larger audiences with minimum appropriate staffing.
Currently groups must be split across multiple spaces requiring extra
staff to deliver activities.

* Some exhibits are accessible to visitors creating significant risks for
animal welfare.

In conclusion, the status quo is not an option. The aquarium is a significant
asset to the region and its loss would be a loss to the regional tourism fabric
as well as to the community more broadly. Furthermore, not proceeding with
the proposed new facility would trigger a review under Section 17A Delivery
of Services of the Local Government Act 2002.

Examples of
issues with the
building

Dark pokey spaces make accessibility and

viewing exhibits difficult for visitors

Some saltwater tanks are corroding into
the visitors space.

Moving Forward

The 2002 expansion, overall building structure is in good condition, with only
minor seismic upgrades required for the second-floor slab attachment. But
the ability to effectively incorporate the building into a new larger building is
limited by the building's shape.

* The entire first floor of the 2002 expansion can be adapted to uses
outside of the new aquarium. These include education spaces and
temporary exhibit space. Aquarium offices can remain on the second
floor, expanding into the East Coast Lab as required, or that space
repurposed for other needs. However new finishes and mechanical and
electrical systems will be needed, in particular at the first floor, with
improvements to the buildings envelope for thermal comfort.

* The existing lobby and stair likely can be preserved to continue to
function as the entry to the building and access to the 2nd floor, as any
visitor entry to this space will be supported by staff.

* The costs to repurpose the 2002 expansion should be a significant
savings over building the equivalent functions in the new building. Only
limited structural work will be needed, primarily removal of exhibit tank
walls where no longer required.

* A new exterior wall will be required on the south end of the 2002
expansion where the original aquarium building is demolished, along with
a new elevator.

Not incorporating the current aquarium building immediately into the new
facility also provides for some operational flexibility. The existing aquarium
could remain open for at least a portion of the construction of the new
facility. At some point, all or part of the old aquarium could then close and
temporary quarantine and holding facilities could be installed on the first
floor to stockpile animals for the new aquarium, rather than developing a
remote holding location.
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Whakangao | Investment

Context

Project Shapeshifter is strongly aligned

with international and national strategic
imperatives.

Biological diversity - or biodiversity - is the term
given to the variety of life on Earth and the natural
patterns it forms. The biodiversity we see today is
the fruit of billions of years of evolution, shaped by
natural processes and, increasingly, by the influence
of humankind. It forms the web of life of which we
are an integral part and upon which we so fully
depend.

At the 1992 Earth Summit in Rio de Janeiro, world
leaders agreed on a comprehensive strategy for
“sustainable development” -- meeting our needs
while ensuring that we leave a healthy and viable
world for future generations. One of the key
agreements adopted at Rio was the Convention
on Biological Diversity. This pact among the vast
majority of the world's governments sets out
commitments for maintaining the world's ecological
underpinnings as we go about the business of
economic development. The Convention establishes
three main goals: the conservation of biological
diversity, the sustainable use of its components,
and the fair and equitable sharing of the benefits
from the use of genetic resources.

UN Convention on
Biological Diversity

The Convention and the Strategic Plan provide
an overarching framework on biodiversity, not only
for the biodiversity-related conventions, but for
the entire United Nations system and all other
partners engaged in biodiversity management
and policy development.

v

Aichi Biodiversity Targets
The Aichi Biodiversity Targets for 2011-2020 are:

« Strategic Goal A: Address the underlying causes of
biodiversity loss by mainstreaming biodiversity
across government and society

« Strategic Goal B: Reduce the direct pressures on
biodiversity and promote sustainable use

« Strategic Goal C: To improve the status of biodiver-
sity by safeguarding ecosystems, species and
genetic diversity

« Strategic Goal D: Enhance the benefits to all from
biodiversity and ecosystem services

« Strategic Goal E: Enhance implementation through
participatory planning, knowledge management
and capacity building

v

Post-2020 Biodiversity
Framework

In 2020 the Convention on Biological Diversity will
adopt a post-2020 global biodiversity framework
as a stepping stone towards the 2050 Vision of
"Living in harmony with nature". A comprehensive
and participatory process for the preparation of
the post-2020 global biodiversity framework has
been adopted.

Aotearoa New Zealand is a signatory to the UN
Convention on Biological Diversity and has undertaken
to take action to meet the Aichi Biodiversity Targets.

Itis also a participant in the process to create and
implement the Post-2020 Biodiversity Framework.
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New Zealand's National
Biodiversity Action Plan
2016-2020

Toitd te marae a Tane-Mahuta, Toita te marae a
Tangaroa, Toitd te tangata.

If the land is well and the sea is well, the people
will thrive.

New Zealand published its original Biodiversity
Strategy and Action Plan in February 2000 with
the intention of ‘turning the tide' of our biodiversity
decline. The 2016 update reflects our ongoing
commitment to this important mission and
outlines the contribution that New Zealand will
make toward stemming global loss of biodiversity
over the next 4 years.

Aotearoa New Zealand's marine biodiversity is
rich, with a wide variety of marine species,
habitats, communities and ecosystems.

New Zealand's marine jurisdiction is one of the
largest in the world, encompassing an area of
almost 600 million km? spanning subtropical to
sub-Antarctic waters. New Zealand's marine
invertebrates (and protozoa) are highly diverse,
with a high proportion of endemic species, and
many of our bottom-dwelling fish are also
endemic. A total of 43 species and subspecies of
cetaceans (around half of the world's whale and
dolphin species) have been recorded in our
Exclusive Economic Zone. New Zealand is an
important breeding ground for seabirds, including
the world's greatest number of albatrosses/toroa
(14 species), petrels (32 species), shags/kawau (13
species) and penguins/korord (9 species).

Our natural environment is at the heart of the
nation's identity, shaping our economy, lifestyles
and culture. Visitors tell us that New Zealand's
natural environment is front and centre when they
are deciding where to go on holiday. Tourists spent
NZ$29.8 billion last year, an increase of 10.3% over
the previous year. Tourism has now surpassed the
dairy industry as New Zealand's largest
contributor to export earnings.

For Mdori, biodiversity conservation is also about
the survival of their culture and identity, and vice
versa. The ethic of kaitiakitanga is central to the
expression of Mdori culture and identity, and
confers obligations on whanau, hapt and iwi to
care for environmental taonga, including species
of indigenous flora and fauna.

In order to give effect to the Aichi Biodiversity Targets,
the Department of Conservation has created our
National Biodiversity Action Plan, which commits the
government to tangible and measurable targets.

National Targets

National target 1|
National target 2 |
National target 3 |
National target 4 |
National target 5 |
National target 6 |

National target 7 |
National target 8 |
National target 9 |
National target 10 |

National target 111
National target 12 |

National target 13 |
National target 14 |
National target 15 |
National target 16 |

National target 17 |
National target 18 |

People's lives are enriched through connection to nature

People are taking greater action for nature

Biodiversity is integrated into national and local strategies, policies, plans and reporting
More of New Zealand's natural ecosystems are benefiting from pest management
Biodiversity is integrated into New Zealand's fisheries management system

Improved understanding of the impacts of climate change on biodiversity informs
better management of vulnerable ecosystems and indigenous species

Sustainable use and protection of biodiversity is promoted through improved national
guidance, information and industry practice

Invasive alien species and pathways are identified and prioritised, priority species are
controlled or eradicated, and measures are in place to manage pathways to minimise
likelihood of their introduction and establishment

Improved terrestrial and freshwater ecosystem protection and integrity

Landowners are supported to protect more rare and threatened habitats and
ecosystems

Priority freshwater ecosystems are restored from ‘'mountains to the sea’

More Threatened, At Risk, or Declining species are managed to the extent necessary to
minimise extinction risk and ensure genetic diversity is maintained

A growing nationwide network of marine protected areas, representing more of New
Zealand's marine ecosystems

Benefits of biodiversity and ecosystems for people’s health and economic, social and
cultural wellbeing are better understood and received

Achieve multiple benefits and greater biodiversity and ecosystem services outcomes
through greater coordination, integration and collaboration, particularly at the regional
level

Enhance understanding of the contribution of indigenous biodiversity to carbon stocks
Whanau, hapl and iwi are better able to practice their responsibilities as kaitiaki
Knowledge, the science base and technologies relating to biodiversity, its values,
function, status and trends, and the consequences of its loss, are improved, widely
shared and transferred and applied

There are 18 national targets that are reported to the United Nations in line with our commitments to the Convention.

The targets that this investment makes a strong contribution to are highlighted.
The targets that this investment makes a material contribution to are also highlighted.
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Context

The objectives of Project Shapeshifter investment are clearly
defined.

The purpose of this business case is to articulate the need for investment in
Te Whare Tangaroa o Aotearoa The National Aquarium of New Zealand in
order to address Te Tiriti o Waitangi The Treaty of Waitangi, and functional
animal welfare and experiential issues with the current facility. As part of
this process, four investment objectives have been drawn from the strategic
challenges. These investment objectives set the framework for the following
sections of the document, as they act as the criteria against which the
success of the investment are measured.

Strategic Challenges

There are four core challenges for the National Aquarium

Challenge: Te Tiriti o Waitangi The Treaty of
Waitangi

As a National Aquarium the facility does not
meet national standard in its equal
representation of our bi-cultural heritage. There
are no formal agreements with mana whenua
and their support and involvement in the
day-to-day operations, programming and
curatorial development of the aquarium. This
challenge is highlighted and addressed through
the addition of the Kaupapa Mdori Cultural
Case.

Challenge: education about the oceans

There is a lack of understanding about the
impact of human activity on the health of the
oceans, which is leading to adverse impacts on
marine species and ecosystems that underpin
life on Earth. People are becoming
disconnected from nature.

Challenge: animal welfare

The standards and expectations for animal
welfare are struggling to be met by the current
facility. This is requiring careful management
and increasing resources to reach required
standards in the short term. Closure of the
National Aquarium will need to be considered
unless they are addressed.

Challenge: visitor experience

The design and structure of the building is not
fit for purpose, resulting in an inability to tell the
stories of the ocean well, keep animals
humanely, and have staff operate efficiently,
meaning the National Aquarium does not offer
a high-quality visitor experience.

Investment Objectives

The investment objectives were derived from the challenges

identified during the process.

To better understand the value of cultural
intellectual property as a commercial and
cultural investment. Enable the participation of
Maori in the investment opportunities presented
by Project Shapeshifter, with the purpose of
maintaining authority over the cultural
intellectual property promoted through Project
Shapeshifter.

To develop and implement Aotearoa-specific
ways of educating people about the
importance of healthy oceans in order to help
change the human behaviours that are
negatively impacting the oceans.

To provide a facility that cares for marine
animals in order to meet the regulatory and
moral obligations to see to the welfare of other
species, and to treat them with respect.

To provide a high-quality visitor experience for
locals and visitors in order to increase
engagement with the oceans and its
ecosystems in a way that is compelling and
drives return visits.

© 66 6 6 6 ©

Critical Success Factors

Critical success factors 2-7 are contained in the Better
Business Case methodology

Cultural integrity | mana is maintained through
appropriate use, interpretation and
acknowledgement of cultural intellectual property.

Strategic fit | Conforms to the goals and aspirations
of iwi, the Council and the community

Value for money | Optimises value for money |
Delivers the investment objectives in the most
cost-effective way

Supplier capability | Service provider(s) can meet
the technical and cultural needs | Service
provider(s) have the capacity to deliver the
required outcomes

Affordability | Affordability must match ambition |
Matches sector funding constraints

Achievability | Internal and external skills exist and
are available for successful delivery

Regulatory compliance | Must comply with
relevant legislative, regulatory and treaty
obligations

Under the Better Business Case methodology, the various options for addressing the strategic
challenges are assessed against both the investment objectives and the critical success factors (CSFs).
Options that are unable to fully deliver the objectives or the CSFs are rejected, and a process of positive

dismissal is used to derive the short-list of viable options.

In effect, the investment objectives and CSFs are used as a yardstick to measure the ability of each
option to address the challenges identified. The assessment dimensions and the resulting Multi-Criteria

Analysis are discussed on the following page.
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Context

There is a desire for a national aquarium that meets the need for
matauranga Madori knowledge and conservation education in a way
that observes the regulatory and moral obligations and maintains the
mana of the species that are homed in the facility. These identified
needs have resulted in a clearly-defined scope for the investment
into Project Shapeshifter.
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In Scope

The design of a suitable facility that will meet the educational and
experiential requirements of Aotearoa New Zealand in learning about
the importance of healthy oceans, so that behaviours are changed over
time.

The design of a facility that will meet the regulatory and moral
obligations for the compassionate care of all the species that are
homed within it, now and into the foreseeable future.

The design of a facility that will be resilient to the effects of a changing
climate, such as sea level rise, storm events, power outages and the like.

The design of a facility that meets the national standard demanded by
Te Tiriti o Waitangi The Treaty of Waitangi and enables the participation
of Mdoriinto its design, interpretation and ownership.

Raising the external funding from the private and public sectors
necessary to construct and operate the facility.

Construction and commissioning of the correct facility in the correct
location, on time, within budget, and to the required quality standards.

The design and implementation of the governance, management,
programming staffing and volunteer structures necessary to
successfully operate the facility, in full partnership with Maori and in
observance of Te Tiriti o Waitangi The Treaty of Waitangi.

The handover of the completed facility and the species that live within
it to the agreed governance and management organisation.

Out of Scope

The design, funding or operation of wider conservation or education
programmes on the importance of healthy oceans, beyond those that
are directly linked to the facility.

Large scale marine and aquatic research.

Defining marine policy.




Context

As the scope statements note, this business case will be delivered
within the constraints set out in regulation, international obligations,
and as part of kaitiakitanga and Te Tiriti o Waitangi the Treaty
of Waitangi. As a result, there are a number of constraints and

Constraints

1.

The investment and the resulting facility must reflect Te Tiriti o Waitangi
The Treaty of Waitangi partnership spearheaded by Ngati Kahungunu.

Dependencies

1.

The proposed development may require modification to the Te
Kaunihera o Ahuriri Napier City Council Long Term Plan, either by way
of amendment to the 2018- 28 plan or by incorporating into the 2021-

dependencies that must be observed. 2. The investment must deliver on the goals and objectives agreed with 31 plan.
Te Kaunihera o Ahuriri Napier City Council as part of the business case
process. 2. Engagement is yet to take place with the Ngati Kahungunu Post
Governance Settlement Entity fabric and is to be conducted

3. The facility must deliver the outcomes required by legislative, regulatory immediately after acceptance of this Business Case. A parallel
and international obligations, including but not limited to the care of all conversation spearheaded by Ngati Kahungunu will take place with
species homed in the facility. iwi leaders nationally.

4. The planning and consenting constraints in Te Kaunihera o Ahuriri
Napier City Council District Plan, the Building Act and other relevant
documents must be observed.

5. The preferred option must demonstrate that it is affordable and

achievable, within the constraints of Te Kaunihera o Ahuriri Napier City
Council's financial and resource capabilities.
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Investment Context

On-time delivery Educational shortfall

The implementation project is not delivered on time The completed facility provides adequate
entertainment but insufficient education

Delays to the project implementation cause uncertainty
Mitigation: effective project management Poor design leads to visitors not being sufficiently
educated about the importance of the oceans
revenue P

o
generat.lo[l Mitigation: careful design
strategy timing

The risk profile of the investment

is being reduced through effective On-budget delivery
project management. An overview

facility does n
meet the function

. . . The implementation project is not delivered within budget re uirements
of the risk profile of the investment q

tational damage

is shown at right. The risk analysis is Additional costs are incurred due to project delays or L
ided in the E icC shortfalls, leading to lower than expected benefits r Te Kaunihera o
provided in the Economic Case. Revenue generation estimates not achieved ) o e
Mitigation: effective project management Ahuriri Napl.er clty
Council

Unchanged behaviour

facility does n
meet the The completed experiences and information are not
experiential or compelling enough for people to change behaviour
. L] =
Insufficient scope edu?atlonal The design is not fit for purpose, resulting in a
reqmrements continuation of adverse outcomes for the health of
The full scope of the project is not delivered our oceans
There are capacity or capability shortfalls in the project, Mitigation: careful design
leading to additional time and cost to complete.
Mitigation: effective project management
Delivery risks Adverse impacts Outcome risks
These are the risks to the project that occur during the delivery phase, There are significant impacts that can occur for employers, staff and These are the risks to the outcomes being achieved, which could occur once
and which can be mitigated by effective project management. stakeholders if the risks are not managed and mitigated effectively. the project has been completed.
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Kaupapa Ohanga | Economic

Case

The investment is strongly aligned with the
Nation’s, Region’s and Te Kaunihera o Ahuriri
Napier City Council’s strategic direction.

The diagrams at right show the strategic context for
this investment. Four of the major agenda that the
proposed National Aquarium and Oceans Centre will
deliver on, and which have many common elements
are:

. Matariki, the Hawke's Bay Regional
Economic Development Strategy (REDS)

*  The Treasury Living Standards Framework
*  The Local Government Four Well-beings
*  Napier City Council Long Term Plan

Furthermore, with a strong kaupaopa Mdaori
foundation and commitment to mdtauranga, the
proposed aquarium would, if it proceeds, be able to
significantly contribute to delivering on these and
many other strategies and frameworks such as the

Sustainable Development Goals.

NCC Long
Term Plan

Matariki
Become a beacon
R E D S for investment, new
business, and skilled
framework migrants.

Lead in the provision

of resilient physical,
community and

business infrastructure.

Identify

and support
existing businesses
wanting to grow.

COUNCIL
VISION

Hawke’s Bay will be NZ's most innovative
region, the leading exporter of premium primary
produce, and a hub for business growth.

Champion sustainability:
social, economic and
environmental.

Celebrate world class lifestyle
and environment.

Improve pathways
to and through
employment.

Promote greater
innovation,
productivity
and agility.

Enhance visitor
satisfaction and
increase spend.

A VIBRANT AND SUSTAINABLE CITY FOR ALL
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The development of the preferred option follows a structured

process in the Better Business Case methodology.

o Identification

LJ 51 0

Conduct workshops to identify the full
range of options for addressing the
investment challenges, ranging from
the sublime to the ridiculous

e Analysis and long list

=/

Collate the information gathered from
workshop sessions with stakeholders

Analyse the long-list of options against
the investment objectives being sought
by stakeholders

Analyse the long-list of options against
the Critical Success Factors in the
Better Business Case methodology

Identify the short-list of possibilities
that will be carried forward into the
short-list

e Short list

O

Conduct more in-depth analysis of the
short-listed options in order to refine
the possible investment approaches

Identify the financial and non-financial
benefits that will be realised from the
key short-listed options

o Preferred option

——

el

Review the short list with stakeholders
and assess their viability to achieve the
investment objectives

Identify the preferred option from the
short-list

e Decision making

Develop the detailed description of
the preferred option and use this as
the basis for the cost/benefit
analysis

Present the information in a form
that allows stakeholders to make an
informed decision about investing in
the initiative

NAPIER

CITY COUNCIL

Te Kaunihera o Ahuriri

e
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Strategic Challenges Investment Objectives

There are four core challenges for the National Aquarium The investment objectives were derived from the challenges

identified during the process.

Each of the options is
assessed against the
investment objectives.
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Challenge: Te Tiriti o Waitangi The Treaty of
Waitangi

As a National Aquarium the facility does not
meet national standard in its equal
representation of our bi-cultural heritage. There
are no formal agreements with mana whenua
and their support and involvement in the
day-to-day operations, programming and
curatorial development of the aquarium. This
challenge is highlighted and addressed through
the addition of the Kaupapa Maori Cultural
Case.

o Challenge: education about the oceans
There is a lack of understanding about the
impact of human activity on the health of the
oceans, which is leading to adverse impacts on
marine species and ecosystems that underpin
life on Earth. People are becoming
disconnected from nature.

e Challenge: animal welfare

The standards and expectations for animal
welfare are struggling to be met by the current
facility. This is requiring careful management
and increasing resources to reach required
standards in the short term. Closure of the
National Aquarium will need to be considered
unless they are addressed.

0 Challenge: visitor experience
The design and structure of the building is not
fit for purpose, resulting in an inability to tell the
stories of the ocean well, keep animals
humanely, and have staff operate efficiently,
meaning the National Aquarium does not offer
a high-quality visitor experience.

To better understand the value of cultural
intellectual property as a commercial and
cultural investment. Enable the participation of
Mdori in the investment opportunities presented
by Project Shapeshifter, with the purpose of
maintaining authority over the cultural
intellectual property promoted through Project
Shapeshifter.

To develop and implement Aotearoa-specific
ways of educating people about the
importance of healthy oceans in order to help
change the human behaviours that are
negatively impacting the oceans.

To provide a facility that cares for marine
animals in order to meet the regulatory and
moral obligations to see to the welfare of other
species, and to treat them with respect.

To provide a high-quality visitor experience for
locals and visitors in order to increase
engagement with the oceans and its
ecosystems in a way that is compelling and
drives return visits.

Critical Success Factors

Critical success factors 2-7 are contained in the Better

Business Case methodology

Cultural integrity | mana is maintained through
appropriate use, interpretation and
acknowledgement of cultural intellectual property.

Strategic fit | Conforms to the goals and aspirations
of iwi, the Council and the community

Value for money | Optimises value for money |
Delivers the investment objectives in the most
cost-effective way

Supplier capability | Service provider(s) can meet
the technical and cultural needs | Service
provider(s) have the capacity to deliver the
required outcomes

Affordability | Affordability must match ambition |
Matches sector funding constraints

Achievability | Internal and external skills exist and
are available for successful delivery

Regulatory compliance | Must comply with
relevant legislative, regulatory and treaty
obligations

Under the Better Business Case methodology, the various options for addressing the strategic
challenges are assessed against both the investment objectives and the critical success factors (CSFs).
Options that are unable to fully deliver the objectives or the CSFs are rejected, and a process of positive

dismissal is used to derive the short-list of viable options.

In effect, the investment objectives and CSFs are used as a yardstick to measure the ability of each
option to address the challenges identified. The assessment dimensions and the resulting Multi-Criteria

Analysis are discussed on the following page.
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Investment Objectives

The investment objectives were derived
from the challenges identified during the
process.

o To better understand the value of cultural
intellectual property as a commercial and

cultural investment. Enable the participation
of Mdori in the investment opportunities
presented by Project Shapeshifter, with the
purpose of maintaining authority over the
cultural intellectual property promoted through
Project Shapeshifter.

e To develop and implement Aotearoa New
Zealand specific ways of educating people
about the importance of healthy oceansin
order to help change the human behaviours

that are negatively impacting the oceans.

e To provide a facility that cares for marine
animals in order to meet the tikanga Mdori,
regulatory and moral obligations to see to the
welfare of the animals and to treat them with
respect.

° To provide a high-quality visitor experience for
locals and visitors in order to increase
engagement with the oceans and its
ecosystems in a way that is compelling and
drives return visits.

Scope

The Scope dimension
assesses the full range
of alternatives for the
scale and extent of the
capabilities that could
be delivered in order to
meet the investment
objectives.

A Multi-Criteria Analysis approach is used to identify the options for
delivering the required investment objectives. This methodology breaks the
options into the five dimensions that are relevant for this investment:

e The Scope dimension, which assesses the scale and extent of the
possible solutions

e The Service dimension, which assesses the capabilities and
outputs of the possible solutions

e The Service Delivery dimension, which assesses the organisational
mechanisms for delivering the Services

¢ The Funding dimension, which assesses how the capabilities and
outputs can be funded

e The Location dimension, which assesses the possible physical
location for the facility

e The Implementation dimension, which assesses how the preferred
option can be most effectively deployed.

Service

Services delivery

Funding

In the Better Business Case methodology, the dimensions are concatenated
together to arrive at the preferred option; that is, the preferred option will
be the sum of the preferred Scope option, the preferred Service option, the
preferred Service Delivery option, the preferred Funding option, the preferred
Location option and the preferred Implementation option.

The preferred option in each dimension is identified by testing all the
alternatives against two criteria:

* Wil the option deliver the investment objectives?
e Will the option meet the Critical Success Factors?

The investment objectives and Critical Success Factors are defined on the
previous page, and the results are provided in the tables on the following

pages.

The process is illustrated in the diagram below. ]

Location Implement

The Services dimension
assesses the full range
of alternatives for the
range of capabilities
and outputs that could
be delivered in order to
meet the investment
objectives.

The Service Delivery
dimension assesses the
full range of alternatives
for how the required
capabilities and outputs
can be delivered, with
an emphasis on which
organisations perform
the required roles.

The Funding dimension
assesses the full range
of alternatives for how
the required
capabilities and

outputs can be funded.

The Location dimension
assesses the full range of
alternatives for where the
facility could be located.

The Implementation
dimension assesses the
full range of alternatives
for how the required
capabilities and outputs
can be deployed.
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Te Kaunihera o Ahuriri
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repurpose
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Location

option

Existing location

Abhuriri location

Inland location

Muiltiple locations

Another city

what it is what you don't get at this level

* The facility is located on the Napier foreshore * The opportunity to break the linkage with the past

* The facility is constructed on a repurposed site on the waterfront at » Continuity of the National Aquarium of NZ brand at an iconic location
Ahuriri * Re-use of any of the existing facilities

* The facility is constructed on a greenfields site in Napier away fromthe ¢ Direct linkage to the ocean and leveraging of that in the exhibits
foreshore » Continuity of the National Aquarium of NZ brand at an iconic location

* There are some elements of the facility located on the foreshore or at « Clarity of communication to visitors about where the facility is actually
Ahuriri located
» Other components are at an inland or remate location * Low capital or operating costs

» Continuity of the National Aquarium of NZ brand at an iconic location
* Re-use of any of the existing facilities
* Atimely decision and implementation

* A new facility is constructed at a location elsewhere in Aotearoa New
Zealand

Implementation

option

Core build

Core + extend

Big bang

what it is what you don't get at this level

* The core facility is constructed in a single stage with no specific * Specific provision for future expansion

planning for future expansion

* The core facility is constructed in a single stage
* Provision is made for expansion, contingent on future funding

* Lowest possible construction cost due to some planning costs and site
provision for future expansion

* Low construction costs
* An early start on the new facility due to the time and cost necessary to
build the expansion at the same time as the core

* The core facility and all planned future expansions are constructed at
the same time
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explored in more detail on subsequent pages

Investment Objectives

The investment objectives were derived
from the challenges identified during the
process.

To better understand the value of cultural intellec-
tual property as a commercial and cultural invest-
ment. Enable the participation of Mdori in the
investment opportunities presented by Project
Shapeshifter, with the purpose of maintaining
authority over the cultural intellectual property
promoted through Project Shapeshifter.

To develop and implement Aotearoa-specific
ways of educating people about the importance
of healthy oceans in order to help change the
human behaviours that are negatively impacting
the oceans.

To provide a facility that cares for marine
animals in order to meet the tikanga, regulatory
and moral obligations to see to the welfare of
other species, and to treat them with respect.

To provide a high-quality visitor experience for
locals and visitors in order to increase
engagement with the oceans and its ecosystems
in a way that is compelling and drives return
visits.

Kaupapa Ohanga | Options
Analysis

The preferred option is identified by adding together the preferred
components. The resulting facility design and operating model is

Scope

The Scope dimension
assesses the full range
of alternatives for the
scale and extent of the
capabilities that could
be delivered in order to
meet the investment
objectives.

Extend & repurpose

* Reuse portions of
existing building

* Construct a new facility
of around 6,500m?

In summary:
To summarise the diagram below, the components logically document the
various considerations in determining the preferred option. For Scope, the
most efficient approach is to reuse the viable portions of the existing building
and augment that with a new high standard facility.

The Services have the core focus on conservation and education with a high-
quality tourism experience as a necessary outcome and which underpins the
facility's financial sustainability.

Service Delivery structures need to enable a powerful, enduring collaboration as
well as spread the financial responsibility across key partners. In this proposed
model, all facility staff would be employed by the new community Trust owner.

The conservation and education purpose of this facility means that it will be
able to access a wide range of Funding (community, philanthropic, corporate,
trusts and foundations, and, local and central government) to complement
the income the facility generates through commercial activity (ticket sales,
selling experiences, hospitality and retail).

The preferred Location is Marine Parade in Ahuriri Napier as it places the
rich narrative of Maui in context. It will also capitalise on mana whenua's
commitment to the existing National Aquarium of New Zealand and the
historic foundation of the Hawke's Bay Aquarium Society. It also enables
current aquarium infrastructure efficiency. Investing in the proposed new
facility in Hawke's Bay will deliver on regional growth objectives.

The preferred Implementation approach is to stage the development and focus
on the core new facility in the first instance. Provision has been made for

Services

The Services dimension
assesses the full range
of alternatives for the
range of capabilities
and outputs that could
be delivered in order to
meet the investment
objectives.

Entertain +
educate +
action

* There are engaging
exhibits that provide a
compelling reason to
visit

® There is information
about the issues
affecting the oceans

® There is information that
motivates people to
change behaviours

Service
delivery

The Service Delivery
dimension assesses the
full range of alternatives
for how the required
capabilities and outputs
can be delivered, with
an emphasis on which
organisations perform
the required roles.

Trust operated

* An independent Trust
operates the facility

* NCC provide an
operating grant

* No staff are directly
employed by NCC

* Opportunity for grant
funding to support
operation of facility

Stage 2 as well as on-going upgrades which drive return visits.

Funding

The Funding dimension
assesses the full range
of alternatives for how
the required
capabilities and
outputs can be funded.

Council + others

¢ Various funding sources
- including private
sector, central and
regional government, the
community and NCC -
contribute portions of
the capital costs

Location

The Location dimension
assesses the full range of
alternatives for where the
facility could be located.

Existing location

* The facility is located on
the Napier foreshore

¢ Close to the CBD for
activation

Implement

The Implementation
dimension assesses the
full range of alternatives
for how the required
capabilities and outputs
can be deployed.

Core + extend

* The core facility is
constructed in a single
stage

* Provision is made for
expansion, contingent on
future funding
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Preferred Option

60

To deliver a national design icon:

* That articulates our unique Aotearoa / New
Zealand and Pacific Narrative.

* That embraces the cultural landscape and
natural attributes of the location.

* A sustainable and resilient and future proof
design that takes into account sea level rise,

storm surges and hundred year flood events.

* A design that enhances the local
environment, rather than dominates it.

* That Hawke's Bay, Ngati Kahungunu and
New Zealand can be proud of.
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Building concept | Whai/te ika-a-Maui  —

Patiki/te ara moana —

Ki te ao marama —

Te Ara Moana refers to the path of the ocean. When visitors
arrive at the site they will follow a processional path that first
takes them to the ocean side of the site to connect with the
sights, sounds and smells of the ocean and away from the world
of concrete and cars, before travelling a processional path that
makes provision for customary welcome.

The site itself mimics the patterns carved by water in the
braided rivers and the ocean floor, referencing the Patiki, or
flounder design, and will be landscaped to reintroduce dunes
and marshes.

The architectural design references the Whai, or Stingray,
representing Te lka-a-Maui, the great fish of Maui we know as
the North island. The Maui narrative plays a key role in the
concept for the new Centre located in Te lka-a-Maui, the fish
hook of Maui, Hawke's Bay.

The collective of buildings represents a Huihuinga Whai, or
gathering of sting-rays, assembled to form a kainga, or village of
Tangaroa, god of the ocean.

'Ki te ao marama'’ refers to a journey to light and enlightenment.
The visitor journey follows Mdori cosmogeny, the creation
narrative as described in the Takitimu teachings of Ngati
Kahungunu.

The journey takes visitors from the dark depths of the ocean, the
domain of Tangaroa, ocean god, towards the coastal domain of
Hinemoana, ocean goddess, and then emerges into the tidal
zone and finally and visitors thetravel into the sky domain of
Ranginui, the sky-father, in a 4D theatre experience.




Open Space

Spirit of Napier

CBD

Port of Napier

National Aquarium

Hospital Hill

Ahuriri Village

Hawke's Bay Airport

Ahuriri Estuary

Cricket Stadium

Star Compass



Te Mariu o Te Whakaaro |
Preferred Option

A number of functional requirements were provided to the architects
to shape the new facility and the use of the site.

Minimum Viable Product

The proposed two Stage facility is the minimum viable product. The three
major tanks are the minimum set required to awe and inspire visitors whilst
the other major exhibits (e.g. penguins) complete the logical New Zealand
geographical story.

Design and construction phasing have been structured to enable an
efficient transition.

Without Stage Two there will not be:

*  exhibits featuring Kiwi, Tuatara or Tuna eels which are popular current
exhibits.

* enduring external facility resilience nor native saltmarsh habitat.
* completion of the aquatic story from mountains to deep sea.

* transformational collaboration space intended to be provided by the
National Oceans Centre component of the proposed new facility,
and as a consequence, the facility will fail to deliver on an expressed
community need.

esponse

MODULAR: Able to cater for staged approach to development and future
expansion, meaning a series of repeatable smaller forms would work better
than a single large form.

NARROW SITE: Had to work within a long narrow site requiring a design that
could expand North and South.

HEIGHT RESTRICTIONS: The District Plan imposes a maximum build height
below what is optimal for the large tanks which typically require two viewing
levels, significant footings to carry the structural loading and top access.

HABITAT VARIATION: The design needed to suit a range of habitats ranging
from two story high tanks, to small ‘jewel tanks’, to covered and semi-covered
outdoor exhibits, meaning significant variation in height of exhibits.

BACK OF HOUSE: The form needed to accommodate sufficient space for
back-of house functions.
@ Site (62M)

VISUAL INTEREST -WITHOUT OBSTRUCTION: The extent of footprint meant
it was not practical to do a single large shell design as it would create a large
visual obstruction on the waterfront and not be sympathetic to the residential
scale of surrounding development.

NATURE BASED DESIGN: From an aesthetic point of view it was agreed the
design should reference and sit comfortably and lightly within the natural
world of curves and variation of form, rather than adopting more sterile
rectilinear forms.

COVERED, SEMI-COVERED AND UNCOVERED SPACE: The roofing design
needed to allow for variation in height and the ability to extend the roofscape
to cover outdoor exhibits.

LAYERING: The design needed to respond to the plan for resilience meaning a
layering approach was needed to accommodate both the wet and dry levels.

Public Path

O

17.5M Height Limit (12m above grade)

e

15.5M Height Limit (10m above grade)

7.3M (N) Exhibit Level 1 @

{ i1

@ Building Height Limitations
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@ Adjacent building scale and density

5.5M (E) Level 1
””””””””””” 3.8M (N) Basement Level

@ Distance to CBD / Marine Parade density

-.38M Low Tide




Embedded in its context the building it becomes part of a natural buffer between the ocean
and the city. Its scale is sensitive to the built context, and its rippling form feels at home seated
in a native dune scape. The composition reads clearly as a gathering. This architectural
language allows for long term campus growth that reinforces a cohesive overall design.

Site Concept | Patiki te Ara Moana
» oroach

Creating a sens

The design extends the National Aquarium site from the car park north of
the Junior Bike track to the Spirit of Napier sculpture at the south in an
effort to:

¢ Allow the Aquarium to build a symbiotic relationship with the Central
Business District by improving access to the aquarium and allowing local
business to benefit from an increase in aquarium traffic.
* Leverage the existing density of programme on the Marine Parade by
bringing the Aquarium closer to the existing recreational and civic prograr
onsolidate Aquarium parking with othe el eleld s

S tC Q c 1 . o -
ners t L

* Create alearning

e ——
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The resulting master plan proposes two stages outlined below

(Expansion Project and Master Plan) of the proposed development
with space for a possible future research centre.

|

EXPANSION PROJECT

MASTER PLAN

Marine Research
Centre + Parking

(Not in Scope)

Reconstructed
Tidal Marsh

Education,
Admin

Forest /
Mountain,

Temporary
Gallery

4D Theatre

Loading Primary
NANZ

Expansion
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Reconstructed
Sand Spit

Group
Loading,
Bus Parking

Deep Sea
Exhibit,

Marsh
Boardwalk /
Ara Moana

Ocean Centre -
Collaboration and
Conference Facility,

Education,
Administration

-—..

Parking

Public Path

STAGE ONE: EXPANSION PROJECT

Existing Building:

*  Demolition of unfit portion of existing Aquarium
*  Repurpose current usable space as:

e Temporary holding facility during construction of
Primary NANZ expansion

*  Repurpose for administration and education
Expansion build:
* Hard landscape including parking areas and pathways
*  Te Rau-o-Kiwa Orientation Lobby
* Tangaroa Deep Sea AV experience
*  Turtle Sub-tropical Reef Tank

*  Sharks & Rays Temperate Reef Tank

Kelp Forest Tank

*  Rocky Shore Tide Pools

*  Rocky shore Crash Tank

*  Rocky Shore Penguins

*  Estuary Stingray Touch Tank
* Jelly Jewel Tanks

*  Hospitality and retail spaces

*  Portion of exterior habitat around expansion building
including sand spit and tidal marshes

STAGE TWO: FULL MASTER PLAN
Existing Building:

* Relocate administration and education function to the
new National Oceans Centre building

*  Develop Forest Mountain Kiwi exhibit
*  Develop atemporary exhibit space
Expansion extension :

e New administration, education and Oceans Centre
building

* 4D Theatre

* Deep Sea exhibit

*  Estuary, Beaches and Shorebirds exhibit

*  Estuary, salt marsh and invertebrates touch area
*  Mangrove Forest

»  Jewel Tanks (small feature tanks)

*  Completion of full landscaping plan including
reconstructed sand spit and tidal marshes

/



He Whare Hou | Building
Concept

The habitats within the new facility have been carefully selected.

»
TANGAROA ’

| SUBTROPICAL
| TANK

JEWEL
TANKS

JELLY
TANKS

The key habitats within the facility have been chosen to reflect the core
components of Aotearoa New Zealand's marine environment and to enable
a greater connectivity with the day-to-day experiences of visitors with the
oceans surrounding our six hundred plus islands.

Attention is given to the propensity to position species through the eyes of
indigenous cultures alongside matauranga Maori knowledge.

The subtropical tank highlights what is taking place above the ocean floor
(in the water column) and creates a perspective of the wider extent of our
oceans' reach, well beyond the horizon.

The temperate tank will showcase the species that inhabit our continental
shelf, out to the horizon that most people can see from a local beach, in order
to show the life that we are immediately affecting by our actions but may
never have come into contact with.

The kelp forest gives visitors a look underneath a blanket that many see from
the shore but are anxious at venturing below. The roof above it will be open
to the sky and it will be cut daily as it grows.

It also provides for real experiences such as touch tank opportunities for
visitors.

ESTUARIES

BRACKISHWATER
TOUCH

| ya

'I MARAMATANGA

12 4 d

TEMPERATE
TANK

REEFS

The penguin area delivers as important connection to the marine seabird
populations, given that Aotearoa New Zealand has the largest variety of
seabirds breeding of any country in the world.

The rockpools and touch tanks engage people in an area that is most familiar
to people who visit the coast.

From a functional perspective, the focus on local Aotearoa New Zealand
ecosystems also means the costs of meeting water temperature and
treatment requirements can be reduced in comparison to tropical exhibits.

The multi-story design of the key tanks also means visitors get multiple
perspectives on the various habitats and a richer experience of the ocean
life that surrounds us. Big tanks create the awe and inspiration.
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He Whare Hou | Building Concept

Te lka-a-Maui - A symbol of national
significance

It was agreed the design needed to reflect that this
is a site of national significance, meaning it would
need to architecturally stack up against other
national icons including Te Papa, Te Puia, Puke Ariki,
Zealandia and the Waitangi Grounds amongst
others.

It was also agreed the design would need to be
'‘postcard’ worthy to attract attention and gain
profile within the tourism fabric and in doing so
needed to reflect Aotearoa New Zealand, the
Pacific and Maori design creating an icon for Te
Matau-a-Maui Hawke's Bay.

To this end a range of concepts were explored
that might fit with the functional requirements,
ultimately adopting the tarawhai stingray concept
that first and foremost fits the functional brief, but
also fits the cultural, aesthetic and aspirational
brief to develop a national icon.

The biomorphic inspiration of the Whai stingray informs a
building block that is highly adaptable to programmatic needs
of the interior, while maintaining a distinct identify. The

resultant spatial language is as flexible as it is iconic.
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He Whare Hou | Building Concep

_$_ 17.5M
1:"&” ________ R
=
o
10.4M L

Resilience $ 80~ (3088 160 YEAR FLOGO)

=y SEA LEVEL RISE + STORM SURGE + 100 YEAR FLOOD /_

@ Cut + Fill of Site

@ Main Exhibit Level Raised to 7.3m

sea levels, storm surges and hundred-year flood
events.

A further analysis is needed to calculate the
carbon budget of the proposed facility and its
development project and the mitigation that
could occur by the proposed saltmarsh habitat
restoration.

7.3M - (N) LEVEL 1
6.5M - (2065 100 YEAR FLOOD)

@ Flood Proof construction at or below grade

@ Locating non critical pieces of program at or below grade

@ Landscape as a retention basin

crvensanss s 23N - (W) LEVEL 1
----- woeEfh 6.5M - (2065 100 YEAR FLOOD)

\@ Locating equipment above the floodplain

.................... .q;. 2.8M - [N) BASEMENT

OUTDOOR
EXHIBIT DECK

OPEN TO EXTERIOR
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Te Wheako | Visitor Experience

Identifying and developing the key experiences

The eight key experiences were developed by:

* |dentification of the key features and functions needed based on
outcomes of extensive stakeholder engagement, spanning the
identification of key species, ecosystems, cultural, educational and
conservation objectives.

* Theidentification of the core drives of visitor attraction and interest.

*  Benchmarking against how other facilities ‘package & promote’ the
experiences they offer.

*  Seeking to create a narrative that describes the breadth of offering.

* lllustrating some of our key points of difference, in particular referencing
the Pacific and Mdori environmental knowledge.

Whilst these eight key icons do not illustrate the full breadth of what is
proposed, they provide focus to the offering and ease of communication of
what is on offer.
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TE RAU O KIWA
Pacific Circle

Visitors are welcomed into the

Pacific Talking Circle and
orientation space.

HINEMOANA
Ocean goddess

Sway within the giant Kelp
Forest in the presence of
Hinemoana.

TOHORA
Whales

their song of welcome.

KORORA
Little Blue Penguin

Feeling a Little Blue? Our
penguin and tidal pools will
cheer you up.

Enter the domain of Tangaroa,
god of the sea as whales sing

HONU
Turtle

The great Pacific explorer and
connector.

WHAI
Ray

Get in touch with Te
ika-a-Maui, the great fish of
Maui.

MANGO
Shark

Kia tlpato. Be alert as you are
surrounded by sharks.

MARAMATAKA
Environmental Calendar

Be guided by the Moon, stars
and species in the immersive
4D Theatre Experience.




Te Wheako | Visitor Experience

VISITOR EXPERIENCE
MASTER PLAN

EDUCATION BUILDING ADMIN BUILDING

As visitors move beyond Te Rau-o- Kiwa, our
Pacific Talking Circle, a place of ceremonial
welcome, orientation and performance, they
will descend into the dark depths of the @  Education
ocean realm of Tangaroa and Hinemoana.

The first experience is a dark sensory AV
experience being surrounded by the sights
and sounds of marine mammals where

Oceans Center Conference

visitors will drop down into the basement

level underwater world moving past the sub-

tropical reef tank and onto jellies, sharks
and rays, and then through to the Giant Kelp
Forest tank where they will be mesmerized

by the swaying kelp hair of Hinemoana,

Kiwis
goddess of the ocean. BASEMENT LEVEL
FOREST / MOUNTAINS o
Visitors will then ascend and emerge past : R : B
. . A Salt Marsh: .
the wave crash pool into the tidal zone Invertebrates Touoh @ S @ asier

that includes the penguin enclosure, and
(following Stage Two) on to the 4D immersive
theatre experience that will bring Maori
science of land, seq, sky and species to life.

‘ Tide Pools . Crash Tank e Kelp Forest Tank e Temperate Reef Tank o Jellies / Jewel Tanks e Subtropical Reef Tank

ROCKY SHORES
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Te Wheako | Visitor Experience

Begin your adventure being welcomed into Te Rau-06-
Kiwa, our Pacific speaking circle. You will hear indigenous
voices of the Pacific Rim talk about this ocean we know
as Te Moana-nui-a-Kiwa The Great Ocean of Kiwa. This is a
place of welcome, of gathering and sharing knowledge, a
place for convening Pacific voices. This is where speakers
gather to share their views and knowledge.

Then, tentatively entering the darkness of the domain of
Tangaroa, you will be immersed in the sights and sounds
of enormous marine mammals swimming overhead as
you journey towards the coast of Te Ika-a-Maui The Fish
of Maui.

Along your journey you will encounter graceful honu
turtles, our connection and link across Te Moana-nui-a-
Kiwa, and be awed by the silent stealth of our mango
sharks and whai rays, before arriving at the domain
of Hinemoana, ocean goddess. Truly mesmerized by her
swaying hair in our giant kelp forest, you will be anchored
in place watching the diverse array of wildlife in front of
you, schooling, swimming, hiding and exploring.

Emerging through our exhilarating wave crash pool, you
will encounter fascinating rock pool life before strolling
across to our penguin encounter to be entertained by
our cute little waddling characters of the coast. Are you
brave enough to pop up in the middle of their enclosure?

Let little bluey, our korord penguin guide, show you around
the rest of our tidal pools and on to our whai ray touch
pool, to see and touch them as they gracefully glide
past. Discover the story of Maui, fishing up the largest
tarawhai stingray, the North island of New Zealand.

You will discover our taonga species, species of incredibly
important cultural value that have sustained people for
generations, patiki flounder, tuna eel, wai koura freshwater
crayfish, and inanga juvenile Galaxids we know as
whitebait.

Then lie back and rest your legs in our immersive
theatre experience that brings to life Mdori knowledge
of astronomy, maramataka the environmental calendar,
and how these relate to seasons and the migration of
species. Discover the genealogical connections across
Polynesia through the stories of Maui, migratory species
and ocean voyaging waka and pacific peoples’ stories
pertaining to Tangaroa.

In every step of your journey you will gain conservation
insights from both scientific and indigenous knowledge
systems and better understand the contribution you can
make to being part of the solution.

Finally, take some time out for retail therapy, buy some
unique mementos of your journey, and enjoy a coffee,
cup of tea, meal and other refreshments.

Note: The 4D Theatre Experience is part of Stage 2

70  NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019> ECONOMIC CASE




Utu Waihanga | Investment
Profile

By engaging and bringing together design and quantity surveyor expertise, Ongoing capital costs

the project has been able to develop a range of estimates that are reasonably
robust but that would require more in-depth analysis to provide greater than
90 percent confidence levels.

Initial capital costs

*  The initial capital costs associated with the preferred option are
projected at a total of $77.5 million. This includes raw construction
costs of $65.6m and contingency of $7.0 million. Escalation totals
$4.9 million across the construction period.

* Included within the raw costs are construction of the new building
(3,702m?2), initial refurbishment of the existing building (1,974m2),
demolition of the older section of the existing building (1,400m?2),
new external exhibits (646m2), landscaping, decanting and
relocation costs, consent costs, fixtures & fittings, and tanks.

Real fit-out replacement costs are equal to $1.5 million every five
years with the first refurbishment occurring in FY29.

Real exhibition refurbishment costs are equal to $3.2 million every
ten years with the first renewal occurring in FY34.

Total nominal ongoing capital costs associated are projected at a
total of $23.1 million between FY 29 - 49.

Model has been developed on four year build timeframe and
twenty five year operational timeframe.

Debt financing

*  Debt financing peaks at $23.9 million in FY25 with total interest of
$3.5 million incurred.

* Debt financing is planned for given the Revenue Generation
Strategy estimates eight years to raise the $40 million. This could
be circumvented through an interest free loan.

Initial capital costs
NZD$000 FY21 FY22 FY23 FY24 FY25 FY26 Total :
Construction 500 11,986 23,678 19,923 9,338 140 | 65,565 repaymen
Contingencies - 1,750 2,975 1,750 525 - 7,000 90,000 1
Total real initial capital costs 500 13,736 26,653 21,673 9,863 140 72,565 80,000 -
Escalation - 385 1,513 1,872 1,152 21 4,943 o 70,000 {1
Total nominal initial capital costs 500 14,120 28,167 23,545 11,015 160 77,508 é 60,000 -
50,000 A
40,000 -
Construction funding shortfall until debt repayment 30,000 -
NZD$000 FY21 FY22 FY23 FY24 FY25 FY26 FY27 Fy28| Total 20,000 1
Construction capex _ (500) (14,120) (28,167) (23,545) (11,015) (160) - -| (77,508) 10.000 1
Opex (revenue generation fees) (507) (577) (716) (651) - - - - (2,451) !
Interest - 5 (91) (432) (809) (878) (794) (383)|  (3,388) '
Required (1,007) (14,697) (28,974) (24,628) (11,825) (1,038)  (794)  (383)| (83,346) Fy21
Less: fundraising 5,633 14,047 20,456 12,098 5,500 3,922 2,144 933 | 64,733 )
Total 4,626 (651) (8,518) (12,531) (6,325) 2,884 1,351 550 | (18,613) : ﬁ?:rset::c“on CaDEX

Construction cumulative funding shortfall until debt

FY22 FY23 FY24 FY25 FY26 FY27 FY28

== Opex (revenue generation fees)
Fundraising
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Utu Waihanga | Investment
Profile

Revenue Generation Strategy

The Revenue Generation Strategy (RGS) process assessed whether private
funding is available which, together with Te Kaunihera o Ahuriri Napier
City Council and Government funding could redevelop the current Whare
o Tangaroa National Aquarium of New Zealand in Ahuriri Napier into a
substantial aquarium and marine conservation organisation.

Project Shapeshifter's RGS finding is that private funders will support the
aquarium redevelopment if it:

* Be accorded an appropriate Mdori title.

* Be accepted as a national institution linking to key overseas
institutions.

* Be located in Te Matau-a-Maui Hawke's Bay but be a truly iconic
national flagship for environmental conservation.

*  Showcase live marine species.

* Contribute strongly to Te Matau-a-Maui Hawke's Bay tourism
brand and economic growth.

* Interprets Te Ao Maori The Maori Worldview and showcases
kaitiakitanga stewardship.

*  Provide conservation education.
*  Change human behaviour in favour of conservation.
* Take place in a significant, eco-friendly building.

Based on the research and the views expressed by interviewees and potential
donors, a single $40,000,000 campaign would not succeed at present.
However, assuming fundraising campaign can get underway without
significant delay or public controversy this amount can be achieved in two
successive campaigns each for $20,000,000.

The Revenue Generation Strategy Stage 1 goal would seek to achieve
$20,000,000 outlined in Table 1.

Revenue Generation Strategy Stage 2 (Table 2) will seek further funding from
some Stage 1contributors, solicit new funding prospects, and will incorporate

a major community fundraising event aimed at mass participation and
developing a widespread sense of ownership of the national aquarium.

The Stage 2 fundraising campaign will also position the aquarium for
ongoing funding through sponsorship, membership, ongoing grant
applications and philanthropy.

Further details of how the campaign will run, its risks and milestones are
included in the Implementation Plan (Appendix 5).

The Revenue Generation Strategy recommends that:

e Te Kaunihera o Ahuriri Napier City Council consider the
campaign fundraising beyond initial government contributions
in two parts, a RGS Stage 1 goal of $20,000,000 and then a
RGS Stage 2 goal of $20,000,000.

When the project moves to Stage 2 of the fundraising campaign for
the remaining $20,000,000 the project and campaign will be in much
better shape to proceed and to capture people who are not enthused
at present. By then it will have much greater definition, the governance
structures will be in place, the leadership will be known, and the early
funders will be well informed about the project.

Response of interviewees (HNW individuals, Corporates, Trusts and
Foundations, Iwi):

* Showcase species and exhibits - 83 percent positive and
strongly positive.

*  Boost tourism - 87 percent positive and strongly positive.

e Maori knowledge, history, conservation practices - 81 percent
positive and strongly positive.

e Conservation Education - 91 percent positive and strongly
positive.

* Conservation Research - 78 percent positive and strongly
positive.

e Change behaviour re environment - 91 percent positive and
strongly positive.

Notes: the Revenue Generation Strategy was not tasked with assessing
donor funding towards any annual operational expenditure shortfall and
which is recommended herein.

Furthermore, this RGS 540 million is only towards the capital expenditure of
Stage One of the new National Aquarium and Oceans Centre at present, not
towards subsequent stages or operational expenditure.
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Table 1: RGS Stage 1

Sector Goal

$7,500,000
organisations

Additional Government sources $2,500,000

New Zealand charitable foundations and $1,500,000

gaming trusts

Overseas Trusts and Foundations $1,500,000

Hawkes Bay and NZ individuals and families $3,000,000
$1,500,000

Marine industries

Table 2: RGS Stage 2

Iwi, hapu and related business organisations $2,000,000

$2,500,000
Additional Government sources $6,000,000

New Zealand charitable foundations and gaming [EyRsJs[eXe[e[¢)
trusts

Overseas Trusts and Foundations 51,500,000

Hawkes Bay and NZ individuals and families $1,000,000

National Companies $6,000,000

Hawkes Bay and Napier businesses $1,000,000
Local community in Napier and Hawkes Bay $500,000




Utu Waihanga | Investment

Profile

Nationally Significant, Shared Investment

The National Aquarium and Oceans Centre is intended to be a national
facility where the stories that are significant to our heritage as a nation can
be heard and understood. But constructing and operating a facility of this
scale is beyond the financial abilities of local ratepayers - so there is a need
for the funding of the new facility to be equitably spread between sectors
and regions.

Facility Co-Funding

Detailed analysis during the business case process has resulted in proposing
a mixed commercial and public funding approach for the facility. Critical
for this to succeed will be the nature of the governance and operational
frameworks that underpin the entity.

The four core areas requiring funding will be:
1. Stage 1Initial capital expenditure requirements of $77.5m
2. Ongoing operational expenditure shortfalls Yr1 $2.6m and beyond

3. Ongoing operational expenditure renewal requirements $1.5m every five
years and real exhibition refurbishment costs equal to $3.2m every ten
years.

4. Stage 2 capital expenditure requirements $31.2m outlined in Appendix
18 (RLB Quantity Survey estimates).

Funding partners have been identified as the Te Kaunihera o Ahuriri Napier
City Council, Government, Sponsors (including social investors) and donors.
The term social investors refers to those individuals or entities who value
return on investment (ROI) based on social, cultural, environmental and
wider societal outcomes before standard financial returns.

Construction costs and contributions

It is unlikely that sponsors, donors and social investors would fund building
envelopes or “generic areas” where there cannot readily be some form of
recognition or acknowledgement.

Existing Buildings
Similarly, treatment (repurposing/decommissioning/demolishing) of existing
premises is also unlikely to attract sponsor, donor or social investor support.

Exhibition Costs and Contributions
This is key area where sponsors, donors or social investors are more likely to
want to connect with the project.

That said it is important that relative shares of true costs be apportioned
appropriately across all core areas including “glamour areas”.

The associated Table is an indicative apportioning of costs across the funding

partners according to the criteria outlined above to show how funding might
be spread;

* FF&E = Fixtures, Furniture and Equipment

*  One offs = include initial marketing, animal recovery, animal transfer,
staff mobilisation

¢ Note the shortfall totals $18.6million.

Whatever is finally agreed it will be imperative to show that funding
partnerships are real, committed, based on a shared understanding and
relative to capacity to fund against what the new facility can realistically
be expected to deliver across social and economic returns on investment
expectation.

National Aquarium of New Zealand Trust

Funding Model
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Operating Model

There will be key stakeholders involved in how the facility operates.
Project Shapeshifter is seeking a full co-governance and co-management
approach for the National Aquarium and Oceans Centre and a commercial
partnership for construction of the facility that will help give effect to this.

The vision is for a facility that allows the voices of all stakeholders - Ngai
Mdaori and Ngdi Pdkehd - to be heard, and for the Crown-Mdaori Partnership
to be brought to life within the National Aquarium and Oceans Centre. And
as the nature of the stories and the perspectives will deepen and change
over the years, only full co-governance and co-management can provide the
flexibility needed for the facility to develop and grow. At the same time, it is
possible that the facility may need to be further developed as the appetite

Te Kaunihera o Ahuriri Napier City Council has analysed the various
governance and management approaches and concluded that an
independent Trust, acting with full authority and Council support, will provide
the best vehicle for the aspirations of iwi, the community and the nation to
be realised (Appendix 9).

With this in mind, Council ownership of the National Aquarium and Oceans
Centre makes little sense, as the Trust will need the flexibility to chart its
own path. Commercial partnering will provide the agile approach to how the
National Aquarium and Oceans Centre can be sustainable and expanded,
as well as providing a vehicle for the correct organisations to be financially

of New Zealanders for authentic and compelling stories about our oceans involved in the facility.

grows, and clearly there are other supporting facilities that could be added
to the precinct, expanding its environmental and cultural relevance.

Land lease
Annual operating grant Lease payments .
Te Kaunihera o Ahuriri 4 National Aquarium and <

The National Aquarium and
Oceans Centre building
maintenance

Regular reporting Oceans Centre Trust

L] L] L]
Napier City Council
The property owner constructs the facility on the
Council-owned foreshore as per the agreed specifications, and
undertakes maintenance on the structure. In return, the
property owner receives lease payments.

An independent Trust provides governance for the National
Aguarium and Oceans Centre. The Trust has has an
independent Chair, and members from Ngati Kahungunu, the
Napier City Council and key experts such as aquarium and
conservation specialists.

Te Kaunihera o Ahuriri Napier City Council provides a lease on
the foreshore land for the facility at a nominal figure, along
with an operating grant for the facility. It receives regular
reporting from the National Aquarium and Oceans Centre
Trust and appoints a number of Trustees.

Accountability Governance

National Aquarium
and Oceans Centre
management
Management employs staff and volunteers, operates the
facility in accordance with the decisions made by the Trust,
and in compliance with the National Aquarium and Oceans

Centre's kaupapa, legislative and regulatory obligations, in
order to meet the objectives set down by the Trust.
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Operating Model

The graph at left shows the source of visitors to the
aquarium following the opening of the facility. The mix of
people is likely to change over time, depending on factors

——  such as the frequency of exhibit renewal and wider
alterations to the mix of international arrivals to New
Zealand. These effects have been modelled in the economic
assessment in the Appendix 8.

Visitor numbers are projected to increase
significantly.

Research was undertaken by Colmar Brunton to gauge
public attitudes to converting the existing facility into
a National Aquarium and Oceans Centre. The report
concluded:

233,900

197,241
*  Support for the National Aquarium and Oceans

Centre is strong and broad based. This is not only
a reflection of people's excitement about the _—

draft concept but the strong relationship New 184,900
Zealanders have with the marine environment,

both attitudinally and in terms of the activities The graph at right provides the forecasts for visitors of all types

they engage in near, on or in the ocean. Our to the aquarium. It is assumed that the first full year of new
Y 999 exhibits is 2025 and there is likely to be a drop off in 2024 as the

160,500

imi — 148,200
close proximity to the ocean and care for the new build nears completion. The lower value is a pessimistic !
environment is a fundamental driver of this. scenario for the number of visitors, while the upper value is an

optimistic scenario. The middle value reflects the current visitor
*  For many, this love and care for the ocean is not numbers and historical growth trend.
at all costs. It needs to be balanced against the 111,500

health of the economy and growth. It is important
for the project, assuming it gets the green light to
proceed, to demonstrate value for money in terms
of project costs to keep New Zealanders on side.

*  The cultural story around Maori and Pacific Rim
people has potential to be a strong differentiating
factor for the centre, especially if it ties back to
education and conservation.

* Intended visitation in the next five years is
significantly higher for the National Aquarium
and Oceans Centre (46 percent) compared to
the current National Aquarium (14 percent). This
would exceed Te Papa's intended visitation though
people at this stage are responding to a proposed
concept so caution is advised.
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Operating Model -

Director

Personal & Admin CKé:ihaultE(jZ.S)
i ultural Adviser
There will be a mix of paid staff and volunteers. Assistants (2) T

As the experience of the Monterey Bay Aquarium demonstrates, having one-

on-one interaction with staff and volunteers is the key to a high-quality visitor

experience, as well as providing the greatest opportunity for people to learn

about the practical and everyday steps they can take to improve the health
of the oceans.

As the chart at right shows, the core staffing is made up of paid employees

supported by a large number of part-time volunteers. Paid staff are used Commercial Manager

Education Manager

where: Head Curator Merchandise
i ifi i ; Curation Team (9) Engagement Team (7.5)
* There is a specific requirement for people to be available for regular incl.2 Hospitality Lead
hours throughout a rostered work week . . o S
Financial Controller Operations Leader Head Vet designated Hospitality Team (7)
e The sk.ills .ore spfeciolisec?l or technical, and suitable qualifications and Senior Accountant HR Lead & H&S (2) Vet Team (3.5) Maori roles
expertise is required to fill the role. Accounts Assistant T 3) Visitor Services
However, the greatest number of people are volunteers. As institutions Facilities (9} Head Diver & Volunteer Team (3) Lead
overseas have demonstrated, sophisticated aquariums are a magnet for aCliities Safety Officer 150 Volunteers Reception (9)
volunteers at all levels and ages, ranging from children to octogenarians, who Dive Team incl
are all inspired to engage with the animals, their habitats and the cause of t lit ' ) ) |
educating others about the oceans. water qua |(\]’-1) Evaluation Business Devde opment
management & Research Lea
There is a committed volunteer workforce at the current National Aquarium, Bus. Dev. Team (4)

and the intention is to build on the skills and expertise of these people to grow
a larger and more diverse group of volunteers for the new facility.

Giving back to Volunteers

According to Volunteering New Zealand (2017) New Zealanders make a significant for an organisation or helping a person from another household. Despite
contribution to the social development, economy and environment of New Zealand its significance, volunteering is under pressure, with the 2016 Volunteering
through their engagement in volunteering. The United Kingdom’s Charitable Aid New Zealand State of Volunteering survey noting the following issues that
Foundation, which investigates and increases understanding of charitable giving are also relevant in Hawkes Bay: volunteer ageing, reduced volunteer time
and philanthropy, positions New Zealanders as the western population that most and reliance on the same volunteers across different roles. Rarely however
often participates in volunteering. In the year ending March 2013, volunteer labour in is volunteering professionally managed by paid staff whose role it is to build
organisations contributed $3.5 billion (1.7 percent) to New Zealand's gross domestic capability amongst volunteers, so giving something back for their donated
product and the 2016 Statistics New Zealand General Social Survey found: "a time and which is how Monterey Bay Aquarium has built such a strong
strong commitment to volunteering with one in two New Zealanders volunteering volunteer programme.
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Facility Development

Financial modelling

A 29-year annual financial model (approx. four years construction plus twenty
five years operation) has been built to forecast revenue, operational costs
and capital costs. The financial model also allows the impact of changes in
factors such as visitor numbers, financial performance, and project cost to
be understood.

Output summary

The total capital cost of the preferred option is $77.5 million
which includes $65.6 million of construction costs, $7.0 million
in contingency and $4.9 million associated with cost escalation
during the construction period.

Real fit-out replacement costs equal $1.5 million every five years
and real exhibition refurbishment costs equal $3.2 million every ten
years.

The facility will be funded from a combination of local councils,
central government, investors and donors. During the construction
period debt financing is used ahead of all donations coming in (the
final donations of a total $40m are expected to occur in FY29).
The debt is used to finance both construction capital expenditure

and operating costs associated with revenue generation until the
facility is opened (FY25). An equity injection of $18.6m is forecast to
occur in FY28 to repay the debt. Ongoing funding for replacement
of the fit-out and exhibitions renewal and operational shortfalls
will also be required to be funded.

*  Revenue in FY25 of $4.4 million is driven by approximately 132
thousand visitors (this represents eight months of operations).
In the first full year of operations (FY26) revenue of $6.7 million is
driven by approximately 196 thousand visitors.

e Operating costs in FY25 (eight months of operations) largely
represent staff costs ($4.2m), insurance ($0.4m), maintenance
($0.4m), and marketing ($0.2m). Operating costs of $9.6 million
in the first full year of operation (FY26) largely represent staff
costs ($6.4m), insurance ($0.6m), maintenance ($0.6m), marketing
($0.4m), other overheads ($0.3m), energy ($0.2m).

*  Nominal inflation of 2.8 percent per annum. has been applied
unless stated otherwise.

-  __ __ swmay_ |

NZD$000

FY22 FY23 FY24 FY25 FY26 FY27 FY28

FY29 FY30|FY31-FY49 Total

Revenue
Opex
Interest
Capital costs

- - - 4,369 6,655 6,631 6,898
(577) (716) (651) (6,508) (9,614) (9,444)  (9,697)
- (91) (432) (809) (878) (794) (383)

(14,120) (28,167) (23,545) (11,015) (160) - -

7,165 7,778 240,873 280,370
(10,002) (12,215)| (365,399) (425,329)

(1,871)

(3,388)
(21,183)| (100,562)

Sub-total
Depreciation

(1,007) (14,697) (28,974) (24,628) (13,964) (3,996) (3,606) (3,183)

- (1,547)  (1,550)  (1,550) (1,550)

(4,707) (4,437)| (145,710)( (248,909)
(1,550) (1,924) (45,901) (55,573)

Total position

(1,007) (14,697) (28,974) (24,628) (15,510) (5,547) (5,156) (4,733)

(6,257) (6,361)| (191,611)(304,482)
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Cost Benefit Analysis

Cost Benefit Analysis

The costs and benefits have been

assessed across multiple dimensions.

Social Return on
Investment

Three methodologies have
been used to forecast the
economic and social return on
the proposed investment:

Economic Impact
Assessment
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CBA is an analysis of a decision to proceed with the project compared to an alternative of “do nothing”. The standpoint is the total economic value
created or destroyed from a New Zealand-wide societal perspective. CBA involves the following stages:

« Identify the range of economic, social, and environmental costs and benefits that it may expect in moving from a "business as usual” or "do
nothing” to a “with the project” scenario.

* Quantify the costs and benefits, using accurate estimates of monetary value for tradable goods and services, and proxy monetary values for

non-traded costs and benefits, namely the negative and positive externalities, using established techniques.

« Identify a "business as usual” (counterfactual) scenario and one or more "with the project” scenarios and the value of the difference in outcomes
between these scenarios, which demonstrates the impact of moving from business as usual to a different, project-based future.

« Allocate costs and benefits over a suitable project evaluation period, typically 25 years. Initial costs are usually associated with preparation and
then construction, whilst revenues and benefits tend to flow once the project is up and running.

* Generate performance measurements using discounted cash flow techniques for both costs and benefits. All values are expressed in

"present-day dollars” or capitalised using a discount rate. Essentially, this makes an allowance for the fact that typically, a dollar's worth of

benefit received today has a higher value than a dollar's worth delivered some years hence.

SROI measures and accounts for a wider concept of value for the attainment of multiple bottom lines than traditional CBA. It was originally
developed in the US by the Roberts Enterprise Development Fund in the mid-1990s and has been further developed by the New Economics
Foundation and the Scottish Government in the UK since the late 1990s. It is widely used in the UK social enterprise sector to assess
organisational impact and is endorsed by the UK Cabinet Office. SROI has a widely applicable stakeholder emphasis and standard methodology.

SROl is based on traditional economic cost-benefit approaches, and assigns a monetary value to social outcomes using proxy variables that serve
in place of un-observable or un-measurable variables . Social outcomes measured this way span a wide range of private (e.g., reduced stress, social
confidence, sense of safety and enjoyment ) and societal (e.g., social networks) factors that consider the "soft” benefits of activities. Through the
assignment of monetary values to social outcomes, the value of social outcomes can be compared against the level of investment required to
produce the benefit. The ratio provides a measure of value for money.

SROI analysis can be retrospective or prospective, encompass the value generated by an entire organization or focus on specific programmes or

projects. There are two broad types of SROI:

* An evaluative SROI, which is conducted retrospectively and is based on actual outcomes that have already taken place.

* Aforecast SROI, which predicts how much social value will be created if the activity achieves the intended outcomes, which is the methodology
used for this business case.

The purpose of EIA is to understand the economic development effects of a proposed project by measuring how much it stimulates activity in the
local, regional or national economy in terms of GDP , employment and household incomes. EIA differs from CBA which is an exercise to determine
an action's net national welfare effects in terms of the efficiency of resource use.

An ElAis based on and inter-industry or “input-output” tables, which measure how the different sectors of an economy are interrelated .
Specifically, the input-output tables measure the inputs that each sector requires from other sectors to produce its own outputs. These producers
in turn, will require input from their own suppliers, and so on. The input-output table can used to derive multipliers that estimate the impact that an
increase in activity in a sector has on GDP, employment and household incomes. The resulting impacts comprise the following:

* Direct effects. The new facility will draw upon local industries, for example tourism operators and hospitality services, and therefore directly
stimulate the regional economy.

« Indirect effects. Construction and operation of the new aquarium will require inputs from a number of other industries inside and outside the
region. These suppliers, in turn, will draw upon their own suppliers, and have a cascading effect.

* Induced effects. The cumulative direct and indirect effects will result in increased employment, and hence increased household income. A
proportion of this new income will be spent in the regional economy and give rise to further economic stimulus.

The total economic impact is the total of the direct, indirect and induced effects. In addition to the economic impacts estimated, the project will
have other economic effects that are not quantifiable within the EIA framework such as on investment confidence, local authority infrastructure
and finances.

All three methodologies have been used to forecast the economic and social return on the
proposed investment. Detdails of the findings are provided on the following page, and the
workings are contained in Appendix 16.




Cost Benefit Analysis

There are clear social and economic benefits from investment in a
new and significant National Aquarium and Oceans Centre.

The Economic Case shows the net economic impact the expansion will have
over the next twenty-nine years.

As explained in previous pages the approach employed to financially forecast
the economic and social returns on investment associated with the Te
Whare Tangaroa o Aotearoa The National Aquarium of New Zealand project
consisted of three core components.

e Economic Cost Benefit Analysis (CBA)

e  Social Return on Investment (SROI) (note social includes environmental
in this methodology)

e Economic Impact Assessment (EIA)

FIGURE 1 ECONOMIC & SOCIAL BRIDGE
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Economic Impacts

Construction is estimated to:

Generate $31 million of regional GDP, with a further $50 million of
national GDP for a total of $81 million.

Generate regional employment of 410 FTE, with 535 FTE employed
elsewhere for a total of 944 FTE.

Estimated to boost regional household incomes by $11 million p.a.
and national incomes by $28 million p.a.

Operation is estimated to:

w
=
]

(i

EV & SO benefits

Generate $17 million p.a. of regional GDP, with a further $9 million
p.a. of GDP for a total of $26 million.

Generate regional employment of 152 FTE, with a further 14 FTE
employed elsewhere for a national total of 166 FTE.

Estimated to boost regional household incomes by $7 million p.a.
and national household incomes by $8 million p.a.

Results

Figure 1 pertaining to this page summarises the results of the Economic

Impact and Social Return on Investment Analysis in the form of a "value

bridge” that combines the economic value creation with social outcomes:

An estimated $45 million (present value 2021) of combined
economic and social value is attributable to the project.

There is net contribution of $40 million from increased economic
activity associated with visitors.

There is a net contribution of $179 million associated with the
social outcomes for visitors, staff and volunteers.

Capital and operating costs are -$174 million.

The benefit: cost ratio is 1.26x.

HB regionl Yr.0to4| Yr.5to9 Yr.10to 24 | Continuing Total
Enjoyment Real PV$m $3 $20 $42 $65
Connect to marine environment. Real PV$m $5 $31 $64 $100
Engagement with learning Real PVSm S1 $4 $9 $14
Civic pride Real PV$m S5 $31 $65 $101
Environmental awareness Real PV$m $1 $9 $18 $28
Job satisfaction & opportunities Real PV$m S8 $51 $107 $166
$0 $0 $0 $0
Less DD&A social outcomes Real PV$m -$16 -591 -5189 -$295
Total Social outcomes Real PV $m $8 $55 $116 S0 $179
Impact Measure HB region | Rest of NZ I Total NZ HB region | Rest of NZ | Total NZ
GDP
Direct Sm S12 S11 $23 S12 S5 S17
Indirect $m $13 $30 $43 $4 $2 $6
Induced $m S6 S9 $15 S2 S1 S3
Total Sm $31 $50 $81 $17 $9 $26
Employment
Direct FTE 164 221 385 92 0 92
Indirect FTE 180 159 339 40 10 49
Induced FTE 66 155 221 21 4 25
Total FTE 410 535 944 152 14 166
Household Income
Direct $m S5 S5 $10 S5 SO S5
Indirect $m S4 S8 $12 S2 S1 S3
Induced $m S1 S5 S6 S1 S1 S1 *
Total $m $11 $17 $28 $7 $1 $8 A
N
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Risk and Uncertainty -

The risks of implementing

and operating the solution © Identification (2] Analys'is: cmc.:l (3 ) Mitigation (4] Impact Revision © Decision Making
have been carefully Quantification
assessed.
Conduct workshops to identify Collate the information Develop the mitigation actions Reviewthe appropriate project Re-analyse the risks to assess
the risks to implementing the gathered from workshop that will reduce the probability documents to make sure they the revised probability and
preferred option sessions with the project team of the risk occurring are aligned with the risk analysis impact after the mitigations
have been implemented
Analyse the linkages between Develop the mitigation actions Quantify the effectiveness
the risks and link them together that will reduce the impact of that the action will have in Present the information in a
to understand how risks can the risk if it does occur reducing the risk, based on the form that allows stakeholders
build up during the project . o ) ) knowledge of the project team to make an informed decision
N Link the mitigation actions with - about the residual risks of
Quantify the probability that the project to make sure the Quantify the confidence proceeding with the project
the risk could occur based right steps are being taken (or quality)in the project
on the knowledge of the documentation or action, based
project team on the knowledge of the project
team

Quantify the impact that the
risk would have based on the
knowledge of the project team

The following pages provide the analysis for each of the two events that the Te Kauniher o Ahuriri Napier City Council is seeking to manage:
*  The risk that the facility will not be delivered on time, within budget or to the required standard.
*  The risk that the project will not achieve the benefits that are being sought.

Each assessment identifies the risks and links them into their causal chains, so that decision makers can see the inter-relationships between them.
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The project is unclear
about its require-
ments for the facility

Risk and Uncertainty

Staffing estimates
are inaccurate

Animal welfare or
other issues come to
light, raising com-
plexity and costs

The design is not fit
for purpose

Construction costs
are higher than an-
ticipated

In accordance with more advanced risk management methodologies,
the implementation risks for the facility have been assessed using a
bow-tie analysis, as shown in the diagram below.

On the below diagram are the risks that could cause the outcomes not to be
achieved - these risks are managed by preventing the risk from occurring, or
minimising its severity. These risks are managed generally through design,
either of the facility or of how it is operated, and education and engagement
with stakeholders. On the right are the consequences of the risks on the left
not being managed, which are primarily reputational in nature.

The people or organi-
sational design is in- Operating costs are
adequate higher than expected

The costs are too

The agreed budget is
too low at the outset

There is insufficient
construction or de-
velopment capacity

There is a lack of fu-
ture-proofing in the
design

The timelines are un-

realistic

The budget for the

development grows

to an unaffordable
level

There are arbitrary
reductions in scope
due to time or cost

The project runs over

time and the facility

does not open when
promised

high to be out-

fits

weighed by the bene-

The project does not
deliver its full scope

The facility is not de-

livered on time or to

budget, or is not fit
for purpose

Key:

Risk description

Consequence

Traditional or social
media criticism of NCC
escalates

Questions are raised
about NCC staff
competence

Public perceptions of
political or opera-
tional mismanage-

ment arise

Loss of trust and
confidence in NCC

consequences, addressed by

causes, addressed by
corrective actions

preventative actions

NAPIER

CITY COUNCIL

Te Kaunihera o Ahuriri

e

ECONOMIC CASE< NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019 < &1



Risk and Uncertainty

There are a number of risks that could prevent the benefits being
realised.

In comparison with the relatively straightforward risks associated with
delivery of the project, the benefit realisation risks are significantly more
complex to manage. The nature of the risks means that it is difficult to
quantify either the probability or the likelihood with any degree of rigor, as
there are a significant number of interlinked challenges, and the analysis
reflects this.

While some benefit realisation risks can be mitigated as part of the design
of the facility, other risks that could lead to suboptimal outcomes are beyond
the control of any facility or institution. This is because the desire to be
educated and change behaviours as a result is subject to individual desires,
preferences and states of mind.

Forinstance, thereis arisk thatvisitors mayfeeltheir actions will be ineffective
or futile given the scale of the environmental and climate challenges facing
the oceans. A large part of this sentiment may be due to external influences
such as media coverage, social media-based information and conjecture,
and the influence of friends, family and other peer groups.

It is obviously not possible for this to be entirely reversed with a single visit to
the National Aquarium and Oceans Centre; however, the facility must play
its part in providing the information and resources necessary for people's
attitudes and behaviours to change, and this obliges the design team and the
aquarium staff and volunteers to do the best possible job of communicating
that change is both necessary and possible.

The design is effective but
the implementation of the
design is poor, leading to
suboptimal outcomes

The facility design is poor,
leading to poor educational

outcomes for visitors

The experiences, exhibits
and educational material
’ are not well aligned,
esulting in confusion
isit . s .
The staff and volunteer visters . VI. I:tors I
resourcing is insufficiently educated
insufficient, resulting in about the issues
alack of one-on-one affecting the oceans
education oloN ore
after visiting the facility

Visitors do not change
behaviours that
adversely affect the
oceans after visiting

There is insufficient the aquarium

actionable information
for visitors, leading to
uncertainty about the
actions they should take

The role of people in '
creating the adverse
outcomes for the oceans  Visitors come away ac!uarium "_“d the
is not understood by from the aquarium daily behaviours of
visitors feeling that their visitors
actions are futile or
will be ineffective
given the scale of the
challenges

There is ineffective
linking between the
experience of the
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These risks could lead to the visitor experience
being primarily defined by entertainment, resulting
in the facility not realising its potential and the
investment in educational capabilities being
wasted. Most of these risks are amendable to
mitigation through the design phase of the facility.

These risks could lead to visitors being both
entertained and educated, but failing to take the
everyday actions that will directly impact the
environment and the oceans, resulting in
ineffective investment in the aquarium. Most of
these risks are amenable to mitigation through the
design phase of the facility.
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Financial Modelling

Assumptions

The financial model on the following pages is not intended to provide an
accurate forecast of actual expenditures on a new National Aquarium; rather,
it's purpose is to compare the options on a like-for-like basis at a high level
so an informed decision can be made about the correct investment strategy
for Te Kaunihera o Ahuriri Napier City Council. It will provide guidance on the
likely variations between the alternative options in relative terms, even if the
absolute expenditures ultimately vary from the numbers given overleaf.

The model is sensitive to the following variables:

*  The actual costs of construction, which can only be known once
the detailed design for the facility is completed and final estimates
have been obtained from the Quantity Surveyors.

*  The actual cost of capital for the Council and the private sector
at the time of construction, which in turn will be subject to
macroeconomic factors that are outside the Council's control.

e Construction cost inflation in the interval between a decision
being made and the commencement of construction.

By their nature, financial models are simplified versions of the complexities
of real-life accounting. Many actual costs can only be known in retrospect
rather than in advance, so all financial models will suffer inaccuracies that
can only be known about and corrected after the time for decision-making
has passed. Readers should therefore note that the purpose of the modelling
is to allow comparisons to be made at a high level- it is not to provide a
hundred percent accurate forecast of the actual expenditures of the Council.

Financial modelling

A 29-year financial model (four years construction plus 25 years operation)
has been built to forecast revenue, operational costs and capital costs. The
financial model also allows the impact of changes in factors such as visitor
numbers, financial performance, and project cost to be understood.

Output summary
* The total capital cost of the preferred option is $77.5 million
which includes $65.6 million of construction costs, $7.0 million
in contingency and $4.9 million associated with cost escalation
during the construction period.

Real fit-out replacement costs equal $1.5 million every five years
and real exhibition refurbishment costs equal $3.2 million every ten
years.

The facility will be funded from a combination of local councils,
central government, investors and donors. During the construction
period debt financing is used ahead of all donations coming in (the
final donations of a total $40 million are expected to occurin FY29).
The debt is used to finance both construction capital expenditure
and operating costs associated with revenue generation until the
facility is opened (FY25). An equity injection of $18.6m is forecast to
occur in FY28 to repay the debt. Ongoing funding for replacement
of the fit-out and exhibitions renewal and operational shortfalls
will also be required to be funded.

Revenue in FY25 of $4.4 million is driven by approx. 132 thousand
visitors (this represents eight months of operations). In the first
full year of operations (FY26) revenue of $6.7 million is driven by
approximately 196 thousand visitors.

Operating costs in FY25 (eight months of operations) largely
represent staff costs ($4.2m), insurance ($0.4m), maintenance
($0.4m), and marketing ($0.2m). Operating costs of $9.6 million
in the first full year of operation (FY26) largely represent staff
costs ($6.4m), insurance ($0.6m), maintenance ($0.6m), marketing
($0.4m), other overheads ($0.3m), energy ($0.2m).

Nominal inflation of 2.8 percent per annum has been applied
unless stated otherwise.

The following pages outline in more detail:
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Revenue

Operating costs
Initial capital costs
Ongoing capital costs
Depreciation

Operating cashflow

Government Funding Strategy

Furthermore, this Detailed Business Case has been developed according
to the Five Case Model in order to be submitted to the Provincial Growth
Fund. The case is made at the outset of this Detailed Business Case that this
initiative is of national significance. The Provincial Growth Fund is the initial
Government funding source being sought. However, other government funds
are relevant for ongoing operational funding for example for environmental
education and conservation outreach support the two key purposes required
of the project by Government in undertaking Project Shapeshifter.

Given this Project, like other nationally significant facilities would benefit
from collaborative partnerships a much wider discussion on innovative
partner funding models is required across local and central Government,
sponsorship and donor opportunities. This is critical given the importance of
the web of relationships required to access and secure such funds. A further
exploration of relevant Government funds which could be contributed is
required and could include:

e other government funding sources e.g. Vision Matauranga
Capability Fund,

e interest free loans,

e similar funding arrangements as other nationally supported
facilities (Te Papa, Waiouru Army Museum, Waitangi Treaty
Grounds) such as application free Lottery Funds, and,

* relevant agency contributions and funding programmes from
Department of Conservation, Ministry of Education, Culture and
Heritage etc.

This clearly goes to the core of the ideal partnership, ownership and
operating model for the proposed National Aquarium and Oceans Centre
being explored thoroughly, and which requires further development and
discussion amongst interested parties.




Visitor #'s to NZ Attractions 2017-18

Financial Modelling

1,600,000
1,400,000
1,200,000
1,000,000
800,000
500,000
400,000
200,000 .
o mm Fomm—| J— [l e
International Kelly National National Pukaha Te Papa Te Puia  Whale Watch Zealandia
Antarctic Tarlton's Aquarium Army National Tongarewa Maori Kaikoura Ecosanctuary
Centre Agquarium Museum Wildlife National Culture &
Centre Museum  Geothermal
Breakdown of visitors to NZ attractions
Analysis of Visitor Pools * Hobbiton was excluded because of the significant international 100%
The analysis to drive potential visitor number estimates included marketing exposure received through the Lord of the Rings trilogy. 80%
60%
. . .. o A0%
Identify key potential visitor pools: Assess the impact of NANZ Improvements: oo I I I I II II
6
* Hn= Hmll sBl Em HE_Ei= H__ Hfm
e International - Free and Independent Travellers (FITs) * Introduce impact assessment on visitor numbers for initial opening International  Kelly National  National Pukaha Te Papa TePuia  Zealandia
interest increoses, Agtarctic ;arltu.n's Aquarium MA”“y TS:ETI T(I:Ing.arev‘.'a cl\l.flaﬂn'& Ecosanctuary
. |I’1terh0t|0n0| _ Cru'se VISItOrS entre quarnum useum nalire ational ulture
. o . Centre Museum  Geothermal
* five yearly significant exhibit changes, and,
M International W Domestic rest of NZ M Local ( <1hr)

*  National - Overnight stay visitors
* ten-year major exhibit changes, consistent with international best

*  Regional visitors - within two hours' drive practice.
The number of visitors are a primary driver for revenues.

*  Local visitor - Ahuriri Napier and Heretaunga Hastings VISITOR FORECAST SCENARIOS (ROSY, TREND, BLEAK)

Identify relative visitor pool growth projections: 350,000 350,000 *  Admission revenue is based on forecast visitor demographics.
*  Population growth - a conservative 2.1 percent national growth figure 300,000 300,000 *  Retail shop sales are based on a $1.82 (excl. GST) spend per visitor in
rather than the regional growth estimates of 5-10 percent (ex Statistics current prices. This is based on historical spend rates of the current
NZ) was applied. 250,000 250,000 aquarium with the potential for upside given the new Café facilities
) . and longer visit length of patrons.
* International FIT numbers - a conservative 3 percent growth rate rather 200,000 200,000
than the NZTE/Tourism NZ projections of 4-5 percent was applied. ' ' * Food and beverage sales are based on a $1.30 (excl. GST) spend
) o ) 150,000 | -atuammmese=t® 7T | LoaeesT . 150,000 per visitor. This is based on historical spend rates of the current
*  Cruise Ship Visitors - a conservative 5 percent growth rate rather than ’ .- - = = = No opening effects ' . . ) ) . )
- S TS I I I I T Hordcadt visitars aquarium with the potential for upside given the expected increase
the Cruise NZ prediction of 10 percent wasused. === i T inth lity of handi ffered
100,000 I Opens 100,000 in the quality of merchandise offered.
Establish baseline capture rates within visitor pools and potential changes 1 O O I i Trend -
, . e Other real revenue of $1.0 million per year relates to sleepovers,
to future capture rates: 50,000 L Y I O fespy' [ Frpad+3p 50,000 i ) pery P
L R 'Bleak’ Trend -3a animal encounters, and educational events.
I
* Initially the capture rate for each pool was established. This proved 0 Opens 0
rather difficult in areas other than the cruise ship visitor numbers which 2021 2026 2031 2036 2041
could be more easily separated from the total visitor numbers.
* Then a level of projected capture increase over time was applied across Revenue
ek es NZD$000 FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34|FY35-FY49 Total
P ’ Admission revenue 2,827 4,179 4,023 4,081 4,134 4,414 4,425 4,332 4,442 4,556 86,331 127,743
c . £ other kev NZ Tourist d . . Retail shop sales 242 357 344 349 354 377 378 370 380 390 7,384 10,925
omparative assessment ot other key ourist destinations Food and beverage sales 172 254 245 248 251 268 269 263 270 277 5,250 7,768
) . . ) Other revenue 671 1,007 1,007 1,007 1,007 1,007 1,007 1,007 1,007 1,007 15,098 24,828
Te Papa Tongarewa National Museum (Wellington), Waitangi Treaty Total real revenue 3912 5797 5619 5685 5745 6066 6079 5972 6,099 6229 | 114,062 | 171,265
Grounds (Bay of Islands), Te Puia Maori Cultural and Geothermal Escalation 457 858 1,013 1,212 1,420 1,712 1,933 2,120 2,396 2,690 93,293 | 109,105
(Rotorua), the National Army Museum, (Waiouru), Kelly Tarlton's Aquarium Total nominal revenue 4,369 6655 6631 6898 7,165 _ 7,778 8,012 _ 8,092 _ 8,495 _ 8,919 | 207,355 | 280,370

(Auckland), Pukaha National Wildlife Centre (Wairarapa), Whale Watch
Kaikoura & the Antarctic Centre (Christchurch).
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Financial Modelling

Operational Expenditure
*  Labour costs are built up based on an initial organisation structure

Depreciation

which includes 87 FTEs and 150 volunteers. These numbers
escalate in-line with the number of visitors.

NZD$000 FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34|FY35-FY49| Total

Initial capital costs 1,547 1,550 1,550 1,550 1,550 1,550 1,550 1,550 1,550 1,550 23,252 38,751
Fit-out/ exhibition refurbishment - - - - - 374 374 374 374 374 14,951 16,822
Total depreciation 1,547 1,550 1,550 1,550 1,550 1,924 1,924 1,924 1,924 1,924 38,204 55,573

*  Variable operational expenditure includes:

*  Shop stock purchases calculated based on 56 percent of retail
shop sales;

*  Marketing based on 7.5 percent of admission revenue; and

*  Café purchases are based on 62 percent of food & beverage

sales.

e During FY25 (eight months of operation) fixed operational
expenditure largely relates to insurance ($0.4m) and maintenance
($0.4m), and costs associated with revenue generation ($0.5m). In
the first full year of operations (FY26) fixed operational expenditure
largely consists of $0.6m insurance, $0.6m maintenance.

* Astep change in maintenance costs is expected in five years after
opening (FY30) where real maintenance costs increase to $1.7m.

Operating costs

Depreciation

*  Depreciation on the initial capital costs is based on a 50-year
useful life beginning at the start of the operational period (FY25).
Total depreciation incurred between FY21-FY49 is $57.6m.

e Depreciation on the fit-out replacement is based on a five year
useful life. Total depreciationincurred between FY21-FY49 is $9.3m.

e Depreciation on the refurbishment of exhibitions is based on a ten-
year useful life. Total depreciation incurred between FY21-FY49 is
$7.5m.

NZD$000 FY21 FY22 FY23 FY24| Total
Labour - - - - -
Other variable opex - - - - -
Fixed opex 507 561 678 599 2,345
Total real operating costs 507 561 678 599 2,345
Escalation - 16 38 52 106
Total nominal operating costs 507 577 716 651 2,451

g Operating costs
NZD$000 FY24 FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34|FY35-FY49 Total
Labour - 3,738 5,607 5,403 5,479 5,547 5,913 5,927 5,806 5,950 6,098 | 114,970 | 170,438
Other variable opex - 446 659 635 644 652 696 698 683 701 719 13,618 20,150
Fixed opex 2,345 1,644 2,108 1,964 1,870 1,820 2,918 2,918 2,918 2,918 2,918 43,766 70,105
Total real operating costs 2,345 5,827 8,374 8,002 7,993 8,019 9,527 9,543 9,407 9,568 9,734 | 172,354 | 260,693
Escalation 106 681 1,240 1,442 1,704 1,983 2,688 3,035 3,339 3,759 4,204 | 140,455 | 164,636
Total nominal operating costs 2,451 6,508 9,614 9,444 9,697 10,002 12,215 12,578 12,746 13,328 13,939 | 312,809 | 425,329
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Financial Modelling

S T T T Operating Cashflow

Pre-opening operational shortfall N . hf] . e duri h . | iod. Additi | funding iniecti il b
NZD$000 FY21 FY22 FY23 FY24 Total Gt F)perotmg cas on is negative urlng the operationa perlo. - |t|ono. unding injections will be
REVELTE - - - " - required to fund operations as well as the fit-out replacement/exhibition refurbishment.
Opex (507) (577) (716) (651) (2,451) *  Operational funding injections of $2.1m are required in the first year of operations (eight months in FY25).
Interest _ _ — = (91) (432) (523) Injections of $3.0m are required in the first full year of operations (FY26).
Total nominal operating costs (507) (577) (807) (1,083)| (2,974)

Operational shortfall

FY21 -
NZD$000 FY24 FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34|FY35-FY49 Total
Revenue - 4,369 6,655 6,631 6,898 7,165 7,778 8,012 8,092 8,495 8,919 207,355 280,370
Opex (2,451) (6,508) (9,614)  (9,444)  (9,697) (10,002) (12,215) (12,578) (12,746) (13,328) (13,939)| (312,809)| (425,329)
Interest (523) (809) (878) (794) (383) - - - - - - - (3,388)
Total nominal operating costs (2,974) (2,948) (3,836) (3,606) (3,183) (2,836) (4,437) (4,566) (4,654) (4,833) (5,020)( (105,454)( (148,347)
Cumulative funding injection required Funding injection required
100,000 H 15,000 -
10,000
50,000 H
o ° 5,000
-
]
pl 1 sl 1 1
s, |- o 1]
(15,000) f
(100,000) -
(20,000) H
(150,000) - (25,000) -
FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34 FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34
mmmm Revenue wmmmm Opex =mmmm Capital Cumulative injection === Revenue  =mmmm Opex === Capital Non-cumulative injection
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Commercial Case

The model for delivery of this project is likely to be 'traditional’ in nature
rather than a 'design and build" or other method. This is due to the highly
specialised nature of the facility to be delivered.

Some aspects of the build can be ring-fenced as discrete packages of
work. This will enable tendering to be spread across different engagement
approaches. Building envelope construction for example can be via open
tender on price quality criteria. However, it is preferable that specialist
services such as tank construction and Life Support Systems be via a pre-
selected tender also on price quality criteria.

This means that some engagement can be carried out via open Tenderlink
type method whilst other will go through an Expression of Interest and
invitation to tender method.

Framework

It is considered best-practice for councils to use the government's approved
procurement framework, as this can significantly reduce the time taken to
select and appoint suitable suppliers.

The necessary suppliers can be selected by tender or from an existing panel,
which will be based on pre-established criteria. Typical selection criteria
include the previous experience of the company and people in the design
and construction of similar facilities, as well as price.

The procurement strategy defines the procurement process for the project.
This may be prepared internally by the Council or externally, such as by the
project manager or architect. The procurement strategy will consist of the
following elements:

* Investment objectives - definition of the project objectives, risks
and constraints and their effects on the procurement process.

* Policy frameworks - definition of the guiding policies and
frameworks that relate to the scope of the project, from both the
Council and government.

*  Project scope - a clear description of the project scope required to
achieve the objectives.

* Tendering approach - open, pre-selected, closed, negotiated, sole-

source. It must include provision for indigenous procurement.

Contracting type - the delivery method that is best suited to
achieve the project objectives and mitigate project risks.

Selection of consultants - the process for consultant selection and
the criteria for selection.

Selection of contractor - the process for contractor selection and
the criteria for selection.

Contract form and payment mechanism - the most appropriate
contract form to manage the project risks, and how the payment
mechanism will be defined within that contract.

Specific contract mechanisms - specific contract mechanisms for
this type of facility.

Roles and responsibilities - delegations and clarity of authority
and responsibility.

Key requirements and documents - specific documents for this
type of facility.

Roles and responsibilities

There are a number of roles required for the procurement of the proposed
investment. The project manager will typically prepare the procurement
strategy, tender documentation and scope, and manage technical inputs
to the procurement documentation, with the assistance and guidance of
the Council's procurement team.

A critical role is the Council's Senior Responsible Officer, who has suitable
delegation and authority to approve the procurement steps. Another critical
role is the interface between design and operations. This role focuses on
providing clarity for approvals to handover the facility to the Council.

Other key roles include technical and consultant support:
*  Project management and reporting
*  Mgaori cultural advice with deference to Ngati Kahungunu kawa
e Urban planning advice

e Technical advice (architect/cost consultant/other technical
disciplines)

e Financial advice

* Legal advice.
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Commercial Approach

Service

Project Manager

Required scope

Responsible for delivery of the project scope, cost, time and quality, including procurement of the team to achieve the outcomes. Reports to the Project Sponsor. Involved from initiation through to handover to operations. Can be an internal resource or externally procured. Can
sometimes include design management to support the design coordination role

Project Engineer

Responsible for the administration and management of the construction contract

Project Mdori Advisor

Responsible for mana, te reo me ona tikanga, building and curatorial design advice, pardkau, matauranga
Provides clear direction in engagement with Ngati Kahungunu and Ngai Mdori

Quantity Surveyor

Responsible for developing and agreeing the capital cost estimation methodology. Also updating the project control budget and providing assessments for variations and progress claim certificates. Scope to include whole-of-life costs for plant selection

Architect

Typically lead consultant, and responsible for the provision of detailed design drawings and technical specifications and monitoring the construction in accordance with New Zealand Institute of Architects observation levels 1-5 to achieve the intent of the design. Responsible
for building consent process, lodgement, responses and obtaining approvals

Structural Engineer

Provides detailed design drawings, technical report and technical specifications
Provides construction monitoring during the construction phase, assists with design-related issues in accordance with IPENZ construction monitoring levels 1-5, and as per scope of services
Provides certification of design in accordance with relevant standards and to achieve the Code Compliance Certificate (CCC)

Fire Engineer

Provides detailed design drawings, technical report and technical specifications
Provides construction monitoring during the construction phase, assists with design-related issues in accordance with IPENZ construction monitoring levels 1-5, and as per scope of services
Provides certification of design in accordance with relevant standards and to achieve CCC

Mechanical/HVAC/hydraulic/electrical
engineer

Provides detailed design drawings, technical report and technical specifications
Provides construction monitoring during the construction phase, assists with design-related issues in accordance with IPENZ construction monitoring levels 1-5, and as per scope of services
Provides certification of design in accordance with relevant standards and to achieve CCC.

Civil Engineer

Provides detailed design drawings, technical report and technical specifications
Provides construction monitoring during the construction phase, assists with design-related issues in accordance with IPENZ construction monitoring levels 1-5, and as per scope of services
Provides certification of design in accordance with relevant standards and to achieve CCC

Geotechnical Engineer

Provides detailed design drawings, technical report and technical specifications
Provides construction monitoring during the construction phase, and is responsible for dealing with the site ground conditions, foundations and groundwork required
Provides certification of design in accordance with relevant standards

Planning Officer

Provides consenting strategy, schedule of consents required, specific planning advice, assessments of environmental effects and scoping of technical assessments, and includes lodgement and processing support for the resource consents

Legal Advisor

Provides legal advice as required for planning, consenting and compliance purposes

Construction Contractor

Constructs the facility to the supplied designs, managing all subcontractors as required

Exhibit water services engineer

Approach
Open tender

Ensures that the design enables optimal water conditions for life support

Summary Rating

The open procedure is suitable where the contract is straightforward, with a
limited requirement for specific skills/technical capacity, and where there is a
limited number of potential contractors/consultants. It allows for a combined

g s There are a variety of methods for tendering, which include open, pre-selected, closed, negotiated and sole-source tendering. In turn,

Pre-selected tender

there are several delivery models available, which represent varying degrees of complexity, risk, innovation, client involvement and

The pre-selected tender is suitable when specific skills/technical capacity are )
programme influence.

needed and there is a limited number of potential contractors/consultants.
Advice should be sought from specialists in procurement

Existing procurement panel

Irrespective of the process to select the required consultants and the construction company for the project, an evaluation framework
will be used to assess the offerings available from the various interested parties. This uses four criteria:

Typically, an existing procurement panel will have a pre-qualification for
specific skills/ technical capacity. This is a potential approach if access to an
existing panel, with a specific facility skill-set, is demonstrated

Competitive dialogue

This procedure should only be used for complex contracts where the local Price - has the tenderer demonstrated good value for money?
authority does not have defined service requirements or is not able to
identify clearly its legal and/or financial requirements. This procedure is most

; : i Knowledge and experience - Has the tenderer demonstrated good knowledge of the requirements? Have they demonstrated
commonly used for high-value and innovative contracts

Closed tender

their skills through the completion of other/similar projects? What were the outcomes of those projects? Have references from

Similar to the pre-selected tender and suitable for when specific skills/ . .
° " those projects been provided?

technical capacity are needed and there is a limited number of potential
contractors/consultants. Advice should be sought from specialists in
procurement. Provides good platform for indigenous procurement.

* Methodology - Has the tenderer demonstrated a good understanding of the project? And does the process they have outlined

Negotiated tender

Subject to relevant procurement policies, a negotiated tender between no make sense and is it likely to work?
more than two parties may be a suitable procurement approach when specific
skills/technical capacity are needed and there is a limited number of potential .

) : Personnel - Is the tenderer able to call upon people with different/necessary skill-sets to complete the project? And what is the
contractors/consultants. Both parties would need to have relevant experience

Sole source tender

90

risk to the investment should the lead consultant or nominated key personnel leave mid-project?
Subject to relevant procurement policies, a negotiated sole source tender may

be a suitable procurement approach when specific skills/technical capacity
are needed and there is a limited number of potential contractors/consultants.
The party would need to have relevant experience.
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Commercial Approach

The business case and the Master Plan are essential precursors to engaging with the market and obtaining suitable

tenders for the design and construction services required. A Procurement Strategy workshop will be run once
approval for the investment has been given, which will determine the most appropriate procurement method to
achieve the best value for the Council. The workshop will be independently facilitated by a specialist procurement
consultant with design/build experience in similar-sized projects.

It is anticipated that there will be two major procurement components:
1. The design services required to take the concepts to detailed design and consent drawings
2. The construction services necessary to build the buildings and obtain Code Compliance.

It is likely that the greatest value for the Council will be obtained by engaging a specialist construction advisor
before completion of the detailed design. This approach will ensure the design is constructable and will allow the
construction contractor and the designers to develop suitable construction methods (buildability).

As part of this process, it is envisaged that the design architect will play an active role in the construction tender
process and is likely to be a member of the evaluation panel.

In order to increase industry interest in the project, briefings will be held for both the design and the construction.
The Master Plan, business case, Council policies (such as health and safety requirements) and related documents
will be made available to ensure that bidders are both aware of and informed about the project.

An open tender process will be run on TenderLink, and probity advice will be sought throughout the process.

It is likely that any design/construction process will be desirable to the market, as it is exploitable by nature due to
the design/construction work likely being profitable and the lack of the need for a long-term relationship between
the parties. Both the Council and the suppliers are independent of one another and are not reliant on each other
to function, so good project and contract management will be required throughout the project. The likely risks and
their mitigations are shown in the table at right.

Given this context, it is likely that the Council will pursue a tactical competitive relationship with the successful
design and construction suppliers.

Te Kaunihera o Ahuriri Napier City Council is committed to use the opportunity of this project, given its scale, to
also create positive social and local economic outcomes through the commercial development including the use of
local businesses, apprenticeships for enabling those not in education, employment or training (NEET) to be involved.

The Commercial Case does not yet consider the commercial arrangements that will need to be negotiated and
developed between the ownership and operational partners.

Milestone

Pre-Procurement

Description

Purpose

Prepare strategy and documentation

Preparation of all tender documentation including:
+ Agreed procurement strategy

« Consultant request for proposals

+ Contractor request for tenders

+ Tender evaluation criteria

Clarify the scope and requirements of the
procurement process

Procurement

Industry briefing

Meeting with consultants/contractors/ operators to
present project scope and objectives

Consult parties prior to tender with the intent
that planning for the preparation of a tender can
commence

Request for tenders/proposals

Invitation to tender to select group of contractors/
consultants/ operators

Formal tender process to a select group of
contractors/consultants/ operators to bid
competitively for the relevant contract

Receipt of tenders

Close of tender period

Tender evaluation

Process implemented to assess the preferred
contractors/consultants/ operators

Determine the most suited contractors/consultants/
operators to achieve the project objectives

Tender interviews

Interviews of preferred and next preferred
contractors/consultants/ operators

Understand proposition in more detail and discuss
key points of tender

Contract negotiation

Final negotiations once preferred contractors/
consultants/operators selected

Agree on terms of contract

Due diligence

Process to verify that the preferred contractors/
consultants/operators have the capability and
capacity to deliver the contract

Obtain a high level of comfort that the contract
can be delivered on time, within budget and to the
required standard

Contract award

Award of consultant/construction/ operator contracts

Enables preferred party to organise resources

Contract execution

Signing of contracts

Official start date

Early operator involvement

Risk

Suitable companies don't tender

Approach implemented to include operator in design

Probability

briefing

Best value not achieved for NCC,
through inappropriate procurement
process

Mitigation

Tenderlink process along
with appropriate industry

Supports improved teamwork, innovation and
delivery

Responsible

Procurement Manager
Project Manager

Budget blowout

Run a procurement strategy
workshop

Procurement Manager
External consultants

Don't wish to participate in 2-step
process

EOI/RFP Process/
Negotiation to ensure best
value can be achieved

Procurement Manager

Project Manager

External Construction Contract
Lawyer (for Construction process)

Speak to potential
respondents who
have downloaded EOI
documents

Evaluation team not able to reach
consensus for RFP

Procurement Manager

Facilitation of evaluation
session with non-voting
facilitator

Procurement Manager

K
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Management Case

Project Complexity

An assessment has been made of the level of complexity of the National
Aquarium and Oceans Centre project, and this has identified that it a
High Complexity project, primarily due to the number of organisations and
stakeholders that will be involved in the project. These inter-relationships are
shown in the diagram at right.

Typically more complex projects have a higher likelihood of not being
successful, so greater oversight and rigour is needed. This then helps
determine:

*  The appropriate methodology pathway to be used

*  The project management capability level and experience required (i.e.
skills and experience)

*  The appropriate level of project governance (e.g. at what level in the
organisation sponsorship should sit) and who should be included on
the Steering Group).

Information about the project management processes and controls that will
be applied is contained on the following pages.

Hawke’s Bay
community

Hawke’s Bay Local
Government
HBRC

CHB

Wairoa

Hastings

Napier

Central Government
Te Puni Kokiri

Min. Education

Min. Environment
Primary Industries
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VMCF

Tourism NZ

Dept. of Conservation
The Navy

Funders
Lotteries
Philanthropic
organisations
High Net Worth
Individuals
Corporate
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National
Stakeholders and
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Education, Research

National Aquarium

and Oceans Centre
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Iwi and Hapu
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Management Case

The project will be carried out in accordance with internationally

recognised formal project management methods and protocols.
The commencement of a project occurs at the Start Up phase. This allows
for the allocation of initial project resources such as the Project Manager.

Moving between the phases in the project delivery pathway is a structured
process, under detailed governance oversight. Te Kaunihera o Ahuriri Napier
City Council approach to governance and how the phase transitions are
managed is described in more detail below.

The management of the project is also likely to involve the use of a project
specific construction project management software as well as standard Te
Kaunihera o Ahuriri Napier City Council software tools. Contracts will be in
accordance with New Zealand Standards.

Initiate Phase

The Initiate phase includes the activities and processes to develop a full Work
Breakdown Structure (WBS) for the intended work, and the risk profile for the
project is assessed to ensure that decision makers are fully informed about
the likely challenges - including the risks that may arise if the investment
does not proceed.

The project is part way through the Initiate phase, which will conclude with
the approval of the investment by Council.

Deliver Phase
Once the business case has been approved and funding allocated, the
Deliver phase can commence. This is the core of the project, where:

e Highleveland detailed requirementsfor the facility and the experiences
are developed

* Vendors are engaged to assist with the design of the facility and the
experiences, as described in the Commercial Case

*  Contracts for the construction of the facility and the development of
the experiences are let, using the agreed procurement processes

*  Construction of the facility and its required infrastructure occurs, in
accordance with the contract

* The experiences are constructed and commissioned, and the
appropriate species are homed at the National Aquarium and Oceans
Centre once the correct care and management systems and processes
are operational

*  Staff and volunteer recruitment and training occurs

*  Operation of the National Aquarium and Oceans Centre commences
and the completed facility is handed over to the National Aquarium
and Oceans Centre Trust.

Throughout the phase, the standard controls embedded in Te Kauniher o
Ahuriri Napier City Council project management framework are applied,
which occurs through a mixture of processes and systems. Copies of the
relevant artefacts are available on request.

O] @ ®

X Confirm
alignment with
business strategy

X Quantify the benefits
X Develop the Business Case

X Define the value
& benefits

X Determine the most appropriate
approach to delivery the project

X Form up the
project team &
governance
arrangements

Is it worthwhile
to undertake this

Can we successfully execute
the project and enable the
benefits to be achieved?

project?
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Close Phase

The close phase ensures that all deliverables are complete, that costs have
been allocated correctly, that the benefit realisation plan is in place, and
that all residual risks are allocated and are being managed. The final step
in the process is to ensure that the lessons learned from the project are
incorporated into the appropriate Te Kauniher o Ahuriri Napier City Council
registers so that future projects can benefit from the knowledge that has
been acquired.

@

Produce the deliverables and validate they X Review the
meet the specifications expected
benefits

Handover to operational owners
X Review the
Manage the project to the cost, time, and project against
quality targets the agreed
baseline

Did we achieve

Are the assets ready for production? the project's

goals?
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Management Case

Funding, Communications
and Te Reo me 6na
Tikanga

The project has been
divided into a set of
work packages.

Communicates the objectives
and benefits of the National
Aquarium and Oceans Centre to
external audiences

Provides for Mdori language
capacity and promotes
normalization of te reo Mdori in
all project communications and
marketing materials

Develops the detailed fundraising
plans and initiatives for the
capital and operational costs of
the facility

Manages the fundraising
initiatives and solicits the funding
necessary for the project to
proceed

Reports to the Project Manager,
the Steering Group and the
Council on progress towards the
fundraising targets

Infrastructure,

Construction and Cultural

Design Outcomes

Develops the detailed plans for the
National Aquarium and Oceans Centre,
working with the required advisors and
Council officers

Resources and enables ongoing
engagement with Ngati Kahungunu
designers for full inclusion of cultural
design outcomes and stories

Confirms construction budgets and costs
for the facilities

Obtains the appropriate consents and
approvals for the construction and
commissioning

Issues and manages the contracts for all
aspects of the infrastructure and
construction, in conjunction with the
procurement team

Is responsible for construction of the
facility on time, within budget and to the
required quality standard

Commissions the facility and hands it over
to the National Aquarium and Oceans
Centre Trust to operate

Experiences, Education
and Matauranga Maori

Designs the experiences, educational
features and species for the National
Aquarium and Oceans Centre

Designs the visitor experience to provide
the best possible platform to interpret Te
Ao Mdori to a mainstream audience

Provides the requirements and
specifications for the experiences and
species to the infrastructure and
construction team

Oversees the delivery of the internal and
external elements of the design that are
integral to the experiences and the care
of all the species at the National
Aquarium and Oceans Centre

Designs the operational processes
associated with the species homed at the
facility and ensures these meet all
required standards

Hands over operation of the facility to the
National Aquarium and Oceans Centre
Trust

Procurement and Commercial Management

is critical to the successful development of Project Shapeshifter

Project Management

Provides requirements, advice and assurance on the procurement and contracting for all elements of the facility. Works with appropriate
external vendors to ensure contractual obligations are being met, and coordinates validation and audits as required. Indigenous procurement

Manages the planning and delivery of the work to ensure the required outcomes are delivered on time, within budget and to the required quality
standard. Manages project scope, deliverables, risks, dependencies, resources, schedules and budgets, and is responsible for the outcomes.

People, Capability and
Cultural Intelligence

Designs the organisational
structures and job roles necessary
to meet the operational
requirements

Understands the need for a high
level of cultural intelligence
reflected in the role descriptions
and cultural KPIs of each role.

Designs the systems and processes
that enable volunteers to
participate in the National
Aquarium and Oceans Centre

Implements the ICT systems
necessary for the facility to operate,
working with the Napier City
Council

Puts in place the employment
contracts for staff and volunteers
and hands these over to the
National Aquarium and Oceans
Centre Trust
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Management Case

High Level Project Plan (Timelines)

DBC Accepted

RGS - Phase one fundraising programmes

2021

1/4 2022

2/4 2022 (3/4 2022

4/4 2022

1/4 2023

2/4 2023 [3/4 2023

4/4 2023

1/4 2024

2/42024 (3/4 2024

4/4 2024

1/4 2025

2/4 2025

3/42025| 2026

2027

2028 +

RGS - Phase two fundraising programmes

NCC - Contribution
PGF - Contribution

RGS - Funding streams (RGS)

Shortfall Top Up

Expenditure by year

S1im

$14.7m

$29.0m

$24.70

$11.80

S0.2m

Debt Funding

Design and QS detailing and pricing confirmation
Resource & Building consent Process
Building tender and Approval

0.1m

$S0.4m

$0.8m

$0.9m

$0.8m

$0.3m

Shell Construction

Exhibit Installation & Prep

Theme Fit Out

Landscaping

Animal transfer from old facility

Opening and full operation begins

Removal part of old building

Repurpose remaining old building
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Management Case

Governance Framework

The diagram at right shows the project governance and management
structures, which are in line with Te Kaunihera o Ahuriri Napier City Council’s
project methodology and social enterprise development best practices.

Overall governance of the project rests with the major partners contributing
to the project and who seek to be involved in bringing Project Shapeshifter
to life including the Mayor and Councillors, Ngati Kahungunu Iwi Inc., the
Government and others. Oversight of the project will be delegated to a
Project Steering Group led by the Te Kaunihera o Ahuriri Napier City Council
Chief Executive. There is a clear reporting line from the responsible Project
Manager to the governance authority for the project.

As the diagram indicates, there are multiple points where external advice and
input can be received. These range from external assurance at governance
level, through to project and technical advisory groups providing input at the
management level.

This arrangement will shepherd the project through to opening the
independently owned facility and collaborating with the new Trust(s) as and
when they are established.

Project Sponsors

Mayor and Councillors Te Kaunihera o Ahuriri Napier City Council
Ngati Kahungunu Iwi Inc.
Central Government
Other Partner representatives

External assurance

Project Steering Group

Wayne Jack | Chief Executive
Kauhautu | Principal Maori Advisor
Te Kaunihera o Ahuriri Napier City Council Senior Leadership Team
Ngati Kahungunu Iwi Inc. Representative

Project Manager

Technical Advisory Groups

Funding,
Communications and
Te Reo me ona
Tikanga

Infrastructure, Experiences,
Construction and Education and
Cultural Design Matauranga Maori
Outcomes

People, Capability
and Cultural
Intelligence

External vendors and advisors

e

NAPIER

CITY COUNCIL

Te Kaunihera o Ahuriri
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Recommendations

That existing National Aquarium of New Zealand should be
decommissioned and a nationally and internationally significant National
Aquarium and Oceans Centre be built on Marine Parade in Ahuriri Napier
that repurposes the newer parts of the existing National Aquarium of
New Zealand (2002 expansion).

That the proposed ownership structure (Trust) be explored further and
considered againstfunding source and partner perspectives, expectations
and commercial structures. Project Shapeshifter has received feedback
that it preferably be a model that is ultimately co-owned by a range
of interests across Ngati Kahungunu whanui, Napier City Council, (a
combination of) the other four councils in the region, and as such can
attract a wide range of funding/funders.

That relationships are strengthened with Ngati Kahungunu whanui, and
that Ngati Kahungunu lead a national dialogue with Iwi to fully realise the
potential of, and issues related to, the proposed National Aquarium and
Oceans Centre and that a new and appropriate Mdori name is bestowed
on this facility.

That an outreach process is undertaken with Iwi Taketake, Pacific Rim
indigenous nations to establish relationships and explore potential mutual
collaboration.

That central government partner to:

e Commit $15 - $35 million from the Provincial Growth Fund towards
the project to overcome issues with timing, funding shortfall and
the project’s national importance.

* Contribute resources (funds, expertise, policy as required etc.)
from other central government funds and agencies including but
not limited to: Mdori Economic Development, Vison Matauranga,
Education, Conservation, Culture and Heritage, Tourism New
Zealand, Science and Innovation, and the Ministry of Foreign Affairs
and Trade towards the further analysis required until opening day
and in regular grants to the operational facility.

*  Explore the legal basis for a nationally significant facility to assess
whether the Museum of New Zealand Te Papa Tongarewa Act 1992
should be amended to enable the National Aquarium and Oceans

Centre, whether a new Act is required or whether a Trust (social
enterprise model) suffices.

That a bold fundraising programme be designed to encompass a blended
capital model including:

e Te Matau-a-Maui Hawke's Bay councils
e Central Government

e The Ngati Kahungunu Post Settlement Governance Entities and
Ngati Kahungunu Iwi Incorporated

*  Domestic and international philanthropists

* Innovative financing models including but not limited to Impact
Investment and raising an Endowment (to generate income
towards operational costs).

7. That a formal strategic planning process be implemented for the

National Aquarium of New Zealand, with a focus on conservation and
education, to guide its transition to the National Aquarium and Oceans
Centre.

NAPIER

CITY COUNCIL

Te Kaunihera o Ahuriri
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Appendices

1. Project Shapeshifter Supportive Correspondence listed below 16. Extract Economic Impact Model V4.2 Monte Carlo (lan Dickson
(various) and Terra Moana Ltd)

2. Presentation: Moana Tuatahi Concept 30 Oct 2019 (Terra Moana 17. Project Management Framework (Te Kaunihera o Ahuriri Napier
Ltd and Arahia) City Council)

3. 2019-10 FINAL Project Shapeshifter Phase One Community 18. Rider Levett Bucknall Quantity Survey Estimates
Engagement Activities report (Te Kaunihera o Ahuriri Napier City ]
Council) 19. EHDD Design Package (Separate Folder)

4. 20191022b NANZ RGS Review National Aquarium of New Zealand 20. Mvan den Belt Review of Moana my Ocean SROI

update (AskRight)

S ortive Correspondence
5. 20191105 NANZ Implementation Plan FINAL - Revised (AskRight) upportive Lorresp
A. Office of the Prime Minister’s Chief Science Advisor, Participatory

6. Colmar Brunton Redefining our National Aquarium Survey report Science Platform

23 Oct 2019 (Terra Moana Ltd and Colmar Brunton)

7. Project Shapeshifter Sectoral Outcomes - All Workshops Summary B. Moana New Zealand

(Terra Moana Ltd)

C. Hawkes Bay Regional Council
8. E{ﬁiisg_cirtlsmoonoorié\lft%?r Aquarium _Shapeshifter Demand Study D. WWENZ
9. PWC - National - Aquarium - draft 28 August (PWC Governance E. New Zealand Oceans Foundation
Report) F. East Coast Lab
10. PWC - NANZ_playback (PWC NCC Governance workshop report) G. Mountains to Sea Conservation Trust National Office
11.  Project Shapeshifter Research Dialogue Report (Vince Kerr and H. University of Waikato

Terra Moana Ltd)

Eastern Institute Technology
12. Cultural Case (Terra Moana Ltd, Arahia and Te Kaunihera o Ahuriri

Napier City Council) J. SPCA
13. Oceans First Kaupapa Conservation Education Messaging (Terra K. THL - Tourism Holdings Ltd
Moana Ltd and National Aquarium of New Zealand)
L. X-craft
14. Timeline of engagements (Terra Moana Ltd, Te Kaunihera o Ahuriri
Napier City Council) M. Sally Carson Director Marine Studies Center, Otago University

15. Financial Model Te Whare Tangaroa o Aotearoa (KPMG and Terra
Moana Ltd)

100 NAPIER AQUARIUM - FINAL DETAILED BUSINESS CASE 2 DEC 2019> APPENDIX



e

Te Kaunihera o Ahu

TERRA MOANALTD

rurt



