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Office of the Minister for Internal Affairs

Chair

Cabinet Business Committee

Preserving the Nation’s Memory

Proposal

1.

This paper seeks Cabinet’s agreement to deliver the Preserving the Nation’s Memory
(PtNM) Programme, subject to funding being approved as part of Budget 2020.

The PtNM Programme seeks investment to upgrade and expand the physical
infrastructure and storage capacity of Archives New Zealand (Archives), the National
Library of New Zealand (National Library) and Nga Taonga Sound and Vision (Nga
Taonga), to address urgent capacity issues and the aging property portfolio.

Executive summary

3.

Our national documentary heritage collections enable New Zealanders to see and
experience our most precious founding documents and records. The Archives New
Zealand and National Library of New Zealand collections are kept in perpetuity for their
enduring value.

This is demonstrated with Te Tiriti 0 Waitangi, the Treaty of Waitangi which was rescued
from a fire in 1842 by the then Colonial Secretary and remained in care and travelled
south to Wellington in 1865. The precious content of the Waitangi sheet was assured by
experimental photo-lithograph images, and the original documents recovered into state
care in the early 1900's. Immediately following the February 2011 Canterbury
earthquake, ground maps of Christchurch from 1850 proved to be vital tools to a range
of groups involved in earthquake recovery. World War One records collected and
preserved by Archives New Zealand and the Alexander Turnbull Library enabled
extensive digital and physical content to be accessed and used by many New Zealanders
for the national commemorations and events around the recent WW100, New Zealand'’s
First World War Centenary.

As the official guardians of New Zealand’'s documentary heritage and record of
government since 1840, Archives and the National Library hold irreplaceable taonga for
the nation, valued in excess of $1.7 billion and growing. The Department of Internal
Affairs (the Department) has obligations and statutory responsibilities under the Public
Records Act 2005 and the National Library of New Zealand Act 2003 to ensure the
effective stewardship of New Zealand'’s record of government, documentary heritage and
taonga.

Fundamental to the role of Archives and the National Library is providing fit for purpose
buildings to house the collections. In 2015, the property project Preserving the Nation’s
Memory commenced to look at options for addressing a number of issues within the
property portfolio. Two key objectives are to provide fit for purpose facilities for the
storage of our physical documentary heritage and to materially increase storage
capacity.
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20.2 Sub-optimal facilities — over 60 per cent of the North Island property portfolio is
at the end of its economic life and in need of a major upgrade. The Archives
Mulgrave Street Wellington facility and the National Library’s Wairere House
Whanganui facility are of particular concern. Seismic resilience for the Mulgrave
Street building is rated at 45-55 per cent of IL3 and Wairere House is 40 per cent
of IL3.? Despite judicious asset management many of the building assets have
reached the end of their service life. For example; mechanical plant breakdowns
which impact humidity levels for the preservation of records, water and wastewater
leaks, asbestos, lack of insulation and airtightness issues.

20.3 Increased exposure to risk — our documentary heritage is at risk of loss or
damage as a direct consequence of the sub-standard building conditions. The
current facilities offer limited protection from natural or man-made disaster such as
earthquake, flooding or failure of building services. Under legal deposit
requirements, the National Library houses two copies (an access and a
preservation copy) of all published materials originating in New Zealand.?® The
copies are stored in adjacent Wellington buildings. In the event of a major natural
disaster, there is a risk of losing New Zealand’s entire publishing history from a
single hazard event.

20.4 Cost-effectiveness — the property portfolio is not cost-effective due to the
condition of the properties, their age, inefficient footprint and energy solutions.
Public sector organisations currently carry the costs for the long-term storage of
high value public records while they are not able to be transferred to the Archives
facility in Wellington.

Physical and digital context

21.

22.

23.

24,

Our physical documentary heritage is held in perpetuity to support our public
responsibilities and to meet international standards of transparency, open government
and conservation of national treasures. The Official Information Act 1982, the Privacy
Act 1993 and the Public Records Act 2005 form our legislative framework which is
recognised as best practice internationally and is evidenced with New Zealand’s rating
by Transparency International as a ‘high trust, high integrity society’.*

The Public Records Act 2005 requires disposal or transfer of public records after 25
years. Agencies are able to defer the transfer of public records (with agreement from the
Chief Archivist). The reality of this is that many of the records to be transferred are much
older. As a consequence, the demand for physical storage is expected to be maintained
until 2030, and thereafter slow to 2045, by which time born-digital material will overtake
physical material.

Archives and the National Library are at the onset of a 10-15 year journey of digitally
transforming their services and systems. The PtNM Programme establishes the
foundations on which the paper and analogue record of government and society can be
protected for generations, alongside concentrating efforts to accelerate future digital
services.

The transition from paper has been underway since the 1990s. Up to 75% of the physical
records forecast to be transferred to Archives have already been created by Government
agencies. Digitisation does not replace the need to retain heritage documents as the
physical form of the original is integral to the value and the authenticity of the material.

2 L3 Importance Level 3 — Buildings of a higher level of societal benefit or importance, or with higher levels or
risk-significant factors to building occupants. These buildings have increased performance requirements
because they may house large numbers of people or fulfil a role of increased importance to the local community
or to society in general. IL3 is rated at 130per cent of the New Zealand Building Code New Building Standard.

3 The National Library collections include all New Zealand published books, newspapers, manuscripts,
magazines, journals, photographs, letters, diaries and taonga.

4 https://www.transparency.org/cpi2019?/news/feature/cpi-2019
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For the properties within the scope of the PtINM Programme the existing physical
collections currently total 209,000 liner metres, of which 60 percent of the properties are
not fit for purpose. The forecast capacity required to 2030 is 302,000 linear metres, this
equates to approximately 9,000m? storage capacity for growth. This is in addition to the
current storage of 11,500m? that requires replacement.

Nga Taonga Sound and Vision

26.

27.

In 2018, the National Archival and Library Institutions (NALI) Ministerial Group agreed to
include Nga Taonga within the scope of the PtNM Programme, as New Zealand’s audio-
visual archive. Investigations into opportunities for shared services, co-location and
collaboration with Nga Taonga are progressing. The PtNM Business Case reflects these
opportunities and acknowledges the strategic alignment of the three documentary
heritage institutions.

Nga Taonga is a charitable trust that cares for New Zealand’s audio-visual archive.
Responsibility and care for the TVNZ audio-visual holdings was transferred to the
Ministry for Culture and Heritage under the Public Records Act 2005. Nga Taonga are
contracted to manage these audio-visual holdings on their behalf. Nga Taonga are an
Archives approved repository.®

Planning and detailed analysis undertaken in 2017, 2018 and 2019

28.

29.

30.

31.

32.

A Single Stage Business Case was prepared for Budget 2017. A long list of options was
developed. All options were assessed against the investment objectives and critical
success factors. Options that did not sufficiently contribute to the project objectives were
discounted. The short-listed options were:

28.1 Option 1 — Baseline funding — portfolio maintained ‘as is’. No additional funding
sought;

28.2 Option 2 — Restack Mulgrave Street facility more efficiently so capacity is
increased;

28.3 Option 3 — (preferred option in 2017 Business Case) Refurbish Mulgrave Street
and build a new remote repository;

28.4 Option 4 — Build a new large repository and divest Mulgrave Street;
28.5 Option 5 — Refurbish Mulgrave Street and improve other properties.

The Budget 2017 seed funding of $10.1 million enabled a number of specialist and
technical evaluations to be prepared on the Mulgrave Street facility to better understand
geotechnical and seismic aspects of the redevelopment work. The funding also
supported site specification work for the Regional Shared Repository site.

This expertise and analysis enabled a more comprehensive assessment of the
programme of work associated with the delivery of the project, and in turn a more robust
and accurate assessment of the associated costs.

This analysis established that Option 3 would fail to meet the required building
performance levels and seismic resilience without a complete rebuild of the Mulgrave
Street site. The project modified the delivery approach for the unsuccessful Budget 2018
submission.

The modified approach recommends a commercial lease for the Wellington Archives
Lease facility avoiding high capital costs, significant service delivery interruption,
prolonged project delivery and risk to the documentary heritage during multiple moves.
The modified approach is the result of the Kaikoura earthquakes in 2016, where several
vacant sites became available for development within the Thorndon precinct.

> An approved repository is an organisation authorised to accept the deposit of public archives for safekeeping.
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The Budget 2019 submission was modified further to include upgrade works required to
the National Library to ensure optimal functionality once the Archives facility adjacent to
the National Library is linked by an airbridge. This submission also included the long-
term property solutions for Nga Taonga.

The PtNM Programme secured funding in Budget 2019. This comprised a two-year
funding commitment of $25.480 million to complete:

34.1 Design work only for the Archives Wellington Lease facility (AWL) including the
design component associated with the link to the National Library;

34.2 New Regional Shared Repository (RSR) land identification, land selection and
concept design work only;

34.3 Mulgrave Street pre-decant activities; and

34.4 Wairere House, Whanganui exit including pre-decant and decant activities.

The full PtNM solution and delivery approach

35.

36.

To fulfil its obligations and future proof the delivery of services the Department will
implement a solution that is multi-dimensional. The solution will address the urgent
capacity issue and the aging property portfolio and achieve the optimal and most cost-
effective solution. It is appropriate that the Department must divest itself of assets that
are not fit for purpose and re-invest across the remaining property portfolio.

The PtNM Business Case supporting the Budget 2020 submission has identified the
following preferred option for the full PtNM Programme:

36.1 A new lease facility for Archives Wellington Lease (AWL) is developed — a
lease arrangement for a new purpose-built facility at 2-12 Aitken Street, Thorndon,
Wellington, with physical connectivity via an airbridge with the National Library’'s
Molesworth Street facility. A Development Agreement for the design and
construction and long-term commercial lease?(@)(®)and (b2)

was signed with the landowner, PSPIB/CPPIB Waiheke Inc. in July 2019.
All dealings have been through their New Zealand fund managers, AMP Capital
Investors (AMP);

36.2 Alterations to the National Library Molesworth Street (NL) — to physically
connect to the AWL airbridge and for changes to enable the collaboration and co-
location across both buildings to function effectively and create a documentary
heritage campus. The National Library will be the main public entry point for the
institutions therefore it is an important interface for the management of people and
operational traffic flows. These modifications will extend the useful life of the
National Library beyond the restricted NGIP® upgrade;

36.3 A new Regional Shared Repository (RSR) is developed — providing regional
storage for the National Library and Archives NZ, to meet forecast growth in
physical records to 2030 and capable of extending to meet forecast growth to 2045
and beyond. A regional facility will provide geographical separation and resilience
in the system in the event of a natural disaster to protect one of the two copies of
all legally deposited New Zealand published materials. Original material digitised
will also be held in the RSR. This facility has the potential to provide further system-
wide long-term storage solutions, these opportunities are being investigated
further;

® The National Library underwent a restricted upgrade to building services and fitout assets in 2010-2012 as part
of the New Generation Implementation Programme (NGIP). Original 1986 elements such as; conservation
laboratories, audio-visual studios, lifts and building exterior (some reaching end of functional life) were not
included in that upgrade.
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41.3 Continuity of Archives service delivery with minimal interruption;

41.4 A single decant of the Archives holdings directly to the new AWL facility — reducing
decant costs, temporary controlled storage, risk, time and service interruption;

41.5 Risk reduced through the transfer of construction risk to the commercial provider
(AWL only);

41.6 Reduced risk of damage or loss of the collections through a natural disaster;
41.7 No interim staff relocation required; and

41.8 Reduced system-wide cost of commercial storage while public records are held in
public offices.

The programme of work provides the ideal platform for greater collaboration across the
heritage sector and the Regional Shared Repository in particular has the potential to
assist with long-term storage solutions across the heritage sector.

As a significant infrastructure programme PtNM will be able to assist New Zealand's
economic recovery from the impact of the COVID-19 crisis. Construction projects such
as the AWL and RSR will be crucial in supporting the construction industry and providing
employment opportunities going forward. The planning undertaken over the previous
four years means the PtNM Programme is well placed to execute the successful delivery
over the next six years.

Funding pathway

44,

45,

46.

47.

Budget 2019 funding of $25.480 million has allowed the PtINM Programme to progress:

44.1 The design work only for the AWL facility including the design component
associated with the airbridge link to the National Library;

44.2 The new RSR land identification, land selection and concept design work only;

44.3 The pre-decant activities associated with the exit of the Archives Mulgrave Street
facility; and

44.4 The pre-decant and decant activities associated with the exit of Wairere House
Whanganui.

Also, under the umbrella of the PtNM Programme, funding of $9.623 million was received
for the Archives Integrated Management System (AIMS). This system will enable the
accurate tracking and management of the public records. PtINM is dependent on this
project, however it is not within scope of the PtNM Business Case.

Budget 2019 funding has been vital to commence the exit of the Wairere House
Whanganui facility, and the Department expects to have this completed by late-2020.
Due to the age of this facility there have been a number of significant issues and building
service failures in recent months. The exit of this facility is now imperative to ensure the
collections are not put at further risk.

Without a complete solution, quality and capacity, the Crown will continue to be exposed
to increasing and unsustainable risks for its documentary heritage and taonga. Until
additional storage capacity is developed, the suspension of transfers of public records to
Archives will remain in place indefinitely. This compromises government transparency
and democratic accountability. Agencies continue to carry the cost for the storage of
these records.
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Human rights, gender implications and disability perspective
76. There are no human rights, gender or disability implications associated with this paper.

Legislative implications
77. There are no legislative implications associated with this paper.

Publicity

78. A media announcement regarding plans for a new Archives Wellington facility was made
in August 2019. This investment proposal is subject to Budget 2020 decisions and
announcements. Any media release would be made at the appropriate time.

Proactive release

79. This investment proposal has Budget 2020 implications and includes sensitive
information. It is recommended proactive release is delayed beyond thirty business days.
Once Budget 2020 decisions are announced proactive release will be subject to
redaction as appropriate under the Official Information Act 1982.
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Appendix 3: PtNM programme as an enabler for increased access and collaboration
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UNCLAS SIFIED
CBC-20-MIN-0025

Cabinet Business
Committee

Minute of Decision

This document contains information for the New Zealand Cabinet. It must be treated in confidence and
handled in accordance with any security classification, or other endorsement. The information can only be
released, including under the Official Information Act 1982, by persons with the appropriate authority.

Preserving the Nation’s Memory

Portfolio Internal Affairs

On 8 April 2020, the Cabinet Business Committee:

1

noted the critical issues for the North Island property portfolio of Archives New Zealand
and the National Library of New Zealand, including:

1.1 storage capacity constraints;
1.2 sub-optimal facilities;
1.3 increased exposure to risk of our documentary heritage;

noted that the Archives Mulgrave Street Wellington facility is of particular concern, with
mechanical plant breakdowns, water and wastewater leaks, asbestos, lack of insulation and
airtightness, and periodic plantroom failures, impacting the ability to appropriately preserve,
care and protect our documentary heritage and taonga;

noted the previous requests and commitments the PINM Programme has received from
Cabinet via the Budget process:

3.1 Budget 2017 approved $10.100 million seed funding to progress planning and
analysis [CAB-17-MIN-0185.13];

3.2  Budget 2018 initiative was unsuccessful;

3.3 Budget 2019 approved $25.480 million to progress design, plans and associated
projects [CAB-19-MIN-0174.21];

noted that significant investment is required to address the aging property portfolio and the
urgent capacity issues facing Archives New Zealand and the National Library of New
Zealand;

noted that significant investment is required to address Nga Taonga Sound and Vision’s
urgent storage capacity and property portfolio issues;

noted the Preserving the Nation’s Memory Business Case, attached under
CBC-20-SUB-0025, setting out the case for change;

noted that the funding to deliver the Preserving the Nation’s Memory Programme cannot be
met from within Vote Internal Affairs baselines;
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o Inclusion of Nga Taonga’s long term storage and accommodation requirements,
and enabling collaboration and co-location, by increasing the investment in the
National Library, AWL, RSR and the Avalon? facilities.

Storage capacity is severely constrained and some buildings are now at the end of
their useful life....

There are several urgent and significant issues across the Archives and National Library
property portfolios that need to be addressed to ensure we continue to fulfil our responsibility
to preserve the Nation’s documentary heritage for future generations.
The drivers for investment are:
e Storage capacity
e The Archives Wellington repository is at full capacity. Transfers of physical records
have been indefinitely suspended
¢ National Library will be at capacity by 2030.
e Quality of properties
e Over 60% of the properties, within the scope of this project need major upgrade
e Archives Wellington facility is of critical concern. Despite judicious asset
management, many of the building’s assets have reached the end of their
economic and service life
e Seismic resilience is significantly below the required standard for preservation of
New Zealand’'s documentary heritage. Archives Wellington rated 45-55 per cent of
Importance Level (IL3?).
e Unacceptable exposure to risk:
=  To the Crown due to service failure with Archives
" Through loss or damage to the holdings while stored in sub-optimal conditions
=  Any significant seismic event will compound building issues for the Archives
Mulgrave Street facility and place the holdings and collections at further risk
" Under legislation, all publishers must deposit two copies of their publications with
the National Librarian. One copy is held at Molesworth Street, the other in the
adjacent Rugby House. Both copies located in close proximity exposes the
documentary heritage to an unnecessary level of risk in the event of a natural
disaster resulting in a loss of New Zealand’s complete published history.
o Cost effectiveness/efficiency
e Facilities are not being used for intended purpose
e Energy inefficient facilities
e Wider public sector incurs operational costs to store records that should be
transferred to Archives.
e Nga Taonga Sound and Vision property issues

e Long-term arrangements are needed for Nga Taonga staff accommodation and
the storage of their collections. Nga Taonga staff temporarily relocated to the
National Library in September 2019, as their Taranaki Street premises were no

1 The Avalon facility (owned by the Department) currently stores the TVNZ Archive Collection, under the
responsibility of the Ministry of Culture and Heritage, with archival management services contracted to Nga
Taonga Sound and Vision.

2 The building code defines the significance of a building by its importance level in relation to seismic resilience.
Level 3 structures that may contain crowds, have contents of high value to the community or pose a risk to
large numbers of people in close proximity http://www.seismicresilience.org.nz/topics/resilient-
design/codified-seismic-design/level-of-importance/
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longer fit-for-purpose. Ngé Taonga have also outgrown storage for their audio-
visual collection.

New Zealand’s Documentary Heritage...

Archives New Zealand (Archives) and the National Library of New Zealand (National Library)
are the official stewards of New Zealand’s record of government and documentary heritage
since 1840. They are accountable for providing reliable and effective services on behalf of the
Crown with obligations and statutory responsibilities under the Public Records Act 2005 and
the National Library Act 2003 to collect, preserve, protect, and make accessible this
documentary heritage. Archives and the National Library are the kaipupuri of our nation’s
irreplaceable taonga, valued in excess of $1.7billion® and growing.

Together the valuable collections include government records, publications, books,
manuscripts, artwork, scientific data, images, films and other documentary heritage. Across the
entire portfolio, these physical records total over 271,000 linear metres (271km) 4 and are
continually growing through transfers from public sector organisations, donations and
purchases.

Our Documentary Heritage is Important...

This documentary heritage is integral to our country culturally, constitutionally, and
economically. It helps to ensure government are held accountable, and also to keep our
unique history alive so that we pass on our culture, traditions, and heritage to future
generations. Providing access to our cultural and heritage information increases the visibility
of New Zealand'’s national and cultural identity.

Our documentary heritage includes irreplaceable pieces of Maori knowledge documented by
both Maori and non-Maori. These taonga are treasured possessions of the nation and
represent a unique and authoritative source of our history. They are a valuable resource that
has contributed to Treaty settlement research, Maori language revitalisation, and iwi, hapu and
whanau history.

Nga Taonga Sound and Vision...

In 2018 the National Archival and Library Institutions (NALI) Ministerial Group agreed to include
Nga Taonga Sound & Vision (Nga Taonga) within the scope of the Preserving the Nation’s
Memory (PtNM) project, as New Zealand'’s audio-visual archive. Investigations into
opportunities for shared services, co-location and collaboration with Nga Taonga are
progressing. This business case reflects these opportunities and acknowledges the strategic
alignment of the three documentary heritage institutions.

Responsibility and care for the TVNZ audio-visual holdings was transferred to the Ministry for
Culture and Heritage under the Public Records Act 2005. Nga Taonga are contracted to
manage these audio-visual holdings on their behalf. Nga Taonga are an Archives approved
repository.®

3 Archives NZ’s holdings valued at $0.628 billion (June 2019), general collections held by the National Library
valued at $0.031 billion, the Alexander Turnbull collection valued at $1.059 billion (June 2019).

4 Total nation-wide holdings and collections for Archives and the National Library.

5 An approved repository is an organisation authorised to accept the deposit of public archives for safekeeping.
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The programme structure is designed to span several management levels to ensure full visibility
within the Department and integration with its existing control framework. Accordingly, it features a
Governance Board with strong accountabilities and includes external independent members. The
Governance Board also has representation from both internal suppliers and users. Further expert
independent advice in the form of independent quality assurance will also be sourced as an
additional assurance over the programme.

The Department utilises a customised PRINCEZ2 Project Management Methodology for a
programme of this magnitude and complexity. Day-to-day management processes and controls
based on the PRINCE2 methodology will be consistently applied at both the Programme and
Project level, including quality control of project deliverables. This will be managed through
Enterprise Portfolio Management Office (EPMO), Project Management Office (PMO)
Management, and Project Management collaboration.

Budget 2020 funding is critical...

This initiative received $25.480 million (for 2 years) in Budget 20198, however ongoing
funding is critical to secure the construction and commercial lease for a new Archives
Wellington lease (AWL) facility adjacent to the National Library building in Wellington. If this
initiative is not supported through Budget 2020:

o The Crown will continue to carry a high-risk profile for the holdings and collections

o Until additional storage capacity is developed, the suspension of transfers of public
records to Archives will continue to remain in place indefinitely, compromising
government transparency and democratic accountability

o The AWL development will be jeopardised, including the once in a life time opportunity
to create a documentary heritage precinct

) Opportunities for co-location, shared services and collaboration between the three
institutions will be lost

o As part of the conditions of the AWL Development Agreement approximately $9 million
will become payable to the developer

o Budget 2019 funding enabled the exit of the Whanganui National Library facility to be
brought forward to commence in 2019. The age of this facility has seen several critical
issues and building services falil in late 2019, the exit is now imperative

o Continuing to manage the aged Mulgrave Street facility will be problematic and
expensive.

KPMG was retained to deliver an IQA of the financial model and source information
supporting this Business Case.

The Programme Business Case has followed the Treasury Better Business Cases guidance
and is organised around the five-case model.

The signed Chief Executive’s letter is attached at Appendix 1.

8 The total funding received for this initiative in Budget 2019 was $35.103 million of which $9.623 million relates to
the delivery of the new Archival Integrated Management System (AIMS) which is outside the scope of this
business case.
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Archives 2057° considers the most effective regulatory strategies into the future to ensure
there is trust and confidence in the recordkeeping of public offices. It will also examine
opportunities for greater use and reuse of the record of government considering
demographic changes and greater demand for online services.

National Library of New Zealand Strategic Directions to 20301 positions the Library within
the documentary heritage system to target efforts towards collaborating and partnering with
others to preserve our heritage and taonga, share and increase access to knowledge, and
support improvement in literacy and reading.

Key Related Government Strategies
Wellbeing Capitals and Living Standards Framework

Preserving the Nation’s Memory delivers to the social and human capital pillars of the Living
Standards Framework.

Delivering on our documentary heritage stewardship supports the key elements of this pillar:
“...trust, the rule of law, the Maori-Crown relationship, cultural identity, and connections
between people and communities”.

Trust in public institutions is a key indicator of social capital. Transparency International (TI)
has rated New Zealand as a “high trust, high integrity society”'*. New Zealand’s ranking on
international integrity and transparency is as follows:

e TI's Corruption Perceptions Index*?: ranked 1% in 2019 and in 9 out of the last 19 years
ranked 1%t or 15t equal, never below 4"

e Work Justice Project Rule of Law Index 2019'3: ranked 8™ overall out of 126 countries.
On open government is ranked 7™ and on regulatory enforcement ranked 5™

e Open Budget Index 2017%: ranked 1%t equal out of 100 countries.

As the stewards of New Zealand’s record of government and documentary heritage, Archives
and the National Library are key contributors to creating and maintaining public trust in New
Zealand’s government. By delivering on our accountability to provide reliable and effective
services on behalf of the Crown, we ensure that the ongoing obligations of and relationship
between the Government and New Zealanders is maintained.

Social capital refers to the interconnectedness of people and communities within society.
Recent research from Victoria University of Wellington, in collaboration with the National
Library, explored how documentary heritage was used, through a case study of digital te reo

° https://archives.govt.nz/publications/archives-2057-strategy

10 https://natlib.govt.nz/about-us/strategy-and-policy/strategic-
directions?search%5Bpath%5D=items&search%5Btext%5D=2030

11 https://www.transparency.org.nz/docs/2012/Building-and-Maintaining-Trust-in-Public-Institutions-Murray-Petrie-
ANZSOG-July-2012.pdf

12 https://www.transparency.org/cpi2019?/news/feature/cpi-2019

13 http://data.worldjusticeproject.org/

14 https://www.internationalbudget.org/open-budget-survey/open-budget-index-rankings/
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Nga Taonga Sound and Vision

Nga Taonga is New Zealand’s audio-visual archive. A charitable trust that collects, cares for,
and shares the audio-visual taonga on New Zealand. Nga Taonga was formed in 2014 as a
result of the amalgamation of three collections: the New Zealand Film Archive, Radio New
Zealand’s Sound Archive and the Television New Zealand Archive. The Radio New Zealand
Sound Archive and the Television New Zealand Archive are public records.

Together Archives, the National Library and Nga Taonga support accountable, open and
transparent democracy. The documentary and audio-visual heritage they care for records New
Zealand’s history and culture so that it is accessible for current and future generations.

Within the PtNM programme there is the opportunity for the creation of a national documentary
heritage campus with wider use. Nga Taonga’s Board have indicated a strong interest to be
included within the PtNM property solutions. In September 2019 Nga Taonga relocated their
staff and office accommodation to the National Library. This is for an initial 5-year lease
arrangements and presents an excellent opportunity for further collaboration.

The opportunity to have the holdings and collections of the three institutions in the same
location would improve physical access and provide greater convenience for the public and
customers. Collaboration between the three institutions could provide an excellent opportunity
for cross-fertilisation of knowledge and skills. There may also be opportunities for increased
efficiency in government archival spending from co-location and working together.

Nga Taonga’s strategic plan (Te Mahere Rautaki 2016 — 2024) outlines their priorities which
are in direct alignment to this investment initiative, these include:
¢ Reconnecting and engaging with iwi in the spirt of partnership - genuine and effective
partnerships
e To ensure the staff and collections are safely housed
e To build a solid, stable foundation for the audio-visual archive for all New Zealanders
¢ Strong collaborative partnerships with other heritage and cultural archives and
institutions.

Maori Language Strategy

Archives and the National Library manage and provide access to the largest corpus of Maori
language historical records. Preservation and use of these records have been critical to the
Treaty Settlement process, language revitalisation, and maintaining trust between
government and iwi in relation to appropriate care and protection of taonga. The PtNM
Programme will ensure existing and future physical taonga will be preserved, appropriately
cared for, and made accessible through generations.

Research from Victoria University of Wellington, in collaboration with the National Library,
showed very strong links between access te reo Maori documentary heritage and the
outcomes of the Maori Language Strategy 2014. 6

e Strategy Outcome: Increasing use of Maori Language among whanau Maori and other
New Zealanders, especially in the home

0 54% of respondents stated their purpose for using of te reo documentary
heritage was to gain family knowledge

16 Korero Kitea: Nga hua o te whakamamatitanga: The impacts of digitised te reo archival collections. Available at
https://natlib.govt.nz/librarians/reports-and-research/korero-kitea
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5. Nga Taonga

The Taranaki Street Wellington lease facility is not fit-for-purpose (in September
2019 they vacated this facility and relocated their staff to the National Library
Molesworth Street facility for an initial period of five years)

The Avalon facility, which is managed by the Department on behalf of the Crown
(owner)

Nga Taonga’s audio-visual collection has outgrown the storage capacity

Nga Taonga'’s property portfolio is geographically dispersed. Some steps have

been taken to consolidate the portfolio, however further consolidation is required.

These issues need to be addressed with urgency to ensure we continue to fulfil our
responsibility to preserve the Nation’s documentary heritage for future generations, as well as
our democratic and public accountability.

Current and Future Business Needs

The drivers for investment are:

1.
2.
3

4.

Provide Adequate Capacity
Achieve Required Quality
Reduce Risk

Improve Cost Effectiveness

Provide Adequate Capacity

The need for storage space is inherent to Archives activities. High value physical public
records continue to be created across government and digital recordkeeping will not resolve
this requirement in the short and medium terms.

Programme Business Case | 28 UNCLASSIFIED


















Department of Internal Affairs: Preserving the Nation’s Memory Programme

¢ A heritage campus provides the platform for collaboration across the heritage sector

e Regional repository has the potential to assist with system-wide long-term storage
solutions

e Shared knowledge and cross fertilisation of skills across the sector.

Risks

The risk management framework is detailed in the Management Case. The programme’s
risk register is reviewed monthly by the programme’s Governance Board. The content has
informed the following:

The identification of the main business and service risks

The apportioning and transfer of service risks

The management and mitigations of risks over the entire life cycle of the investment.

An appraisal and quantification of the business risks and initiative risks.

Further detail on risks is provided in the Commercial Case, Economic Case and
Management Case.

Constraints
There are several constraints that impact the programme. These are:

1. The Department has undertaken extensive analysis to better understand the
opportunities, fiscal constraints and trade-offs required to achieve this programme of
change within the existing funding envelope. In spite of this, the Department is unable to
self-fund the programme of work to expand the physical infrastructure and address the
building condition issues from within existing baseline

2. Archives Wellington has run out of capacity and has placed an indefinite suspension of
physical transfers to the Wellington repository

3. Programme delivery schedule — the delivery dates cannot go beyond the target delivery
dates without having an adverse effect on the ability for Archives to meet its statutory
obligations.

Dependencies
The programme will undertake detailed analysis during the Initiation Phase to determine all
its dependencies. The key dependencies are:

o Securing the funding required to deliver the required physical infrastructure that
will allow Archives and the National Library to meet their statutory and regulatory
obligations; and

e The successful delivery of the Archival Integrated Management System (AIMS)
project — digital infrastructure for the replacement and uplift of core technology
platforms crucial for the decant of the holdings into the new AWL and RSR
facilities.
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Assumptions

The PtNM Programme is subject to the following high-level assumptions that have informed
costs, location and design of the AWL and RSR:

Forecast storage requirements to 2030 are 307,000 linear metres. This is based on a
study forecasting future capacity requirements. Forecast growth is anticipated to slow
beyond this time, with storage requirements to 2045 estimated at 371,837 linear metres

Principles and high-level requirements for the appropriate long-term storage of holdings
and collections have been developed

New facilities are fit-for-purpose and benchmarked where possible against international
standards. Design must also comply with all relevant building standards

Building performance level USRC rating system is 4 stars for each performance
category — safety, damage and recovery?*

Facilities that house heritage materials are built or strengthened to IL3 standards to
protect the holdings from damage or loss. Buildings of IL3 standard have a higher level
of societal benefit or importance, or with higher levels of risk-significant factors to
building contents of a high value.

Financial assumptions are set out in detail in the Financial Case, refer Table 24.

Optimism Bias

The programme has undertaken a Quantitative Risk Assessment(QRA) to give a quantitative
assessment of risks and their potential impact on the programme costs and estimates,
including an estimation of the required contingency, in an endeavour to avoid any optimism
bias through uncertainty.

The Treasury Investment Management and Asset performance (IMAP) team advised that the
standard approach for business cases was to use an 85 per cent (P85) confidence level for
contingency estimation. Detailed information on the programme’s QRA is provided in the
Financial Case.

24 United States Resiliency Council building ratings system in lieu of an equivalent NZ ratings system
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Stakeholder Engagement and Communications Strategy
Benefits Realisation Plan

Cultural Strategy

Assurance Plan

Procurement Strategy

Procurement Project Tracker

Change Management Strategy and plan

Asset Management Plan — as part of Programme closure

O O O O o o o o o

Transition/Operational Handover Plan — as part of Programme closure.

e Project level planning and control documents
0 Steering Committee Terms of Reference
0 Project Initiation Document
o0 Project specific communications and stakeholder management plans
o Project Risk and Issue management (managed through Psoda).

The approach surrounding these plans is covered in the relevant section of this management
case and where practical is summarised in tables and detailed in appendices.

Programme management

This programme forms part of the Department’s overarching property programme. Accordingly,
management of this programme will be carried out with full cognisance of any impact on, and
interdependencies with, other Departmental property assets and programmes. The
Department’s governance arrangements are specifically designed to achieve and maintain
integration with the wider portfolio.

This is a complex programme that requires careful coordination across the various projects. The
projects and their workstreams consist of lease negotiations, land acquisition, building design,
construction, large scale shelving installation, pre-move preparation of holdings and collections,
multiple moves of documentary heritage documents and of staff, change management and the
management of the Nga Taonga staff and audio-visual holdings. The organisation and
programme team resources reflected in this management case have been structured to account
for the programme’s coordination and management complexities.

Programme principles and methodology

The Department utilises a customised PRINCE?2 Project Management Methodology for a
programme of this magnitude and complexity. Day-to-day management processes and controls
based on the PRINCE2 methodology will be consistently applied at both the Programme and
Project level, including quality control of project deliverables. This will be managed through
Enterprise Portfolio Management Office (EPMO), Project Management Office (PMO)
Management, and Project Management collaboration.

This Business Case follows Treasury Better Business Case guidelines. To promote success the
Department also applies the following principles:

e The programme must be viable from the start and remain so throughout delivery,
implementing a benefits management strategy to ensure monitoring and reflection at key
milestones within the programmes lifecycle
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e Roles and responsibilities must be clear from the outset, with regular reviews held to
ensure the ongoing effectiveness

e Tasks are to be grouped at programme or project level as applicable, and then
implemented through stages using appropriate control to manage progression across
those stages

e Lessons learned from projects will be applied where appropriate.

The Programme Board'’s principles and accountabilities feature in a Terms of Reference
document.

Organisation and governance

The approach to this programme’s structure reflects the Department’s intentions to ensure the
management of complexities given the programmes impact on Archives and the National
Library properties, people and their ways of working.

Management and coordination of the projects through the programme structure allows the
facilitation of key resources such as subject matter experts and funding to be managed across
the work while monitoring and planning for dependencies for milestone delivery. The
programme management office and logistics team, which are shared programme level
resourcing, have been structured within the programme to facilitate this.

The programme structure is designed to span several management levels to ensure full
visibility within the Department and integration with its existing control framework. Accordingly,
it features a Governance Board with strong accountabilities and representation from both
suppliers and users. The Board membership will also include external independent members
to further strengthen input into the decisions made by the Board. Further expert independent
advice in the form of independent quality assurance will also be sourced as an additional
assurance over the programme. The Board's membership and Terms of Reference has been
reviewed and refreshed to ensure that the programme has appropriate governance for the next
phase.
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Programme plan and milestones

There are multiple programme phases and stages to complete to deliver a programme of this
complexity. Approvals by the Programme Governance Board will be required at each major
programme milestone, phase or stage with the purpose of ensuring the scope and delivery of
the programme continues to align with the required outcomes.

At each decision point, the Programme Executive/Board and IGC or ELT will review whether the
programme remains viable and provide approval for the programme to continue to the next
stage.

The following details the required programme stages and indicative timeframes for delivery of
the programme, preceding as well as following this Single Stage Business Case (SSBC):

Programme Approvals
The approvals listed below will be required at key stages throughout the programme for it to
progress:

¢ Programme Charter approval by the Programme Governance Board

Programme Assurance Plan endorsement by the Programme Governance Board, with
final approval at CE level

Management Case updates approved by the Programme Governance Board

Programme Delivery Stage approvals by the Programme Governance Board

Approval of exceptions by Programme Executive/Governance Board

Approval of facilities design direction and the delivery of facilities design decisions for
the Programme by the Functional Design Advisory Group

Project Initiation Plans approval by the Project Steering Committee.

Plan and Analysis — Completed 2018 - 2019

Utilising the seed funding received through Budget 2017, the programme has been
progressing the undertaking of planning, investigations and analysis. Planning and analysis
have identified the following steps as requiring completion during the Initiation Phase:

Preparation of risk and quality management strategies

Preparation of a Programme Charter, and detailed Project Level Initiation Documents

Preparation of Programme Assurance Plan

Preparation of a detailed Change Management Plan

» As part of the Change Management Plan a communications and engagement
strategy will be developed — both to internal staff and stakeholders, and wider
external stakeholders and customers. This will be vital for this programme as
there will be significant stakeholder interest and potential impact on customer
service delivery models.

Programme Initiation — Plan and Design Phase (2019 - 2021)

Utilising the funding received through Budget 2019, the programme has been progressing the
business requirements investigations, procurement planning, and design. Planning and
analysis has identified the steps noted above, as well as further key items as requiring
completion during this phase:

¢ Finalising of Programme Cultural Strategy
¢ Finalising of Programme Communications and Engagement Strategy
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During intensive periods of change such as when the archival material is packed and relocated it
is anticipated that Business as Usual services are likely to be restricted as subject matter expert
resources are diverted towards programme delivery. Programme resourcing will include
investment in protective packaging and referencing systems to avoid material being lost over the
course of the changes. At times some archive material will be in a packed-up state for relocation,
as such it may not be practical to grant full public access during these periods.

Resource management and resource requirements

The programme’s resource management strategy will be developed as an element of the
Programme Charter and will be detailed during the implementation phase. The resource
management strategy is expected to follow the following principles:

e Use of internal services where possible

e Resource projects through internal appointment where possible and backfill for core functions.
This is based on the Department’s desire to grow its internal capability by:

o Growing the Department’s leaders (to identify, build and support leadership)

o Lifting workforce capability in key areas (to identify, build and support the depth of skills,
numbers, experience and performance)

0 Supporting a culture of innovation (to identify, build and support the change skills and
systems that underpin a culture in which people seek opportunities for improvement,
ownership and innovation)

o If necessary, where the required expertise cannot be obtained internally or through
secondments, external contractors and consultants will be sourced. The programme will
require specialist construction service consultants. These will be sourced externally if the
Department does not have appropriate expertise. Detailed resource planning will be
undertaken for each Project within the Programme.

Benefits realisation management

Benefits realisation will be conducted in accordance with the Department’s benefits
management framework and will be under the oversight of the Programme Governance
Board.

Benefits management plan
The benefits management plan provides the basic benefits realisation framework for the
programme. Key elements of the plan will include:

o Benefits map will show how benefits relate to each other and to the programme outputs
and business changes that will enable them to be achieved

e A set of benefit profiles that define the attributes, dependencies and current/target values,
measurement methods for all benefits and their owners

e A plan which schedules benefits measurement activities and benefits reviews to enable
tracking of the realisation of benefits across the programme

e Benefits reviews that will involve relevant stakeholders to establish the extent to which
benefits have been realised

e Establishing transition plans to ensure that change is properly embedded into business
operations.

The plan will contain the conventions and standards for identifying, mapping, monitoring and
reviewing the programme’s benefits.
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Benefits measures

Investing in additional and scalable capacity and rendering buildings so that they are fit-for-
purpose, will protect the Crown’s assets, achieve the investment objectives outlined earlier,
and will deliver benefits in the following main areas:

e Reduced risk of loss of, or damage to, $1.7 billion of holdings and collections

Improved access by the general public, the commercial sector, and the Public sector to
access, share and use NZ's documentary and audio-visual heritage

Increased collaboration with our heritage sector partners, in particular Nga Taonga

Improved efficiency of use and cost effectiveness

Shared public facilities, shared specialist conservation and digitisation facilities

Creation of co-located documentary heritage and audio-visual materials supports the
wider culture and heritage system.

Lower risk

Addresses the risk of service failure and supports Archives to achieve full compliance
with legislative requirements and improve the reliability of its service delivery

Increases storage capacity sufficient to meet current and anticipated future demand to
2030

Increase storage capacity to support a long-term storage solution for Nga Taonga

Reduces risk of loss or damage to our documentary and audio-visual heritage currently
being stored in:

o Facilities with seismic resilience significantly below the required standard for the
preservation of New Zealand’s documentary and audio-visual heritage. The
Archives Mulgrave Street building is rated at 45-55 per cent of IL3 and the National
Library’s Wairere House Whanganui is rated at 40 per cent of IL3. Nga Taonga’s
Taranaki Street facility is below 34 per cent of new building standard and within the
tsunami evacuation zone.

o Facilities that are at the end of their service life and where documentary heritage is
exposed to such issues as water and sewerage leaks, lack of environmental
climate controls, and service plant failure

o Public sector organisation offices with no environmental controls for preservation
and limited security measures

Reduces system-wide risk associated with storing and preserving collections and
holdings, avert service failure and reduce service recovery times following seismic events

Achieves full compliance with legislative requirements and good practice standards for
the storage and preservation of, and access to, collections and holdings for the benefit of
current and future generations.

Improved access

It is important that New Zealanders are able to use and reuse information to create
social, cultural, and economic value. This investment initiative supports this aspiration by
increasing the access and availability of quality information for use and re-use
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e Access to government records is improved through the transfer of these records from
public sector organisations to Archives, as required by the Public Records Act. Archives
actively promotes access to the holdings under its stewardship. In contrast, records that
continue to be held by government agencies tend to be made available on a reactive
basis, for example, following an Official Information Act request

¢ A new Archives Wellington lease facility provides the opportunity for the creation of a
national documentary heritage precinct with wider-use, for example shared facilities with
Nga Taonga. Improving physical access and providing greater convenience for the public
and customers.

Cost effectiveness
e Optimises the property portfolio (that is within scope) so that it is cost efficient and well-
integrated with the wider Department portfolio and business more generally

e Improves the operational efficiency through purpose-built facilities, co-location and
shared services through physical connectivity with the National Library Molesworth Street
facility and Archives Wellington lease facility

e Achieves long-term co-location and storage solutions for Nga Taonga

e Potential for increased efficiency in government archival spending from co-location and
collaboration

e Reduced costs through avoided maintenance on buildings that have reached the end of
their economic life

e Disposal of Crown assets no longer required or under-utilised

o Efficiencies across the system as public sector organisations are relieved of the cost of
storing archival records. The magnitude of the government benefits results from the
ability to transfer more government records from individual organisations to Archives
which will reduce the overall storage and management costs in the government sector.

Shared facilities

The proposed delivery approach allows for the co-location and more direct collaboration
between Archives, the National Library and Nga Taonga. This also enables the optimisation
of expensive and special purpose assets, while continuing to build on a history of
collaboration and partnership.

In addition to the main benefit areas elaborated above, investment in the proposed new
Regional Shared Repository aligns with the Government’s regional economic development
priorities and will deliver economic benefits to the selected region through expenditure and
employment during design, build and construction phases. This approach also delivers an
increase in the presence of central government in the regions.
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and will have the appropriate level of monitoring applied through the Treasury Gateway
Review process. There are seven Gateway Review levels, with the Investment Decision
Gateway (3) undertaken by the Programme in November 2019, this includes an overarching
strategic assessment.

KPMG was retained to deliver an IQA of the financial model and source information supporting
this SSBC. Where appropriate, the Department intends to leverage professional services for
targeted IQA.

The Programme will be reviewed quarterly by the External Advisory Committee which provides
independent advice to the Department of Internal Affairs Chief Executive.

Post-programme evaluation

Post implementation reviews are indicatively scheduled to coincide with Building and Equipment
Reviews, six months after beginning operations for both the new repository phase 1), and the
Archives Wellington lease facility.

A review of programme benefits is planned to take place one year after the programme is
completed as part of the post implementation review and the results reported to the
Department’s Executive Leadership Team.
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Appendix 8: Design and functional requirements for
AWL and the National Library

[X.1]: AWL design requirements (Final released version)
[X.2]: AWL functional requirements
[X.3]: Storage Principles for Archive NZ and the National Library
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