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Purpose and Summary 

This report provides Council with the opportunity to confirm direction on matters relating to Strategic projects as part of the preparation for the 2024 - 2034 Long-term Plan.


Recommendations 

That Council:
Receive the report “LTP – Strategic Projects”.
Notes the financial constraints presented by the current economic environment which will be factored into strategic project decision making. 
Adopts the updated strategic project prioritisation framework for the 2024 – 2034 Long-term Plan (A4577731)
Note that the Finance and Projects Committee have recommended direction on Rugby Park. 
Note that the Finance and Projects Committee have recommended direction on Surrey Park.
Confirm amended scope for accessibility and rehabilitation facility for “Additional Pool”, with allocation for a full feasibility study in Year 1 of the new LTP (2024/2025), as a component of the existing $8 million budget. 
Note progress towards delivery of the options for urban play. 
Request a report back from staff towards planning for a strategic review of Invercargill’s play, active recreation and sporting facilities, to be included within the Leisure and Recreation groups activity planning.
Request development of the following Arts and Creativity Invercargill (ACI) options for consideration:
Updated scope for ACI to be delivered in year 10 of the new LTP, with the scope to be budgeted for delivery in Years 1 -3 of the new LTP. 
An interim solution which will provide for a central location for presentation of art which may include the Bank location in ICL and/or a dispersed model to be prepared as part of the Arts and Culture activity planning. 
Confirm that Council views the Water Tower as a heritage asset and has a preference to retain control over this landmark for the city. 
Request a report on the risks and benefits of strengthening the water tower to a minimum 34% NBS in comparison to the existing plans for 67%. 
Request scoping of an Ōtepuni sculpture garden and city lighting installation and allocate $100,000 for Year One of the New LTP, noting that provision of further funding for installation would be considered as part of a future Annual Plan, dependent on availability of funding.
Confirm Council support for scoping for the three priority projects presented by the Bluff Community Board:
Safe Swimming Pontoon, with allocation of $15,000 as part of the 2023/2024 Annual Plan for scoping of options.
Scoping for a solution for Stirling Point, with allocation for scoping to be made in Years 1 – 3 of the new LTP as part of the Roading activity.
Boat ramp car park and toilets, with allocation of $15,000 as part of the 2023/2024 Annual Plan for scoping of options. 
Note the feedback from developers on possible options for redesign of Wachner Place and request options to be included in Strategic Projects prioritisation in August. 


Background 

The current LTP (2021 – 2031) includes a range of strategic projects which are part of the Council’s roadmap to renewal.  In putting together the 2024 – 2034 Long-term Plan Council has the opportunity to consider which projects should be refined or reprioritised and any new projects which should be considered.  Council gave direction at the commencement of its planning for 2024 – 2034 that it wished to focus on delivering what is already planned rather than on delivering new projects. 

Delivery of the Roadmap to Renewal projects

The first two projects in the Roadmap – Anderson House and City Streets Stage One – are now complete.  Stage 1 of Rugby Park is complete and the Bluff Boat Ramp test pile work will commence shortly.  The frame is in place for the Museum Storage and the primary design contractor for the Museum project selected.  Rugby Park, Surrey Park and City Streets Stage 2 are paused while Council completes decision making on next steps on those projects.  $25.6 million of the $145.9 million allocated in the Long-term Plan has been expended. 

Strategic decision making framework

Council developed and used a strategic framework to support its decision making as part of the process to develop the current LTP.  This framework included weighting for projects based on a number of factors including:

Alignment with vision and outcomes
Demonstrated need for the project – visitation numbers, specific need, multiple audiences
Achievability and sustainability – cost per visit and net expenditure impact

An updated framework is provided for adoption which includes:

Noting whether the project is required for compliance reasons
Updated outcomes reflecting the four wellbeings, and incorporating the average (mode) of the individual Councillors weightings provided to officers
Key driver for the project, including compliance and participation 
Simplification of the process to assess demonstrated need
Addition of specific areas under sustainability including impact on operational expenditure, whole of lifecycle costs and impact on environmental performance. 

Prioritisation of existing and new projects for the Long-term plan using the revised framework will take place in August / September. 

The economic context for decision making

When Council prioritised and scheduled the projects for the 2021 – 2031 Long-term Plan, the primary constraint was deliverability rather than affordability.  The auditors provided feedback which aligned with officers, that the programme was ambitious and may well be challenging to deliver due to resources required to deliver procurement and contracting and availability of contractors in the market to deliver the work.   

This will continue to be a challenge, however as a result of the volatile economic environment, affordability will also be a significant challenge for this LTP.  Inflation, asset revaluation, interest rates and labour market constraints are combining to mean that the cost of delivering projects and the ability of Council to service debt are reducing affordability.  Detailed budget forecasting information will be available over the first and second quarter of 2023/2024 to inform Council’s decision making. 


Issues and Options

Rugby Park 

The first part of Stage One of Rugby Park, which focused on making the building structurally safe, is delivered with the second half on hold. 

The focus for Stage Two was to increase flexibility of use with the goal of increasing the number of sports and people able to participate at Rugby Park and make the facility more financially sustainable.  It was intended to fund Stage Two via external funding, a goal which is increasingly unlikely to be achieved in this economic environment.  

The Finance and Projects Committee has confirmed to focus on structural improvements to ensure structural safety (the remainder of Stage One, which can be completed from within the existing budget and this decision will be taken forward into the LTP. 

It is important to note the importance of sporting facilities to health and wellbeing outcomes and the social return on investment of facilities like Rugby Park, both of which are further discussed below.   


Surrey Park 

Surrey Park complex is a year-round high use facility. The current grandstand is a support facility to the track, so whilst not core to participation, it is a much valued asset none-the-less, providing shelter, seating, storage, club and change rooms. 

The priority for Surrey Park is to address earthquake strengthening and deferred maintenance.  Secondarily, there is poor accessibility for those using the grandstand and it does not have the full infrastructure required for local, regional and national events positively impacting the local economy. 

The Finance and Projects Committee has agreed to utilise an estimated $1.35 million of the $1.5 million allocated within the current LTP, to bring the building to 34% of earthquake standards. This will make the building safe for its current use but will not increase the life of the asset.  This decision will be taken forward into the LTP.  It gives Council time to work with the community to undertake strategic planning for how future sports and recreation needs are best met within the city. 


Additional Pool

In the LTP Council had allocated $8 million for an additional pool and from within this investment it is intended to undertake a full feasibility study of the need in 2024/2025 financial year.

Growth and demand mean we are less able to accommodate current users. Accessible and inclusive pools providing equal access to recreational experiences and warmer water for older customers are a priority.

By 2028 the estimated population of Invercargill will be around 59,000, an increase of around 3,000 since 2018.  Around 13,000 residents are over 65. By 2048 it is estimated that there will be over 15,000 residents over 65.  In the 2022 Residents Survey 20% of respondents felt a reason for not visiting the pool was because it was too crowded. In the 2022 Residents Survey of the residents who visited Splash Palace infrequently identified at least one of the additions proposed as something that would encourage them to use the facility more frequently. The most popular improvement being a Hydrotherapy pool, more pool space and a larger spa pool.

The 2017 proposal for a 25 m x 25 m lane pool due to demand for main pool space.  However it is recommended to instead consider issues such as:

Focus on accessibility and rehabilitation spaces:
Hydrotherapy Pool
Spa Pool
Cold Plunge Pool
Sauna
Steam Room
Focus on a younger child’s area with a flat deck play structure for smaller children
Additional Training / sport pool 25m x 15m (6 lane pool)
New foyer / Change room / Café / Offices and Meeting Room

The scoping work in 2024/2025 will address the needs of the community and the design of a facility to best meet these needs.


Urban Play

The Project Advisory Group has met to develop the scope of the project following Councillor feedback in March. 



The options development work will consider the following factors:

Play and its value to the community
Identify play design options (capex focus) to deliver and achieve the range of benefits identified
Building on the design options, identify options to activate and achieve the range of benefits identified 
Location is confined primarily to the City Centre but the options need to acknowledge the links to the other areas surrounding the City Centre. 

The business case will provide decision makers a range of options from which they can choose a clear direction. 

Following procurement process we expect the contract to commence mid-June 2023. 

Options will be available for discussion by Council in early October with a finalised business case ready mid-November. 

Interim information where possible will be provided to support Council prioritisation in August/ September. 

Invercargill’s play, active recreation and sporting facilities

There are a range of challenges facing Invercargill’s play, active recreation and sporting facilities:
1. Changing patterns of use and demand.
Maintenance on certain facilities is deferred or minimised as development plans are envisioned and scoped.  
Regional Spaces and Places provides a regional view but aligned with it, a city straegy to inform Councils descison maing around timing and degree of investment is required.

For every $1 invested in recreational physical activity, $2.12 worth of social impacts are generated. (Social Return on Investment (SROI) of Recreational Physical Activity in Aotearoa New Zealand Summary Report October 2022)

There is the opportunity to develop an Invercargill specific strategy for community service focused infrastructure that guides Councils decision making around play, active recreation and sporting activities. There is also potential for consolidating infrastructure across different locations and to identify what assets to secure and what assets could be retired.

Progressing this work could commence in 2023/2024, with options available to be considered as part of the planning for future Long-term and annual planning cycles.  Further information on this approach will be included within Leisure and Recreation activity planning, including any budget required to complete this work. 

Arts + Creativity Invercargill

Following the Southland Regional Development Action Plan (SORDs) there was a community need identified for an Art Centre in the heart of the City.

The revitalisation of the City centre is important for the viability of businesses, retail, employment and the vibrancy of Invercargill. An art centre could be a pull factor for residents, tourists and businesses to visit Invercargill. 

Invercargill City Council undertook development of a business case. The proposal identified that a traditional art gallery would not be heavily utilised but to develop an innovative art centre dubbed ‘Arts and Creativity Invercargill’ (ACI) would deliver the outcome sought to rejuvenate the City and increase the foot traffic. The ACI model was proposed to:
have a focus on people; it would serve as a social hub, and help rejuvenate not just the City but the arts sectors in the community through its unique cultural format.
provide for a single regional collection store onsite for storing the artwork on behalf of the Southland Regional Heritage Committee (SRHC).

The original cost of the ACI estimated around $13 million (2018/19 LTP). This plan did not progress and was reprioritised within 2021/31 LTP which saw the budget envelope increase to a total of $17.6 million and a new completion date of 2030/31.

The budget covers site preparation and demolition of existing buildings, construction, professional fees, value management and furniture, fittings and equipment. A significant proportion of this is to be met by Invercargill City Council ($14.1 million), with other funders required to complete the total budget.

A key point in the Long-term Plan 2021/31 decision was, due to the work on the Museum, the place that Arts was to take within that development, if any, was an issue that would have to evolve as the plans for the Museum were developed.

A high level scope and financial assessment was done by the Project Management Office, with the following summary points to note on the current scope:
Remove the café (ICC should not compete with local business in CBD) 
Quite a bit of duplicated or inefficient use of space 
The budget would need to be redone based upon our learnings through Project 1225

A rescoping will be required in order to ensure the project still meets the needs of the community and that the budget reflects current costing information.  It is recommended to commence the prioritisation work of the Long-term plan with the project scheduled towards the end of the LTP with scoping budgeted in 2024/2025. 

Water Tower

The Water Tower and Control Building are historical landmarks to Invercargill City and retain significant heritage value. Originally built as the primary means to pressurise the city’s water supply system, the Water Tower was open for visitors and as a public viewing platform from the balcony level. 

The Water Tower was closed to the public in 2012 and issued Earthquake Prone Building Notices in 2019.  The building currently meets 25% of National Building Standards and must be increased to a minimum of 34% by 27 November 2031. 

Design was completed and construction scheduled with $4.1 million allocated in 2026/27 to complete the project.

There are two elements to the structure (the Water Tower itself and the Control Tower) which form part of the existing water network.  There is the option that either one or both pass to the new water entity through the transition. There are different earth strengthening standards required dependent on whether employees are based within the control building which is adjacent to the water tower.  Further information on what Council’s responsibilities would be under the scenario that the Control building is passed to the entity, with the Water Tower decommissioned as a functioning part of the network and kept as a heritage asset by Council can be prepared. 

The current plan has been developed to bring the building to 67% NBS.  A future paper can be brought forward to review the risks and benefits of bringing the building to 34% NBS. 

Ōtepuni Sculpture Garden

The Mayor shared ideas for development of a lighting and sculpture trail which would link the Ōtepuni gardens and other areas of the city. 

This is a new project and would need to be scoped.  (Note this is separate to the request for city centre beautification which Council made in February, options for which will be included within the regulatory activity). 

Ōtepuni gardens is a complex environment for construction as a result of its role within the Ōtepuni catchment as a flood plain for the waterway.  It is recommended $100,000 should be allocated in 2024/2025 for scoping as a result of this.  

This scoping work would outline the options and costings for what the project could look like.  For an indication of scale, a trail of five sculptures is likely to cost at least $500,000, an estimate based on the work done as part of the umbrella relocation. 

Safe sea swimming area for Motupōhue tamariki

Three projects were important to the Bluff Community Board which they requested Council consider as part of the Long-term Plan process. The first of these is a safe sea swimming area for the children of Bluff. 

In the past children have used the Bluff Boat Ramp to swim from in the summer.  This presents a significant health and safety risk to tamariki, which following the completion of the Boat ramp upgrade will only increase as larger boats will be able to use the facility. 

A swimming pontoon is a potential solution which could be considered. Pontoons owned by Councils exist in a number of locations, all lakes.  A sea location would likely present a higher hazard level which would need to be considered.  Advice is being sought on the potential health and safety implications and responsibilities of Council if a pontoon were to be developed. 

The majority of scoping would be undertaken in house, however $15,000 would be required for technical fees. 

Stirling Point Strategic planning

The Bluff sign at Stirling Point is one of the most famous tourism must-do’s in Murihiku. At high points in the season it can become very congested with vehicles and pedestrians sharing limited road space along the State Highway which is managed by Waka Kotahi. A letter was sent to Waka Kotahi from the Mayor and Community Board Chair requesting that a reduction in speed for the state highway through the township to be prioritised in their speed change programme.

The environment around Stirling Point is very constrained and topographically challenging, with limited options to provide further parking, footpath and traffic management solutions. 

It is recommended that a full piece of strategic scoping work, examining all options, including options such as park and ride, purchase of land and relocation of signage should be provided for in the first three years of the LTP, with further information to be provided to Council as part of the roading activity planning.  

Bluff Boat Ramp Car Park and Toilet

The Bluff Boat Ramp project in the current LTP is in progress.  This project does not include provision for either a car park or toilet, which the needs assessment with the community identified were desired.  

There are significant challenges to the development of a carpark linked to the location.  There is only space for a small number of boat trailers on the grass currently being used as an informal parking location.  Other land which may be suitable is not immediately adjacent and is not owned by Council.   There would be significant investment in master-planning, land purchase, design and delivery.  Council should consider whether this is a core Council activity and whether it is appropriately funded by ratepayers. 

Provision of a toilet is potentially less technically complex but would require a level of investment of approximately $175,000 - $200,000 for an exeloo and provision of associated maintenance costs within the public toilets activity. 

Wachner Place / City Streets Stage 2

Developers of the Distinction Hotel in Lower Esk Street spoke about the street environment adjacent hotel, particularly relating to challenges of tour buses turning and ability for pedestrians to feel welcome and connected to the central city. The developers have indicated the new hotel is on schedule to be open before the end of the 2023/2024 financial year. 

City Streets Stage 2 is currently paused while Council consider what is the best next step for the Central City, including whether further streets upgrades are required and if so, where.  

It is recommended Council considers options related to Wachner Place as part of this decision making process.  

It is important to note that there is currently no funding allocated to this work within the Long-term plan. 

Significance 

This paper is procedural in nature and is not significant. 


Community Views

Pre-engagement for the LTP will start during May with opportunities for Councillors and mana whenua representatives to talk to the public about what is important to them.  Senior executives will be present to support conversations. 

Consultation on options for strategic projects will take place in March/ April 2024. 


Implications and Risks

Strategic Consistency

Council will assess strategic consistency during the prioritisation process in August. 

Financial Implications

There are financial implications for the Annual Plan for scoping work for the Bluff Boat ramp car park and toilet and safe sea swimming location of $30,000.

Financial implications for the Long-term plan will be assessed during prioritisation in August 2023. 

Legal Implications 

The legal implications around options for the Water Tower and the Safe Sea Swimming Option will be provided to Council for consideration as outlined above. 

Climate Change 

The climate change implications will be provided on a project by project basis at prioritisation. 

Risk 

The most significant risk to delivery of the Long-term plan strategic projects prioritisation process is the time constraints on the relevant teams to deliver the advice to support Council decision making. This is most significant for new projects being considered, including the Bluff projects and the potential Ōtepuni lighting and sculpture garden. 


Next Steps 

The next step in the process is the Strategic Projects prioritisation workshop in August 2023. 


Attachments 

1. Strategic Prioritisation Framework (A4577731)
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