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2 December 2025 =

Téna koe
Re: Official Information Act (OlA) Request — proposed changes at Te Papa

Thank you for your OIA request of 13 October (clarified on 20 October) for the following
information:

1. All internal business cases, strategic documents, memos, and board papers relating
to the proposed two-stage restructure of Te Papa (phase one and phase two).

2. The number of staff expected to be made redundant, reassigned, or otherwise
materially impacted (broken down by tier / team).

3. The detailed financial projections (costs, savings, assumptions) underpinning the
restructure, including how the $13 million deficit forecast was derived.

4. Any external advice or consultant reports commissioned in relation to this restructure
(including terms of reference).

5. Internal staff consultation records (summaries or minutes) and stakeholder feedback.

6. Analyses or assessments of how the restructure may affect Te Papa’s core functions
(research, curation, collections, iwi engagement).

7. Plans or frameworks for monitoring and evaluating the outcomes of the restructure.

8. Internal and external communications relating to the restructure (staff memos,
briefings, public statements).

The information within scope of your request is attached. Please note this is an active
change proposal and we have supplied information that is relevant to your request as at 20
October.

Some information has been withheld, and the relevant withholding ground from the Act is
noted in each section.

Please note that the full change process is continuing until next year. For this reason, we
have generally withheld staff feedback on the grounds that the second phase of the proposal
has not yet been completed, and releasing staff feedback at this time may prevent ongoing
good faith engagement through future negotiations (refer s9(2)(j) of the Act).

Parts of the information you have requested are in the same documents. For this reason,
and due to the volume of information, we have provided it to you in date order rather than
broken down by each part of your request.


http://www.tepapa.govt.nz/

If you are not satisfied with this response, you have the right to seek an investigation and
review by the Ombudsman. Information about how to make a complaint is available at
www.ombudsman.parliament.nz or freephone 0800 802 602.

If you wish to discuss any aspect of your request, please contact OIA@tepapa.govt.nz.

Yours sincerely

E

Anna Berwick

Head of Governance and Strategy


http://www.ombudsman.parliament.nz/
mailto:OIA@tepapa.govt.nz

Executive Leadership Team Weekly Meeting | Minutes

Meeting details— Taipitopito hui  Tuesday 4 March 2025
9.30am-12.30pm

Location— Tauwabhi Pohutukawa Room

Attendees— Courtney Johnston (Chair), Arapata Hakiwai, Devorah
Ratou i tae a-tinana Blumberg, Jake Downing, Dean Peterson, Puawai Cairns, Lisa
Tipping, Anna Berwick, Sue Quirk, Kate Camp, [k

In attendance n/a

Apologies— Kaore i tae mai n/a

Item 5: Transformation Programme Roadmap
The ELT discussed the roadmap concurrently with agenda item 7.
Item 7: Internal change comms workshop

The ELT participated in a workshop led by Kate Camp.
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High level
Mar 2025, Q3
4 Mar — ELT internal comms planning é&ﬁ]xgr—&E(I:_;Sgef\é?Igﬁ:ng(rec;)%::aongge J O u r n ey m ap

12 Mar — Chair & Minister meeting, no surprises ici fits, activities.

12 M i ini ing urpri anticipated benefits, activities (draft, Mon 03/03)
18/19 Mar — All Staff announcement,

stakeholder comms, media response

Apr —Jun
D 2025, Q4

I e o
) ] phase: diagnostics & design
_ @ 22/3-31/3CJin HOng KOng, AH ACtlng CE

0] O 10 Apr — Board Meeting:
WE ARE HERE h Draft scope &
outcomes of Ori Reviewl
Mid-Late Apr — Tier 1-3 Day:
Business Plans & Support for
change
— Jul — Se Procurement for org review
Oct — Dec p X o
O2025, Q2 02025, Q1 -

Org Review commences, helps inform >> .

Activit
- 30 June 2025
Development of next SOI (2026 — 30)
Jan — Mar
2026, Q3
Activity Apr —Jun

2026, Q4

Activity

30 JUNE 2026
EXPECTED OUTCOMES



COLOUR CODING KEY

Calendar view of scheduling —

All staff
next 6 weeks
MONDAY TUESDAY WEDNESDAY THURSDAY FRIDAY
3 MARCH 4 5 6 7

10 11 12 13 14
Minister meeting .. : .
ODC meeting CDC meeting
17 18 19 20 21

T3 stand up — reflect on change

IPC meeting

24 25 2 6 27 28
_
ODC meeting PDG meeting
31 1 APRIL 2 R \
Draft SPE to MCH (31/3 - 14/4)
’ 8 9 10 1

DATES TO BE DETERMINED:
Mid April post Board - Senior Leaders Day (Tier 1-3)



Our transformation phases

(draft brain dump, Friday 28/2)

0 Toru

Tahi

Case for change
- Why and what?
- Who will do what?

Decision and Planning
- How will we do it?

( Handover from Op Model Design
to HR Change )

Rima

Embedding &
Optimisation

- Sustaining the change

Diagnostics & Design

- Where are we and
where do we need to be?

Rua

Implementation &
Transition

- Making the change
happen

Wha

odn FLALCE

-
)

/,--..

Post-Implementation
Review

- Did we do and get what
we planned?

Ono
12-18months later
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Author: Head of Governance and Strategy, Office of Co-Leaders

Version 0.2 - 14 March 2025

Update Log
Version Amendments made Contact
v0.1 Draft initial content, this has been drafted based on: Anna Berwick
- Acting Board Chair discussion with Co-Leaders & HoGS (13 Feb)
- CEfeedbackto HoGS from 1:1 or 2 ELT member discussions (13-14
Feb)
- ELT and Board discussions (18-25 Feb)
- Co-Leaders reflection korero with HoGS (27-28 Feb)
-  Best practice programme management, and Treasury frameworks
- ELT discussion through March, and Board chair/ELT korero (12 Mar)
v0.1 Co-Leaders initial review, in prep for ELT consultation. Courtney Johnston
- Plain language, objective of a charter, discussed cultural Arapata Hakiwai
considerations and frameworks to initiate this programme for
success.
- Removed ‘programme governance and leadership’, and ‘decision-
making process’ content for further discussion first.
v0.2 ELT review Allmembers

18 March -

2025



Programme Charter

1. Purpose and Vision

This Organisational Sustainability Programme is a strategic initiative designed to undertake an
organisational review and redesign, with the goal to safeguard the long-term financial sustainability,
operational efficiency, relevance, and cultural integrity of Te Papa.

With increasing pressures on our financial position and a highly pressured, rapidly evolving external
environment, this programme aims to implement an organisation review that optimises our operating
model, enhances efficiencies, focuses energy and strengthens our resilience for the future. Our vision
for this programme is to create a sustainable, purpose-driven organisation that can deliver
extraordinary experiences and services for current and future generations.

e This programme will not fully resolve the financial challenges we face. However, it is essential that we
take every possible step within our control to secure the viability of the museum._

|
2. Strategic Objectives

The key objectives of the programme are to:

¢ Achieve financial sustainability by improving how we manage costs, generate revenue, and
run our operations, while ensuring we can continue delivering our mandated services
effectively.

o Align Te Papa’s operating model with our strategic direction, while maintaining high delivery
standards and capability.

e Enhance organisational agility to enable a culture of continuous adaptation and improvement.

e Support and engage our workforce through a transparent and well-structured change
management process.

o Deliver measurable benefits aligned with MSP’s Benefits Realisation Management principles.

o Ensure cultural responsiveness by embedding Te Tiriti o Waitangi principles and Maori and
Pacific worldviews into decision-making and transformation processes.

3. Scope

The programme will focus on:

e reviewing and optimising financial and operational models to ensure efficiency and
sustainability

¢ identifying and implementing cost-saving opportunities and areas for strategic investment

o assessing workforce structure and capability and implementing changes to align with future
needs

e optimising and introducing new commercial and revenue-generating activities

e embedding long-term cultural and structural changes to sustain improvements.



4. Programme Principles

Guiding principles for the programme:

5.

Sustainability and Resilience: Ensuring long-term sustainability, resilience, and adaptability
for the future.

Agility and Flexibility: Enabling responsive adaptations while maintaining focus on goals.
Cultural Responsiveness: Ensuring cultural integrity, especially in Maori and Pacific contexts.

Collaboration and Inclusiveness: Engaging staff and stakeholders at all levels for shared
understanding and appropriate ownership.

Evidence-Based Decision Making: Using data and feedback to guide decisions.

Continuous Improvement: Fostering a culture of ongoing development and learning.

ELT Operating Principles

Operating principles for the Executive Leadership Team:

6.

Decision-Making Discipline — ELT will ensure timely, transparent, and evidence-based
decision-making to keep the programme on track.

Strategic Focus, Operational Awareness - ELT will maintain strategic oversight while ensuring
operational feasibility of programme changes.

One-Voice Leadership — ELT will communicate consistent, clear messaging to kaimahi and
stakeholders.

Iterative & Adaptive Approach - ELT will balance long-term transformation with short-term
agility, refining plans as needed.

People-Centred Change - ELT will prioritise staff impact, consultation, and cultural integrity in
decision-making.

Risk & Resilience Thinking — ELT will proactively identify, manage, and mitigate risks while
embedding resilience in solutions.

Data-Driven Insights — ELT will use qualitative and quantitative data to shape decisions and
measure Success.

Partnership & Collaboration - ELT will work collaboratively with internal and external partners,
including unions..

Expected Outcomes and Benefits

This transformation programme will be designed to deliver sustainable, strategic, and culturally
responsive improvements to Te Papa’s operations. By optimising our operating model and embedding
Te Tiriti o Waitangi principles, we will create a resilient, future-ready organisation that continues to



deliver extraordinary value to our communities and stakeholders. We will develop a Benefits Realisation
Plan to track, measure, and maximise the value delivered through this programme, ensuring that
outcomes are achieved and benefits sustained over time. The expected outcomes and benefits are as
follows:

1)

2)

3)

4)

5)

Financial Sustainability

What this means:

Te Papa will achieve long-term financial stability by optimising costs, diversifying revenue
streams, and improving operational efficiency, and effectively deliver our mandated services.
This will ensure the organisation can continue delivering high-quality services without financial
strain.

Organisational Agility and Resilience

What this means:

Te Papa will be structured to adapt swiftly to changing environments, ensuring it remains
relevant and capable of responding to both risks and opportunities. The organisation will be
better positioned to navigate economic, social, and technological changes.

Relevant Visitor and Community Experiences

What this means:

Visitors and communities will benefit from rich,relevant experiences and services that reflect
diverse perspectives and are delivered through a more sustainable and innovative Te Papa.

Workforce and Leadership Development

What this means:

Staff will be better supported, engaged, and equipped to deliver Te Papa’s strategic priorities.
The transformation will foster a culture of continuous improvement, capability-building, and
strong leadership at all levels.

Cultural Responsiveness and Treaty Commitments

What this means:

Te Papa will embed Te Tiriti o Waitangi principles into governance, decision-making, and
everyday operations, ensuring Maori and Pacific worldviews are valued and upheld. This speaks
directly to our strategy and our future for Te Papa. The transformation will strengthen
partnerships with Maori and Pacific communities and reflect their aspirations in our work.

By implementing this structured approach and developing a Benefits Realisation Plan, Te Papa will
ensure that the transformation programme delivers meaningful, measurable, and sustained benefits for
the organisation, workforce, and communities it serves. By creating a more resilient, financially stable,
and culturally enriched Te Papa, the museum will ensure its continued ability to inspire, educate, and
serve Aotearoa New Zealand’s communities.

7.

Programme Governance & Leadership

The governance structure will ensure accountability and alignment with strategic objectives,
adhering to the MSP Programme Organisation Structure:

Role Responsibility

Holding space for once these are determined (add a row for each role)



8. Decision-Making Process

The programme will ensure transparent, inclusive, and collaborative decision-making:

e Holding space for once these are determined

e A
e B
e C

9. Programme Phases & Key Milestones

The transformation will be delivered across six phases, in line with MSP’s Tranche-Based Delivery

Model:
Phase Key Activities
1. Case for Change Define strategic imperatives, establish

Programme Mandate.

2. Diagnostic & Design Assess current state, identify opportunities,
define future operating model.

3. Decision & Planning Confirm pathway, develop implementation
plans, apply BBC analysis.

4. Implementation Execute phased changes, monitor impacts,
adjust as necessary.

5. Embedding & Sustain changes, evaluate success, track
Optimisation Benefits Realisation.

6. Post-Implementation | Evaluate success, refine future strategies,
Review compile Lessons Learned.

Timeline

Month X(TBD)

Months X

Months X

Months X

Ongoing

12-18 months post-
implementation

10. Cultural Considerations & Treaty of Waitangi Commitments

The programme is committed to:

o Upholding Te Tiriti o Waitangi Alignment: Maori staff are present at all decision-making levels;
advisory group, steering group, ELT, and Board. Detailed programme planning will be developed
with support from the Kaitohutohu Matua Kaupapa Maori and Pou Tikanga, and where maori can

exercise tino rangatiratanga.

o He Ara Framework: Supporting holistic wellbeing (Waiora), empowerment (Mana), and

environmental considerations (Taiao).

e Maori and Pacific Leadership: Engaging a Maori and Pacific Advisory Group for cultural
guidance. Or this programme this would be an internal staff advisory group, perhaps with mana

whenua representation and support

e Workforce and Change Approach: Integrating Maori and Pacific values into the transformation.



¢ Narrative Integrity: Embedding Maori and Pacific knowledge systems into strategic change and
storytelling.

11. Key Risks & Mitigation Strategies

Risk management will follow MSP’s Risk and Issue Management principles:

Risk Mitigation Strategy

Resistance to change | Proactive communication, early staff engagement, and structured
Stakeholder Engagement Plans.

Financial savings not | Set clear financial targets and implement robust tracking mechanisms

realised aligned with the Financial Case.

Workforce morale Transparent decision-making and structured change management.
impact

Operational Phased implementation, contingency planning, and Tranche-Based
disruption Delivery to minimise disruptions.

Lack of clarity on Implement Benefits Realisation Plan, ensuring benefits are tracked and
benefits maximised.

Lack of cultural Engage the Maori and Pacific Advisory Group and adhere to He Ara
integration Waiora framework.

12. Success measures and reporting

A Benefits Management approach will be adopted to ensure that the anticipated benefits of this
transformation programme are clearly defined, tracked, and realised. A Benefits Realisation Plan will be
developed to track and measure progress, ensuring maximum value is delivered at every stage of the
transformation, and success.

Reporting Cadence:

e ELT Weekly Updates — Verbal updates and agile risk management.
e ELT Monthly Updates — Programme progress and risk updates.
¢ Two-monthly Board Reports — Strategic oversight and impact assessment.

13. Conclusion

This charter ensures Te Papa’s transformation is strategically aligned, well-governed, financially
sustainable, and culturally responsive, drawing on best practices from MSP, BBC, and He Ara Waiora
to deliver successful outcomes.



Executive Leadership Team Meeting | Working Notes

Meeting details— Taipitopito hui  Tuesday 18 March 2025
10.00am — 11.00am

Location— Tauwahi Pounamu Room
Attendees— Courtney Johnston (Chair), Arapata Hakiwai, Devorah
Ratou i tae a-tinana Blumberg, Dean Peterson, Carolyn Roberts-Thompson, Puawai

Cairns, Lisa Tipping, Jake Downing, Anna Berwick, Peter

Corley, Sue Quirk, Kate Camp, SIEICH G (notes)

In attendance n/a

Apologies— Kaore i tae mai n/a

25/26 Budget

For Board to understand what change would look or feel like. JL — more about showing directon of change for
new Board Chair.

Put together package of options. Strategic re-definitions. 5 tactical interventions — faster but less effective in
closing the shortfall.

Work for ELT — ‘yes, and’ approach. Sit in idea generating space — grow these ideas and add more ways that
we can achieve change. Look at org charts when looking at these. An eval step done individually (7S
framework, McKinsey). Framework ask questions from values to stakeholders, etc. Generate ideas before
evaluating.

1 April meeting — options and evaluations to take to the Board.

JD — Board need clear questions to answer.
SQ secured ext support for change —_. Will help shape conversation with Board. Will work
individually and collectively. 6 weeks initially.

Meeting closed: 10.40am.

@) E



What is our core function?

VISION: A Tiriti-based museum, where a collective commitment to Te Tiriti o Waitangi is fostered and Maori exercise tino rangatiratanga

Sustainable Funding

/\ Revenue Generation

PURPOSE{ To understand and treasure the past\to enrich the present,/and to\meet the challenges of the future

Live within means

To care and continue to build the collection?
Relevance

To inform the public about the collection and emerging scholarship?
f P aing P A trusted voice in civic discourse

To be a place of pride for Aotearoa as a destination with wonderful experiences and to seek knowledge? . . .
A place for amazing experiences, not just

To be sustainable into the future with our operations, with the knowledge amassing

IMPACT:
Store the nation’s treasures

Extraordinary Experiences, new knowledge, and new connections
Document, research and interpret

We are guardians, not owners
Healing, reconciliation, empowerment

Thriving natural environment

What isn’t here:

External facing work (loans,
sector support, mana taonga
loans, possibly Treaty
settlement activity)

Extensive collecting activity

Extensive outward facing
research
Sustainable funding,
revenue generation,
live within our means Ability to respond to the
unexpected

The weighting of each circle

Expansive programme

What this looks like
Very back to basics model

Less choice and variation

Research, document,
mana taonga Perception of insularity

management

Little room for spontaneity or
responsiveness

Tightly managed and
precisely sized engagement
teams

Can only be held for a certain
The collection number of years before it will
have to be reset back

Create gaps in the collection
or new acquisitions will be
greatly scrutinised

Revenue generation is
matched against the reduced

Longterm or short-term
programme but not both

Deferred maintenance
activity



Scenarios & Evaluations — MASTER ELT FEEDBACK DOCUMENT

Briefing document for ELT as at 5pm 20 March 2025

Contents
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Rationale for change

At opening, Te Papa could afford to care for the national collections, maintain its buildings and provide services as
mandated in its legislation using an operating model that combined Crown funding (70%) with earned revenue
(30%).! The museum was established with a commercially positive culture, and the brand-new Cable Street building
was designed to deliver revenue-generating activities.

By the mid-2010s it was obvious our funding model was insufficient. In 2019, we received an uplift to our baseline
Crown funding that made some improvement, but even at that time was recognised as insufficient to support long-
term viability.

Today, our proportion of Crown to earned revenue is 65:45. We have a 30-year-old building that costs considerably
more to maintain than in 1998 and we are not funded for depreciation. Decades of cost growth combined with the
current, extended economic recession and reduction in tourism is reducing our ability to generate more net
contribution to supplement our level of Crown revenue, meaning our annual funding falls short (and falls shorter
every year) of the total needed to sustainably care for the collections and buildings that are entrusted to us and
provide services as mandated through legislation.

1990s 2020s

Care of buildings and
collections, delivery of
mandate

Crown and earned
revenue

Crown and earned

Care of buildings and
revenue

collections, delivery
of mandate

In recent years, our challenge has been to maintain service levels and attract and retain kaimahi, while meeting
Treasury’s expectation that we manage cost pressures through savings. We have:

e reduced our capital investment programme (including refreshment of visitor spaces and exhibitions) to “bare
bones”

e protected and grown our revenue-generating activities (significantly: Takina, the creation of the Partnerships
team, and IVEC)
e banked as many operational savings as possible

On current projections, and as consistently communicated to the Crown, Te Papa extinguishes its cash reserves in mid
2029. This is not viable. To return to a state of financial viability we must concurrently:

1. Reduce costs (primarily salaries), by reducing activity areas / service delivery
2. Increase self-generated revenue

;000

! Note figures used in the document have not been checked with records or Finance



Process & timeline

In February, the Board was presented with an analysis of the scale of change required to achieve financial viability
without additional Crown funding. Three options were modelled at a high level for the Board, looking at the levers of
increasing net contribution and reducing costs.

Jake and Devorah have initiated the mahi around revenue generation (thank you)._

This document and process focus on cost reductions.

At the Board’s 10 April meeting, we will present scenarios for different kinds of scale, pace and type of change so
they can test and confirm their appetite for change. Evaluations of the scenarios will be presented, alongside
commentary from management.

The mahi we are undertaking here will culminate in the production of the paper for the Board meeting. At the
meeting, be requesting direction on the scale, pace and type of change the Board wishes to achieve, creating
parameters for the creation of a change programme.

Note all work to date has been undertaken within existing resourcing. Additional resource is required to move at
pace, and we are now seeking to obtain short-term support from an experienced contractor who has recent
experience working with Te Papa.

Timeline

21 March Briefing & distribution of this document (ELT hui)

21 March Secure short-term contract support (up to 6 weeks)

25 March Brainstorm further options (ELT hui)

25 March Agree scenarios for evaluation (ELT hui)

25-28 March Individual evaluation completed (submit midday)

28 March Collation of evaluation

31 March Evaluation as a group by Co-Leaders, CPO and CFO

1 April Co-Leaders, CPO and CFO review evaluation outcomes to
prepare for afternoon hui (AM)

1 April Review of evaluation outcomes and confirmation of scenarios &
commentary for the Board (ELT hui PM)

2 April Pre meeting with Board chair

2-4 April Finalisation of Board paper.

10 April Board meeting




Purpose of this document

This document seeds 7 scenarios to increase our financial viability by reducing our operational costs. It is provided to
enable management to extend and add scenarios. The Board have made it clear that they anticipate a decrease in

roles.

The 7 scenarios present 2 “strategic redefinitions” (major strategic shifts) and 5 “tactics” (smaller iterative changes).
In almost all options, the emphasis is on preserving/optimising the delivery of revenue-generating activities, while
reducing/streamlining activities that do not generate revenue.

An evaluation framework is provided. Scenarios should not be reduced or rejected: their feasibility and desirability
will be tested through the evaluation. Note that we are not conducting financial modelling at this time, for the sake
of speed: this limitation will be conveyed to the Board.

Assumptions underpinning these scenarios:

1. Itis not feasible to exit our current buildings or dispose of a significant portion of the collections in order to
make sustained cost savings

2. Options for operational savings without reducing services have been largely exhausted; the remaining

options will not make a material difference to our financial outlook

Continuing to underinvest in our capital programme in order to reduce expenditure is not acceptable

Change options must minimise any negative impact on our ability to generate revenue

Ongoing efforts will be made to increase the net contribution of our revenue-generating activities

This work will be conducted in tandem with conversations with the Crown about sustainable funding

oukuw

It is useful to have the current org charts when reviewing and brainstorming options.

Strategic redefinitions
These proposals respond to Option 2: Emphasis on reduced spend as shared with the Board in February, seeking a
reduction of approximately 70 roles to dramatically reduce costs and bring Te Papa closer to financial viability.




For context: “During 2018/19 Te Papa formally reviewed Target Operating Model of Tier 3 and below and Collection
Care and Curatorial services. The review re-oriented the focus of a number of positions and established new
positions that aligned more closely with the future direction of collections care and curatorial. The reviews resulted
in 15 redundancies at a total cost of $854,850. Additional costs associated with the implementation of the
restructuring such as recruitment, outplacement support made the total cost associated with change (including
redundancies) $1,223,311.48”

The “strategic redefinitions” offer two radical reimaginings of how Te Papa could operate. They are propositions,
based on the requirement to reduce up to 70 roles without negatively affecting revenue generation, based on how
our workforce is distributed across customer-serving, experience development, collection-based and enabling
activities.

They are provided to test the level of change required if we are to seek to fully meet the challenge of becoming
financially viable without increased Crown funding.

For context: A&I consists of approximately 60 roles (excluding research assistants); P&D plus OCL plus NMA is fewer
than 40 roles.

Modelling has not been conducted to establish what the headcount reduction could be under either proposition.
Please contribute other large-scale proposals that could achieve a reduction of up to 70 roles

Tactics

The “tactics” present options for reducing activities, streamlining functions, reducing levels of service, and resetting
the outcomes of our work according to the funding we have available to perform it.

They do not propose a full strategic redesign of the museum, and would not come close to bridging the $10m gap we
have. Instead, they could “extend the runway”, giving us more time to engage in conversations with the Crown, while

also steadily refining the museum’s focus and way of working. _

This could be conceived of as an “integration” model, where management is continually reviewing service lines,
focusing effort, lifting productivity and increasing revenue generating activities, and this is core to how we operate.

Bear in mind these options have been developed in under two days. They are not perfect and are offered as a starting
place. Please extend the five options, and add new ones.

Caveats

1. This thinking is based on our current workforce and business plans. You will notice that Option 1: Emphasis
on new net contribution from the February Board meeting has not been treated here. This is because | do




not believe it is feasible to generate the levels of increased net contribution described in that option from
our current starting point (organisational structure, or long-term economic recession). Most options provided
here still require continuous improvement of margins and introduction of new revenue generating activities,
alongside reduction in other services.

| welcome other thoughts on this assumption

2. The introduction of new revenue-generating activities to increase our viability may require different forms of
organisational change (e.g. disestablishment of existing roles and creation of new roles through an approved
business case).

These changes will need to be modelled into our forecasts and are not assumed here

Evaluating the options

The options are provided with an evaluation framework, adapted from the McKinsey 7-S framework, to consider
alignment, feasibility, return, risk and impact. Adaptations cover our Rautaki and iwi and other partners, and centre
the Crown as a stakeholder.

Again, this has been rapidly developed — if improvements for the framework can be made and agreed on Tuesday 25%
that would be great.

ELT Feedback:




Pre-change actions

These actions sit outside a formal change process, and any/all would make a small contribution towards improving
our situation

Commit to continuous identification and implementation of operational savings

Institute a hiring freeze: only replacing roles directly associated with revenue generation and core enabling
functions (e.g. Finance, PSC)

Review and act to significantly reduce leave liability across the organisation
Call for voluntary reduction of working hours

Consideration has been given to a call for voluntary redundancies. It is considered that an untargeted call would not
result in an outcome that improves our position. Options for voluntary redundancy can be built into change
processes. There is also an option for a targeted call for voluntary redundancies limited to certain areas of operation.

Your feedback on and addition to these actions is appreciated

ELT Feedback:




Strategic redefinition 1 — Digital-first museum

Seek to operate with almost complete reliance on Crown funding: reduce or stop all commercial and physical
visitor serving activities.

e Shut Cable Street as a visitor destination & commercial operation

e Focus is on creating, caring for, researching and making collections available through digital access,
onsite research access, and loans

e Repatriation continues

e Sector support and education services are primarily delivered digitally

e Touring activity is phased out

Enabling functions would be redesigned to support the success of this model, with the expectation of
reductions in roles.

ELT Feedback:




Strategic redefinition 2 — Optimise as tourism destination

All effort is focused on driving physical visitation to the museum and uptake of our commercial offerings
Options to optimise:

e Experience development, events, public programmes, learning & tours to drive visitation and be
commercially positive

e Takina Events

e Retail

e Grants and sponsorship focus on experience development, not collections/research

e International touring programme (incoming and outgoing)

Options to reduce or stop:

e Collection development, care, research and access
e Sector support (loans, NSTP, domestic touring)
e Collection digitisation and development of non-visit related digital content

Enabling functions would be redesigned to support the success of this model, with the expectation of
reductions in roles

Please suggest other scenarios for substantial change

ELT Feedback:




Tactic 1 — Target duplication, reset delivery levels

We make targeted change where we have similar activities/customer groups in order to rightsize outputs,
streamline teams & workplans, and reducing the number of people involved in delivering these services.

Potential areas:

Audience and customer acquisition: Marketing, promotions, communications, audience research, sales
Planning & delivery: Programming and PMO

Sector support: National Services Te Paerangi and Repatriation

Visitor Engagement: Learning, Events, Public Programmes, Tours and StoryPlace

Product development: Retail, Image Licencing, Te Papa Press

Support: EA, Reception, Administration, Coordination roles

YVVVVYYVYYVY

What improvements and additional ideas could you suggest?

ELT Feedback:
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Tactic 2 — Optimise customer service & reset delivery levels of visitor
engagement

We seek to lift the visitor and customer experience with the intent of generating more revenue, while
streamlining how these experiences are delivered by rightsizing outputs, streamlining teams & workplans,
and reducing the number of people involved in delivering these services.

Potential areas:

e Seeking efficiencies in the hosting experience as part of evolving IVEC

e Audience and customer acquisition: Marketing, promotions, communications, audience research, sales
e Rightsize points of visitor engagement: Learning, Public Programmes, Events, Tours, StoryPlace

e Combine Takina Events and AV

e Seek efficiencies in visitor and customer services: enquiries, customer feedback, opening hours etc

What improvements and additional ideas could you suggest?

ELT Feedback:
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Tactic 3 — Lower standard of enabling functions

We would accept a reduced level of service in order to reduce our costs.
Look for reductions in levels of service across:

e C&R: Collections information management, Information management, Rights & Licencing, Library
e F&O: Facilities, PMO, IT [BRC, Finance and PSC deliberately excluded]

e A&I: Programming, Audience Insights

e OC
e NMA: Iwi Relationships

—

What improvements and additional ideas could you suggest?

ELT Feedback:




Tactic 4 — Reduce “beyond the walls” services

We would accept a reduction or elimination of current services in order to reduce our costs.
Look for reductions in levels of service across:

e Sector support via National Services Te Paerangi

e Sector support via loans

e Repatriation

e Book publishing via Te Papa Press

e Rights management and image licensing

e Collection digitisation, creation of digital content, sharing of digital content to other platforms
e Domestic exhibition touring

e [International exhibition touring excluded as a revenue-generating priority]

What improvements and additional ideas could you suggest?

ELT Feedback:




Tactic 5 - Redesign C&R for reduced outputs

We would accept a reduced level of curatorial output and collection access in order to reduce our costs.

Apologies Dean, this one is blunt

ELT Feedback:
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Tactic 6 onwards

Please come to the workshop ready to propose other scenarios.

ELT Feedback:
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Evaluation framework (ELT review and changes in red)

Evaluation Criteria Score
FINANCIAL IMPACT FTE reduction
Implementation cost
Leshenefirate
Bresleevendmeline
Operating cost reduction
Revenue generation potential
STRATEGIC ALIGNMENT Consistency with legislative mandate
Consistency with Rautaki
Long-term sustainability
IMPLEMENTATION Resource requirements
FEASIBILITY
Technical/compliance barriers
Implementation timeframe
Complexity & dependencies
Leadership bandwidth
CULTURAL & STAKEHOLDER Staff readiness
IMPACT
Public perception/reputation
Customer/audience experience
Alignment with organisational values
Impact on iwi partners
Impact on funding partners/sponsors
RISK PROFILE Operational disruption potential
Crown resistance likelihood
Implementation failure risks
TOTAL SCORE
Scoring guide 5 - Excellent 4 - Good 3- Satisfactory 2 - Fair 1- Poor
(standard) Significantly Exceeds Meets Partially meets Does not meet
exceeds requirements requirements requirements requirements)
requirements
Adjusted 5 — Positive 4 - Acceptable 3 - Neutral 2 — Negative 1 - Unacceptable
scoring guide
ELT Feedback:
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Other points raised by ELT to note




Strategy Implementation
The Change Continuum

Approach:

1. Adopt service line adjustments at relative pace, allowing time and strategic focus to right-size and
optimise the entire organisation.

2.
3.

Implement organisational change.

plan and implement one of the two strategic redefinitions.

Strategy 3 — Bridge the Gap
Strategy 1 - Digital First or

Tactics s Q Q Q Q Q Q Q Strategy 2 — Tourist Destination
GOAL
Financial
viability and
sustainability

If needed:

Ongoing planning, research, preparation for Strategy 1 or 2




Scenarios & Evaluations — MASTER ELT FEEDBACK DOCUMENT

Briefing document for ELT as at 5pm 20 March 2025
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Rationale for change

At opening, Te Papa could afford to care for the national collections, maintain its buildings and provide services as
mandated in its legislation using an operating model that combined Crown funding (#8% 60%) with earned revenue
(30% 40%).* The museum was established with a commerecially positive culture, and the brand-new Cable Street
building was designed to deliver revenue-generating activities.

By the mid-2010s it was obvious our funding model was insufficient. In 2019, we received an uplift to our baseline
Crown funding that made some improvement, but even at that time was recognised as insufficient to support long-
term viability.

Today, our proportion of Crown to earned revenue is 65:45 55:45. We have a 30-year-old building that costs
considerably more to maintain than in 1998 and we are not funded for depreciation. Decades of cost growth
combined with the current, extended economic recession and reduction in tourism is reducing our ability to generate
shorter every year) of the total needed to SIJ;t;iI’;aEﬂ;l care for the collections ;nidibailidi?nésitﬂe;t;rie entrusted tous
and provide services as mandated through legislation.

1990s 2020s

Care of buildings and
collections, delivery of
mandate

Crown and earned
revenue

Crown and earned

Care of buildings and
revenue

collections, delivery
of mandate

In recent years, our challenge has been to maintain service levels and attract and retain kaimahi, while meeting
Treasury’s expectation that we manage cost pressures through savings. We have:

e reduced our capital investment programme (including refreshment of visitor spaces and exhibitions) to “bare
bones”

e protected and grown our revenue-generating activities (significantly: Takina, the creation of the Partnerships
team, and IVEC)

e banked as many operational savings as possible

On current projections, and as consistently communicated to the Crown, Te Papa extinguishes its cash reserves in mid
2029. This is not viable. To return to a state of financial viability we must concurrently:

1. Reduce costs (primarily salaries), by reducing activity areas / service delivery
2. Increase self-generated revenue

The challenge to our financial viability is unlikely to be resolved without movement in all three areas.

! Note figures used in the document have not been checked with records or Finance (Finance have checked and updated figures)




Process & timeline

In February, the Board was presented with an analysis of the scale of change required to achieve financial viability
without additional Crown funding. Three options were modelled at a high level for the Board, looking at the levers of
increasing net contribution and reducing costs.

This document and process focuses on cost reductions.

At the Board’s 10 April meeting, we will present scenarios for different kinds of scale, pace and type of change so
they can test and confirm their appetite for change. Evaluations of the scenarios will be presented, alongside
commentary from management.

The mahi we are undertaking here will culminate in the production of the paper for the Board meeting. At the
meeting, be requesting direction on the scale, pace and type of change the Board wishes to achieve, creating
parameters for the creation of a change programme.

Note all work to date has been undertaken within existing resourcing. Additional resource is required to move at
pace, and we are now seeking to obtain short-term support from an experienced contractor who has recent
experience working with Te Papa.

Timeline

21 March Briefing & distribution of this document (ELT hui)

21 March Secure short-term contract support (up to 6 weeks)

25 March Brainstorm further options (ELT hui)

25 March Agree scenarios for evaluation (ELT hui)

25-28 March Individual evaluation completed (submit midday)

28 March Collation of evaluation

31 March Evaluation as a group by Co-Leaders, CPO and CFO

1 April Co-Leaders, CPO and CFO review evaluation outcomes to
prepare for afternoon hui (AM)

1 April Review of evaluation outcomes and confirmation of scenarios &
commentary for the Board (ELT hui PM)

2 April Pre meeting with Board chair

2-4 April Finalisation of Board paper.

10 April Board meeting




Purpose of this document

This document seeds 7 scenarios to increase our financial viability by reducing our operational costs. It is provided to
enable management to extend and add scenarios. The Board have made it clear that they anticipate a decrease in
roles.

The 7 scenarios present 2 “strategic redefinitions” (major strategic shifts) and 5 “tactics” (smaller iterative changes).
In almost all options, the emphasis is on preserving/optimising the delivery of revenue-generating activities, while
reducing/streamlining activities that do not generate revenue.

An evaluation framework is provided. Scenarios should not be reduced or rejected: their feasibility and desirability
will be tested through the evaluation. Note that we are not conducting financial modelling at this time, for the sake
of speed: this limitation will be conveyed to the Board.

Assumptions underpinning these scenarios:

1. Itis not feasible to exit our current buildings or dispose of a significant portion of the collections in order to
make sustained cost savings

2. Options for operational savings without reducing services have been largely exhausted; the remaining
options will not make a material difference to our financial outlook

3. Continuing to underinvest in our capital programme in order to reduce expenditure is not acceptable

4. Change options must minimise any negative impact on our ability to generate revenue

5. Ongoing efforts will be made to increase the net contribution of our revenue-generating activities

It is useful to have the current org charts when reviewing and brainstorming options.

LStrategic redefinitions
These proposals respond to Option 2: Emphasis on reduced spend as shared with the Board in February, seeking a
reduction of approximately 70 roles to dramatically reduce costs and bring Te Papa closer to financial viability.\

__— — | Commented [PC2]: Sent a question to Exec chat)




For context: “During 2018/19 Te Papa formally reviewed Target Operating Model of Tier 3 and below and Collection
Care and Curatorial services. The review re-oriented the focus of a number of positions and established new
positions that aligned more closely with the future direction of collections care and curatorial. The reviews resulted
in 15 redundancies at a total cost of $854,850. Additional costs associated with the implementation of the
restructuring such as recruitment, outplacement support made the total cost associated with change (including
redundancies) $1,223,311.48.”

The “strategic redefinitions” offer two radical reimaginings of how Te Papa could operate. They are propositions,
based on the requirement to reduce up to 70 roles without negatively affecting revenue generation, based on how
our workforce is distributed across customer-serving, experience development, collection-based and enabling

\acﬁviﬁesL

They are provided to test the level of change required if we are to seek to fully meet the challenge of becoming
financially viable without increased Crown funding.

For context: A&I consists of approximately 60 roles (excluding research assistants); P&D plus OCL plus NMA is fewer

than 40 roles.
Modelling has not been conducted to establish what the headcount reduction could be under either proposition.
Please contribute other large-scale proposals that could achieve a reduction of up to 70 roles

Tactics
The “tactics” present options for reducing activities, streamlining functions, reducing levels of service, and resetting
the outcomes of our work according to the funding we have available to perform it.

They do not propose a full strategic redesign of the museum, and would not come close to bridging the $10m gap we
have. Instead, they could “extend the runway”, giving us more time to engage in conversations with the Crown, while

also steadily refining the museum’s focus and way of working._

This could be conceived of as an “integration” model, where management is continually reviewing service lines,
focusing effort, lifting productivity and increasing revenue generating activities, and this is core to how we operate.

Bear in mind these options have been developed in under two days. They are not perfect and are offered as a starting
place. Please extend the five options, and add new ones.

Caveats

1. This thinking is based on our current workforce and business plans. You will notice that Option 1: Emphasis
on new net contribution from the February Board meeting has not been treated here. This is because | do




not believe it is feasible to generate the levels of increased net contribution described in that option from
our current starting point (organisational structure, or long-term economic recession). Most options provided
here still require continuous improvement of margins and introduction of new revenue generating activities,
alongside reduction in other services.

| welcome other thoughts on this assumption

2. The introduction of new revenue-generating activities to increase our viability may require different forms of
organisational change (e.g. disestablishment of existing roles and creation of new roles through an approved
business case).

These changes will need to be modelled into our forecasts and are not assumed here

Evaluating the options

The options are provided with an evaluation framework, adapted from the McKinsey 7-S framework, to consider
alignment, feasibility, return, risk and impact. Adaptations cover our Rautaki and iwi and other partners, and centre
the Crown as a stakeholder.

Again, this has been rapidly developed — if improvements for the framework can be made and agreed on Tuesday 25
that would be great.

| ELT Feedback:
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Prefhangebcﬁonﬁ

These actions sit outside a formal change process, and any/all would make a small contribution towards improving
our situation

e Commit to continuous identification and implementation of operational savings

e Institute a hiring freeze: only replacing roles directly associated with revenue generation and core enabling
functions (e.g. Finance, PSC)

e Review and act to significantly reduce leave liability across the organisation

e (Call for voluntary reduction of working hours

Consideration has been given to a call for voluntary redundancies. It is considered that an untargeted call would not
result in an outcome that improves our position. Options for voluntary redundancy can be built into change
processes. There is also an option for a targeted call for voluntary redundancies limited to certain areas of operation.

Your feedback on and addition to these actions is appreciated

ELT Feedback:
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Strategic redefinition 1 — Digital-first museum

Seek to operate with almost complete reliance on Crown funding: reduce or stop all commercial and physical
visitor serving activities.

Focus is on creating, caring for, researching and making collections available through digital access,
onsite research access, and loans

Repatriation continues

Sector support and education services are primarily delivered digitally

Touring activity is phased out

Enabling functions would be redesigned to support the success of this model, with the expectation of
reductions in roles.

| ELT Feedback:
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Strategic redefinition 2 — Optimise as tourism \desﬁnaﬁon

All effort is focused on driving physical visitation to the museum and uptake of our commercial offerings

Options to optimise:

e Experience development, events, public programmes, learning & tours to drive visitation and be
commercially positive

e Takina Events

e Retail

e Grants and sponsorship focus on experience development, not collections/research

e International touring programme (incoming and outgoing)

Options to reduce or stop:

e Collection development, care, research and access
e Sector support (loans, NSTP, domestic touring)
e Collection digitisation and development of non-visit related digital content

Enabling functions would be redesigned to support the success of this model, with the expectation of
reductions in roles

Please suggest other scenarios for‘substant‘ial change\

|ELTFeedback:
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Tactic 1 — Target duplication, reset delivery levels

We make targeted change where we have similar activities/customer groups in order to rightsize outputs,
streamline teams & workplans, and reducing the number of people involved in delivering these services.

Potential areas:

Audience and customer acquisition: Marketing, promotions, communications, audience research, sales
Planning & delivery: Programming and PMO

Sector support: National Services Te Paerangi and Repatriation

Visitor Engagement: Learning, Events, Public Programmes, Tours and \StoryPIaceL
Product development: Retail, Image Licencing, Te Papa Press

Support: EA, Reception, Administration, Coordination roles

Y VvV

Y V V VY

What improvements and additional ideas could you suggest?

| ELT Feedback:
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Tactic 2 — Optimise customer service & reset delivery levels of visitor
engagement

We seek to lift the visitor and customer experience with the intent of generating more revenue, while
streamlining how these experiences are delivered by rightsizing outputs, streamlining teams & workplans,
and reducing the number of people involved in delivering these services.

Potential areas:

e Seeking efficiencies in the hosting experience as part of evolving IVEC

e Audience and customer acquisition: Marketing, promotions, communications, audience research, sales
e Rightsize points of visitor engagement: Learning, Public Programmes, Events, Tours, StoryPlace

e Combine Takina Events and AV

e Seek efficiencies in visitor and customer services: enquiries, customer feedback, opening hours etc

What improvements and additional ideas could you suggest?

’ ELT Feedback:
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Tactic 3 — Lower standard of enabling functions

We would accept a reduced level of service in order to reduce our costs.

Look for reductions in levels of service across:

e C&R: Collections information management, Information management, Rights & Licencing, Library
e F&O: Facilities, PMO, IT [BRC, Finance and PSC deliberately excluded]
e A&l: Programming, Audience Insights

e OC

-

e NMA: Iwi Relationships

What improvements and additional ideas could you suggest?

ELT Feedback:
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Tactic 4 — Reduce “beyond the walls” services
We would accept a reduction or elimination of current services in order to reduce our costs.

Look for reductions in levels of service across:

e Sector support via National Services Te Paerangi

e Sector support via loans

e Repatriation

e Book publishing via Te Papa Press

e Rights management and image licensing

e Collection digitisation, creation of digital content, sharing of digital content to other platforms
e Domestic exhibition touring

e [International exhibition touring excluded as a revenue-generating priority]

What improvements and additional ideas could you suggest?

| ELT Feedback:
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Tactic 5 - Redesign C&R for reduced outputs

We would accept a reduced level of curatorial output and collection access in order to reduce our costs.

Apologies Dean, this one is blunt

| ELT Feedback:
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Evaluation framework (ELT review and changes in red)

Evaluation Criteria Score
FINANCIAL IMPACT FTE reduction
Implementation cost
Coctbopofade
Preslemapfealine
Operating cost reduction
Revenue generation potential
STRATEGIC ALIGNMENT Consistency with legislative mandate
Consistency with Rautaki
Long-term sustainability
IMPLEMENTATION Resource requirements
FEASIBILITY
Technical/compliance barriers
Implementation timeframe
Complexity & dependencies
Leadership bandwidth
CULTURAL & STAKEHOLDER Staff readiness
IMPACT
Public perception/reputation
Customer/audience experience
Alignment with organisational values
Impact on iwi partners
Impact on funding partners/sponsors
RISK PROFILE Operational disruption potential
Crown resistance likelihood
Implementation failure risks
TOTAL SCORE
Scoring guide 5 - Excellent 4 - Good 3- Satisfactory 2 - Fair 1- Poor
(standard) Significantly Exceeds Meets Partially meets Does not meet
exceeds requirements requirements requirements requirements)
requirements
Adjusted 5 — Positive 4 — Acceptable 3 - Neutral 2 — Negative 1 - Unacceptable
scoring guide
| ELT Feedback:
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The Change Analysis & Alignhment Process

Change Framework

)
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DRAFT TO BE CONFIRMED AT ELT 25 MARCH - changes in red confirmed at ELT meeting

Evaluation Criteria

FINANCIAL IMPACT

FTE Reduction

Implementation cost

Cost-benefit ratio

. —

- . .

Revenue generation potential
STRATEGIC ALIGNMENT
Consistency with legislative mandate
Consistency with Rautaki

Long-term sustainability
IMPLEMENTATION FEASIBILITY
Resource requirements
Technical/compliance barriers
Implementation timeframe
Complexity & dependencies
Leadership bandwidth

CULTURAL & STAKEHOLDER IMPACT
Staff readiness

Public perception/reputation
Customer/audience experience
Alignment with organisational values
Impact on iwi partners

Impact on funding partners/sponsors
RISK PROFILE

Operational disruption potential
Crown resistance likelihood
Implementation failure risks

TOTAL SCORE

SR1
Do not fill

Do not fill

Do not fill

Do not fill

Do not fill

SR2

T1

T2

T3

Scoring guide (standard)

5 - Excellent

Significantly exceeds

requirements

4 - Good

Exceeds
requirements

3- Satisfactory

Meets
requirements

2 - Fair

Partially meets
requirements

1-Poor

Does not meet
requirements)

Adjusted scoring guide

5 - Positive

4 - Acceptable

3 - Neutral

2 — Negative

1-
Unacceptable

T4

T5

T6



Courtney Johnston

Evaluation Criteria
FINANCIAL IMPACT

FTE reduction
Implementation cost
Operating cost reduction
Revenue generation potential
STRATEGIC ALIGNMENT

Consistency with legislative mandate

Consistency with Rautaki

Long-term sustainability
IMPLEMENTATION FEASIBILITY
Resource requirements
Technical/compliance barriers
Implementation timeframe
Complexity & dependencies
Leadership bandwidth

CULTURAL & STAKEHOLDER IMPACT

Staff readiness

Public perception/reputation
Customer/audience experience
Alignment with organisational values
Impact on iwi partners

Impact on funding partners/sponsors
RISK PROFILE

Operational disruption potential
Crown resistance likelihood
Implementation failure risks

TOTAL SCORE

SR1
Do not fill
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Do not fill

SR2

= A AN D

N NN RN

W NN WN -

N

T1

W ww s

W

W wwwww A WA W

w N

T2

B s

o s

AW W WW

EE R S

N

T3

w W N W s

N

N W www

W wwwwnmN

w N

Scoring guide (standard)

5 - Excellent

Significantly
exceeds
requirement
s

4 - Good

Exceeds
requirement
s

3-
Satisfactory

Meets
requirement
s

2 - Fair

Partially
meets
requirement
s

1- Poor

Does not
meet
requirement

s)

Adjusted scoring guide

5 - Positive

4-
Acceptable

3 - Neutral

2 — Negative

1-
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e

N NDNDNDNDDN W wwnNnNw NN w hrh w s

NN

N W w s

NN

N NMNDNDNMNDNDN NN WDN W

w N



Arapata Hakiwai

Evaluation Criteria

FINANCIAL IMPACT

FTE reduction

Implementation cost

Operating cost reduction
Revenue generation potential
STRATEGIC ALIGNMENT
Consistency with legislative mandate
Consistency with Rautaki
Long-term sustainability
IMPLEMENTATION FEASIBILITY
Resource requirements
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Evaluation Criteria
FINANCIAL IMPACT
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Implementation cost
Operating cost reduction
Revenue generation potential
STRATEGIC ALIGNMENT

Consistency with legislative mandate

Consistency with Rautaki
Long-term sustainability
IMPLEMENTATION FEASIBILITY
Resource requirements
Technical/compliance barriers
Implementation timeframe
Complexity & dependencies
Leadership bandwidth

CULTURAL & STAKEHOLDER IMPACT

Staff readiness

Public perception/reputation
Customer/audience experience
Alignment with organisational values
Impact on iwi partners

Impact on funding partners/sponsors
RISK PROFILE

Operational disruption potential
Crown resistance likelihood
Implementation failure risks

TOTAL SCORE

SR1
Do not fill

L ~ R O0 B S

Do not fill

Do not fill

N P PN W

Do not fill

PR R R RN

Do not fill
1

SR2

w b~ W s

N

N P P N W

w w N BN

N

T1

= Wk~ W

A O

wWw b~ b b BN

W w sk prponbN

N

T2

N W W s

EENE N

N MDD B BM

W w w o b~ w

T3

W A~ b b

W W w w w

W wWww ks weR

Scoring guide (standard)

5 - Excellent

Significantly
exceeds
requirement
s

4 - Good

Exceeds
requirement
s

3-
Satisfactory

Meets
requirement
s

2 - Fair

Partially
meets
requirement
s

1- Poor

Does not
meet
requirement

s)

Adjusted scoring guide

5 — Positive

4-
Acceptable

3 - Neutral

2 — Negative

1-
Unacceptabl
e

T4

w o0~ O

A W

wWw A~ b b BN

W NWhr~owwnN

T5

A A W A

= N NN O

A WA B DR

B~ W

T6

N W b~ W

W b~

N W b O W

W b~ W Wb~ w

B~ W



Evaluation Criteria

FINANCIAL IMPACT

FTE reduction

Implementation cost

Operating cost reduction
Revenue generation potential
STRATEGIC ALIGNMENT
Consistency with legislative mandate
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Evaluation Criteria

FINANCIAL IMPACT

FTE reduction

Implementation cost

Operating cost reduction
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Evaluation Criteria

FINANCIAL IMPACT

FTE reduction

Implementation cost

Operating cost reduction
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Evaluation Criteria

FINANCIAL IMPACT

FTE reduction

Implementation cost

Operating cost reduction
Revenue generation potential
STRATEGIC ALIGNMENT
Consistency with legislative mandate
Consistency with Rautaki
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Technical/compliance barriers
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Evaluation Criteria

FINANCIAL IMPACT

FTE reduction

Implementation cost
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Evaluation Criteria

FINANCIAL IMPACT

FTE reduction

Implementation cost

Operating cost reduction
Revenue generation potential
STRATEGIC ALIGNMENT
Consistency with legislative mandate
Consistency with Rautaki
Long-term sustainability
IMPLEMENTATION FEASIBILITY
Resource requirements
Technical/compliance barriers
Implementation timeframe
Complexity & dependencies
Leadership bandwidth

CULTURAL & STAKEHOLDER IMPACT

Staff readiness

Public perception/reputation
Customer/audience experience
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Evaluation Criteria

FINANCIAL IMPACT
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Evaluation Criteria

FINANCIAL IMPACT

FTE reduction
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Operating cost reduction
Revenue generation potential
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Summary

Evaluation Criteria SR1 SR2 T1 T2 13 T4 15 T6

FINANCIAL IMPACT 6.40 7.50 4.90 5.70 4.50 6.22 5.67

FTE reduction 4.20 3.40 3.10 2.80 2.90 3.44 3.33

Implementation cost 2.60 2.40 3.10 3.10 3.10 3.22 2.89

Operating cost reduction 3.60 2.90 2.60 2.90 2.50 3.56 3.11

Revenue generation potential 1.20 3.60 2.30 3.10 2.20 2.44 2.11

STRATEGIC ALIGNMENT 1.93 1.73 3.47 3.83 3.17 2.78 2.59

Consistency with legislative mandate 2.00 1.60 3.60 4.00 3.60 2.67 2.56

Consistency with Rautaki 1.50 1.40 3.40 3.80 3.00 2.56 2.44

Long-term sustainability 2.30 2.20 3.40 3.70 2.90 3.11 2.78

IMPLEMENTATION FEASIBILITY 2.12 2.14 2.78 2.98 2.90 3.07 2.82

Resource requirements 2.30 2.30 2.50 2.90 2.80 3.22 3.22

Technical/compliance barriers 2.40 2.10 2.90 3.10 3.10 3.00 2.89

Implementation timeframe 1.80 2.00 2.90 3.00 3.20 3.22 3.00

Complexity & dependencies 2.00 2.20 2.90 3.00 2.90 3.22 2.78

Leadership bandwidth 2.10 2.10 2.70 2.90 2.50 2.67 2.22

CULTURAL & STAKEHOLDER IMPACT 1.17 1.98 3.08 3.25 2.67 2.56 2.65

Staff readiness 1.30 1.20 2.30 2.80 2.00 2.00 1.67

Public perception/reputation 1.10 1.80 3.50 3.60 3.00 2.56 2.44

Customer/audience experience 1.10 3.10 3.40 3.50 3.30 3.00 3.22

Alignment with organisational values 1.20 1.70 3.10 3.20 2.70 2.78 2.67

Impact on iwi partners 1.20 1.70 3.00 3.30 2.10 2.11 2.89

Impact on funding partners/sponsors 1.10 2.40 3.20 3.10 2.90 2.89 3.00

RISK PROFILE 1.23 2.03 3.27 3.13 3.07 3.15 3.07

Operational disruption potential 1.00 1.70 2.60 2.50 2.20 2.44 2.33

Crown resistance likelihood 1.40 2.20 4.00 3.70 3.90 3.67 3.56

Implementation failure risks 1.30 2.20 3.20 3.20 3.10 3.33 3.33

Completed Responses 10 10 10 10 10 9 9

Tabulated SR1 SR2 T1 T2 T3 T4 15 Rating Basis
FINANCIAL IMPACT 6.4 7.5 4.9 5.7 4.5 6.22 5.67 Net Revent 1.72
STRATEGIC ALIGNMENT 1.93 1.73 3.47 3.83 3.17 2.78 2.59 Average 1.24
IMPLEMENTATION FEASIBILITY 2.12 2.14 2.78 2.98 2.9 3.07 2.82 Average 0.29
CULTURAL & STAKEHOLDER IMPACT 1.17 1.98 3.08 3.25 2.67 2.56 2.65 Average 0.58
RISK PROFILE 1.23 2.03 3.27 3.13 3.07 3.15 3.07 Average 0.2
INTERNAL ADVERSE 1.75 1.92 2.9 3.1 2.76 2.87 2.67 0.43
EXTERNAL ADVERSE 1.32 2.13 3.45 3.53 3.13 2.82 2.95 0.72
FINANCIAL IMPACT 2 1 4 2 5 1 3

STRATEGIC ALIGNMENT 1 2 2 1 3 4 5

IMPLEMENTATION FEASIBILITY 2 1 5 2 3 1 4

CULTURAL & STAKEHOLDER IMPACT 2 1 2 1 3 5 4

RISK PROFILE 2 1 1 3 4 2 4

FINANCIAL IMPACT 6.4 7.5 4.9 5.7 4.5 6.22 5.67

ADVERSE IMPACT 1.61 1.97 3.15 3.3 2.95 2.89 2.78

NET PROMOTER SCORE 4.79 5.53 1.75 2.4 1.55 3.33 2.89

FINANCIAL:ADVERSE 3.97 3.81 1.56 1.73 1.52 2.15 2.04

FINANCIAL IMPACT 2 1 4 2 5 1 3

ADVERSE IMPACT 2 1 2 1 3 4 5

NET PROMOTER SCORE 2 1 4 3 5 1 2

FINANCIAL:ADVERSE 1 2 4 3 5 1 2

FINANCIAL IMPACT 6.95 5.4 1.29

ADVERSE IMPACT 1.79 3.01 0.59 1.68
NET PROMOTER SCORE 5.16 2.38 2.16
FINANCIAL:ADVERSE 3.88 1.79 2.17

Musings

Strategic Redefinitions

The strategic redefinitions have been assessed as having greater financial impact than the tactics, but a higher adverse impact

The higher positive financial impact for the strategic redefinitions was more than offset by the perceived adverse impact when compared to the tactics

So,

While the strategic redefinitions are assessed as having a higher impact than the tactics, this was assessed to require a proportionatly greater level of adverse impact (much more pain for more gain)

Tactics

Tactic 4, in general, was assessed as having the highest financial impact, followed by tactic 2

Tactic 2, in general, was assessed as having the lowest adverse impact, followed by tactic 1

Assessed variability in financial impact was much higher than adverse impact

Variability in adverse impact, outside of strategic alignment was low

With the exception of tactic 4, each tactic was assessed as having a higher adverse impact with internal stakeholders
Tactics 1 and 2 were assessed as having the least adverse impact with both internal and external stakeholders
Tactics 4 and 5 were assessed as having the greatest adverse impact with both internal and external stakeholders
The tactics with the greatest assessed adverse impact were also assessed to have the greatest financial impact

So,

The assessed general variability across the tactics was low - each is as risky and beneficial as each other. Consider a phased sequence from least undesirable to most undesirable reductions in function, with an identified
end goal/definition



Catch-up for Board — Financial
Sustainability challenge



BUDGET - SENSITIVE

Purpose of this presentation

—

 Recap work that has taken place over past 10 weeks on our
financial sustainability challenge

» Share proposed approach (building on options presented at Feb
Board hui) as context for discussion later in the agenda on Budget
25 and SPE



BUDGET - SENSITIVE

Jan and Feb 2025
Jout of scope

e 21 Jan - First meeting acting Board chair and Co-Leaders; instruction
to bring options to address Te Papa’s financial sustainability to
accompany Budget 25 discussion at February Board meeting.

* 25 Feb - Board meeting (rescheduled); Long Term Financial Viability
Options paper presented with three high-level options to meet
magnitude of financial challenge (see following slides).

* Feedback taken

e Management instructed to continue exploring options, to bring recommendation
to the April Board hui
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The Magnitude of the Challenge

Core Issue
2024/25 |2025/26 2026/27 |2027/28 |2028/29 (2029/30 |2030/31 |2031/32 |(2032/33 |2033/34
Base Case - with mitigations 5,330 |- 4,391 |- 9,842 |- 10,594 |- 10,836 |- 12,539 |- 13,726 |- 14,954 |- 16,227 |- 17,545
Closing cash 38,975 34,584 24,742 14,148 3,312 |- 9,227 |- 22,953 |- 37,907 |- 54,134 |- 71,679

The above table sets out the magnitude of the challenge — the “base case with mitigations” is the
recommended 2025/26 budget, which includes savings mitigations to meet the requirements of

Budget25.

Even with finding savings mitigations to offset current cost pressures, the underlying financial viability of

Te Papais under pressure.

By 2029, we need to have found $10m per year in additional revenue or cost savings, and then have

ongoing revenue increases of 9% per annum after that to retain levels of service and outputs at 2024/25

levels.

The following options set out what is required to address the financial viability of Te Papa
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Potential options —initial thinking (Feb)

« Option 1: Emphasis on New & Significant Net
Contribution

» Focus on new commercial activity.
* Impact on roles and operating spend.

e Extends the issue out to 2033/34, where a further $4
per annum is required to be found

» Extremely challenging to generate new net
contribution of this size

* Option 2: Emphasis on Reduced Spend
* Lower expectations on net contribution.

* Greater reductions in activity and spend.

e Extends the issue out to 2033/34 where a further $5m
per annum is required to be found

* New net contribution is challenging, but less so than
option 1



BUDGET - SENSITIVE

The last 6 weeks

| Date | Board ELT

17 =21 March Changeﬁ management.support contracted to assist with exploration,
evaluation, and planning for change

Tikanga Haumaru (28/3) review progress on Budget [Develop and evaluate scenarios for change (2 substantial strategic

2025/26 and provide business planning and Budget |redevelopments; five smaller scale tactical changes) to inform
24 - 28 March o : . L
principles recommendation to Board in April hui
Acting Board chair and Co-Leaders meet Discuss best option to present to Board at April meeting
. Co-Leaders discuss exploration & evaluation mahi
31March=4April 1o test recommendation to bring to Board _

7-11 April Board meeting (10/4)

*Verbal update to be provided in meeting



BUDGET - SENSITIVE

April recommendation:
Option 4 — Hybrid approach

 Option1 and 2 have been ruled out for further exploration

* Thereisvery low likelihood the organisation could deliver the described levels of change within the
period required, without taking unacceptable risk.

. Qotion: ipte option, EEICIENO
AB1

 Option 4 (a new option, building on option 3) - A Hybrid approach, inculding:
* Immediate small improvementin 2025/26 through budget alighment & management, and focus on
increasing net contribution.

e Strategic change process.

e Substantial improvements from 2026/27 onwards to extend the issue out to 2033/34
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Anna Berwick, 2025-04-02T22:44:00.368

PC10

Peter Corley, 2025-04-03T00:53:27.206

cJ11 | agree. We know we can't generate that level of earned revenue. We tested two sweeping strategic redefinitions of the
business (digital-first & tourism-first) and neither is viable: both have unacceptable risk. No other redefinitions of a similar
level of impact have been proposed. So on that basis, the Co-Leaders have effectively ruled out and moved to Option 3

(knowing that if necessary, the strategic change can always be made to go as hard as is necessary)
Courtney Johnston, 2025-04-03T02:22:20.230



BUDGET - SENSITIVE

Rationale for Option 4: Hybrid approach

Management recommends an approach to We believe this approach creates:
2025/26 that:
1. Incentives for swift action
 stronger decision-making to make
modest improvements to our current
financial position
2. Time to make deliberate strategic change
* Provides the right amount of time to
undertake strategic change, involving
incoming Board members
* Aimsto reshape our long term financial
position substantially
Sets a foundation for continuous change
* Moves Te Papa towards a culture of
continuous change and adaptation
* Ensures ongoing financial sustainability
and relevance

PC1

3. Initiates a concurrent strategic change

* Aims to substantially improve financial 3.
sustainability in out-years

* Aligns with indicative timing of an incoming
Board Chair, and development of renewed
Statement of Intent for 2026-30.
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Peter Corley, 2025-04-03T00:56:59.153

cJ10

Courtney Johnston, 2025-04-03702:31:43.224
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BUDGET - SENSITIVE

Option 4 - financial impact on out years forecast

Option 3 2024/25 |2025/26 |2026/27 |(2027/28 |2028/29 |2029/30 |2030/31 |2031/32 (2032/33 [2033/34
Net impact - 750 |- 469 4,605 | 10,846 | 11,956 6,819 | 14,711 | 16,633 | 17,590
Cash Inflow/(Outflow) - 5,360 |- 6,565 |- 11,014 |- 7,134 |- 1,479 |- 2,429 |- 9,123 |- 2,843 |- 2,592 |- 3,366
Closing cash 38,945 32,380 21,366 14,232 | 12,753 | 10,324 1,201 (- 1,642 |- 4,235 |- 7,600
Option 4: 2%

Netimpact 1,615 31 5105 | 11,346 | 12,456 7,319 | 15,211 | 17,133 | 18,090
Cash Inflow/(Outflow) - 5,360 |- 4,200 (- 10,514 |- 6,634 |- 979 (- 1,929 |- 8,623 |- 2,343 |- 2,092 |- 2,866
Closing cash 38,945 34,745 24,231 17,597 | 16,618 | 14,689 6,066 3:723 1,630 - 1,235
Option 4: 3.5%

Net impact 2,826 406 5480 | 11,721 | 12,831 7,694 | 15,586 | 17,508 | 18,465
Cash Inflow/(Outflow) - 5360 |- 2989 (- 10,139 |- 6,259 |- 604 |- 1,554 |- 8,248 |- 1,968 |- 1,717 |- 2,491
Closing cash 38,945 | 35,956 25,817 19,558 | 18,954 | 17,400 9,152 7,184 5,466 2,976
Option 4: 5%

Net impact 4,037 781 5,855 | 12,096 | 13,206 8,069 | 15,961 | 17,883 | 18,840
Cash Inflow/(Outflow) - 5360 |- 1,778 |- 9,764 |- 5,884 |- 229 |- 1,179|- 7,873 |- 1,593 |- 1,342 |- 2,116
Closing cash 38,945 | 37,167 27,403 21,519 | 21,290 | 20,111 12,238 | 10,645 9,302 7,187




BUDGET - SENSITIVE

Proposed priorities

ENHANCE

Strategic Organisational Change (start April 2025)

TRANSFORM

| %

Feb 2025 Jun 2027



BUDGET - SENSITIVE

Strategic Organisational Change — process

CHANGE FRAMEWORK

Stage within . . . H
Phase Define > Discover > Design Deliver Embed

Indicative i
Timeframe 4 weeks > 8 weeks Ongoing

Confirms
the design
. The opportunity of the we will
High le\{el problem is fully proceed Devel.o.pment of all The delivery of all changes and Changes are embedded in
Stage strategic . . the critical changes o . .
defined and we have with and the . change activities to support the business and monitored
Purpose assessment . . . needed to deliver .
high level solution ability to . change against expected outcomes
of change . . against outcomes
options deliver
against
outcomes




BUDGET - SENSITIVE

Strategic Organisational Change — next steps

Change Management
Plan, including timeline,
resource allocation, risk
assessment
Stakeholder analysis

Workshops Consultation I
Map current vs future Feedback

state Final

Impact assessment decisions
Communications Plan &

Engagement Strategy

Consultation Plan

Implementation Plan

Ongoing communication to all stakeholders



Background material
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March 2025

* 21 March - Change management support contracted to assist with
exploration, evaluation and planning for change.

* 25 March - ELT develop and evaluate scenarios for change (2 substantial
strategic redevelopments; five smaller scale tactical changes) to inform
recommendation to Board in April hui

*Update to be provided in meeting



April 2025

e 1 April
 ELT discuss best option to present to Board at April meeting

e Acting Board chair and Co-Leaders meet; Co-Leaders discuss exploration
& evaluation work conducted and test recommendation to bring to Board




BUDGET - SENSITIVE

Strategic Organisational Change — process

[ Change Framework

(

Stage within . . . .
Phase Define > Discover > Design - Deliver Embed

Indicative i
i ot 4 weeks > 8 weeks Ongoing

Confirms the
: . design we will
High level The opportunity of the . Development of all the . .
. Ch bedded inb
Stage strategic problem is fully defined and proceed W.It_h critical changes needed The delivery of all changes and change anges a!'e embe .e inbusiness
. . and the ability . . s and monitored against expected
Purpose assessment of we have high level solution . to deliver against activities to support the change
. to deliver outcomes
change options . outcomes
against
outcomes
Define the Define the Design the change process Run the change
Board . . .
. . desired strategy Build Communicate process
direction |— — . — . — — . — — Implement
n bur | | futurestate | | anddesign | | project | | | | &engagewith | | L | ihe change
on purpose & clear detailed plan stakeholders g
and scope . .
objectives solution/s

Ongoing communication to all stakeholders
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MEETING NO. 263
MINUTES OF A MEETING OF THE
MUSEUM OF NEW ZEALAND TE PAPA TONGAREWA BOARD
10 APRIL 2025, 9.00AM — 4.00PM
POHUTUKAWA ROOM, TE PAPA, 55 CABLE STREET, WELLINGTON & MS TEAMS

PRESENT Ms. Jackie Lloyd Acting Chair
Chair of Tikanga Tangata

Mr. Andy Lowe
Mr. David Wilks

Prof. Dame Juliet Gerrard Chair, Biodiversity Research Centre
Governance Group

Prof. Jacinta Ruru

Mr. Tama Waipara

IN ATTENDANCE Ms. Courtney Johnston Tumu Whakarae | Chief Executive (CE)
Dr. Arapata Hakiwai Kaihautd
Ms. Anna Berwick Head of Governance & Strategy
WER- ©(2)(2) ] Board Secretary
Ms. Devorah Blumberg ELT Director, Partnerships & Development
Ms. Puawai Cairns ELT Director, Audience & Insight
Mr. Jake Downing ELT Director, Museum & Commercial
Services
Dr. Dean Peterson ELT Director, Collections & Research
Ms. Sue Quirk ELT Chief People Officer
Ms. Carolyn Roberts- ELT Director, Nga Manu Atarau
Thompson
Ms Lisa Tipping ELT Chief Operating Officer
Mr Peter Corley Chief Financial Officer
Ms Megan Somerville Kaitohutohu Matua, Kaupapa Maori
Ms Frances Lawrence Principal Advisor, Planning &
Performance
APOLOGIES None

The Board meeting opened at 9.16am with karakia.

BOARD-ONLY TIME




MEETING ADMINISTRATION

1.

4. UPDATE ON FINANCIAL SUSTAINABILITY CHALLENGE AND PROPOSED APPROACH
The Board noted that this item is a discussion item rathe than an approval item as stated on the agenda.
The Chair updated the Board on recent meetings with Crown Entity Chairs and the Minister for Culture and

Heritage.

The Board meeting paused at 10.15am to accommodate item 5 below.

4. UPDATE ON FINANCIAL SUSTAINABILITY CHALLENGE AND PROPOSED APPROACH continued

The Board meeting restarted at 11.30am.
David Wilks re-joined the meeting at 11.40am.

The Board:
a) noted the work conducted to date
b) discussed the proposed approach
c) noted the attached Letter of Expectations
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KAUPAPA KORERO ITEMS FOR DISCUSSION

6. TIRITI BASED MUSEUM WANANGA - JOINT WITH ELT

7. MACRO BUDGET

KAUPAPA HEI WHAKATAU ITEMS FOR DISCUSSION

8.

Page 3 of 5
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APPROVED

Jackie Lloyd
Acting Chair, Te Papa Board
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Organisational Review Programme

Potential patai:

—Why restructure-now?2-We've-done-this-before?
- Why have you employed new staff recently when youve known that we need to
- restructure & downsize?

- How long have you been doing the organisational review?

- Our rautaki is about a Tiriti based museum. Has that changed?
- No

- How does the changes improve Te Papa?
- Blocks etc

- Will you be downsizing Maori kaimahi positions?

Our end goal is NOT to reduce the number of Maori staff overall.

- Is repatriation being taken out of the control and responsibility of Maori ?
- No, it's not.

- Have you discussed this restructure with Mana Whenua and Iwi?

- Have you discussed the repatriation redeployment with the RAP Chair and
members? If not, why not?

- What does theorganisational change mean with regard to the BRC?

- Can we change the structure? If so, how and when?

- Does our museum and Glam sector know what were doing? Why not?

- What happens to tier 3 and tier 4 effected with change?

- Why werent we involved in this process?

- Why are we disestablishing NMA after just going throu a change process for this
directorate?

- Will there be further organisational changes?

- Are the board members in agreement with then proposed organisational changes?

- Does our Minister know about this?

- Whats the rush to do this?

- Does this organisational change effect all tier 2 and tier 3 positions?

- Can you say how many positions willbe made redundant?

- Who did the Organisational review? Why them?

- How will staff be looked after during this process?

- Is Te Papa still going to ask the Govt for additional crown funding? Why areent they
doing this now?

- How long have we known about our financial situation? Why didnt our previously
board do anything about it?



MEETING NO. 264
MINUTES OF A MEETING OF THE
MUSEUM OF NEW ZEALAND TE PAPA TONGAREWA BOARD
12 JUNE 2025, 9.00AM — 4.00PM
POHUTUKAWA ROOM, TE PAPA, 55 CABLE STREET, WELLINGTON

PRESENT Mr. Christopher Swasbrook Chair
Ms. Jackie Lloyd Deputy Chair
Mr. David Wilks
Prof. Dame Juliet Gerrard Chair, Biodiversity Research Centre

Governance Group
Prof. Jacinta Ruru

Mr. Paul Brewer

IN ATTENDANCE Ms. Courtney Johnston Tumu Whakarae | Chief Executive (CE)
Dr. Arapata Hakiwai Kaihautd
Ms. Anna Berwick Head of Governance & Strategy
Ms. Frances Lawrence Acting Board Secretary
Ms Lisa Tipping ELT Chief Operating Officer
Ms Megan Somerville Kaitohutohu Matua Kaupapa Maori
APOLOGIES Mr. Tama Waipara

The Board meeting opened at 10.40am.

BOARD-ONLY TIME

MEETING ADMINISTRATION

3. CONFLICTS OF INTEREST

4. DRAFT MINUTES

5. BOARD ACTION LOG

GOVERNANCE AND LEADERSHIP REPORTS



7. LEADERSHIP REPORT

6. BOARD COMMITTEE REPORT — TIKANGA HAUMARU

8. ORGANISATION PERFORMANCE REPORT

9. FINANCIAL SUSTAINABILITY PROGRAMME UPDATE

The Tumu Whakarae (CE) provided an update on progress. The Board discussed options for further
revenue growth.

Action:
e Co-Leaders to develop a picture of the baseline cost to run the museum to support
discussion of contribution margins for a number of own-sourced revenue activities

ITEMS FOR DISCUSSION

10. INSURANCE RENEWAL

Action:

Page 2 of 5



12. BIODIVERSITY RESEARCH CENTRE — TENDER RECOMMENDATION AND CONTRACT AWARD

11. STATEMENT OF PERFORMANCE EXPECTATIONS 2025/26

13. ARTIFICIAL INTELLIGENCE POLICY

Page 3 of 5



*—

14. TE TIRITI POSITION STATEMENT
15. MINISTERIAL LETTER — SOl DEVELOPMENT DISCUSSION

16. BOARD SUBCOMMITTEES — PROPOSED DISCUSSION ON PURPOSE, TORS, MEMBERSHIP,
MEETING RHYTHM

17. BOARD EXPECTATIONS OF MEETING MATERIALS — PROPOSED DISCUSSION ON WHAT’S
WORKING, WHAT'S NOT RE BOARD ITEMS, PAPERS, QUALITY ETC

Page 4 of 5



CORRESPONDENCE FOR NOTING

18. ACTING BOARD CHAIR LETTER TO MINISTER (28 APRIL 2025) — RESPONSE TO LETTER OF
EXPECTATIONS 2025

19. BOARD WORK PROGRAMME

OTHER BUSINESS

20. GENERAL MATTERS/ANY OTHER BUSINESS

APPROVED

Christopher Swasbrook
Chair, Te Papa Board
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Board Update
Financial Sustainability
Programme

4 June 2025



Programme Progress as of 4 June 2025

Organisational Change - &

In Progress

* Directorate-level mapping of
core services, functions, and
interdependencies underway.
Programme structure, key roles,
and resourcing needs

Next:

* Cross-directorate workshop to
validate and map functions and
interdependencies
collaboratively.













Background info






What we’ve heard from the Board: Expectations for 2025-26

e The organisation needs to be in a change state based on the need to reduce the fiscal
gap between 2025-2029.

e The Board have commissioned the Co-Leader to develop a plan covering:

- Designing and implementing organisational changd

e The planis be authentic and transparent, with a future and stakeholder-focused
approach.

e The planisto be delivered with a strong focus on efficiencies now, and a sense of
urgency for organisational change tempered by managing risk.

e The Boardis to be provided with assurance that the planis being implemented and

regularly adjusted for effectiveness, with regular updates on actions and performance
measures.



Financial Sustainability Programme — Draft High Level Scope

Key
Workstreams:
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4. Organisational Change
* Review and redesign the organisations’ services to improve offerings, efficiency, accountability and
adaptability — ensuring the organisation is fit-for-purpose, financially sustainable, aligned to strategic

goals.







Progress as of 20 May 2025

In Progress Next

Establish Financial Sustainability programme

Finalising Organisational Change Plan and
commencement of Design phase.




Tumu Whakarae (prepared by IS ICIIIIIGgGEE ELT
1 July 2025

Proposed programme structure and plan for
Organisational Review Programme

Summary Following a series of workshops and hui held with ELT over April

and May 2025, this paper presents a proposed programme
structure and plan to unite and guide our work on Te Papa’s
future sustainability.

Recommendation/s It is recommended that the ELT:

1. Discuss the proposed programme structure and plan,
seeking any clarifications and providing feedback

2. Note that the programme structure, roles and responsibilities
will be approved by the Co-Leaders (as Programme
Sponsors) following any changes made in response to this
discussion

3. Note next steps.

Context

1.

Te Papa has committed to four streams of work to ensure the sustainable operation of
the national museum:

o Efficiencies and effectiveness (2% savings target)

»  Increasing net contribution ST ESEEE N
02 (9)()
e Organisational review

A series of workshops have been held with ELT and sub-groups, to inform the
development of a programme structure and plan to unite and guide these four streams,
which is presented here. Workshops held with ELT on 15 April, 29 April, 26 & 27 May
included discussion and exercises that covered:

e Board direction and Statement of Intent

o Reflections

e Sprint activities between April — June 2025
e Finalising Budget 25/26

e Strategic Change Programme

e Strategic Revenue Generation Action Plan
o Efficiency & Effectiveness actions

e Vision and reason for change

e Change frameworks, activities and calendar
e Organisational change design, what it encompasses and what good looks like
e Communications strategies

o Establishment of a Programme structure, key dates, activities and milestones




3.
Proposed Programme Structure and Plan

4. This document proposes the establishment of the Organisational Review Programme
and covers:

e Programme purpose and objectives

e Programme structure and roles

e Required resourcing

e Programme guidelines and ways of working
e Programme roadmap and timeline

e RASCI analysis

e Next steps for programme establishment

e High level change plan for workstream 4 — organisational change (a more detailed
plan will be developed as part of the work programme)

5. Note the programme structure and plan refer to the “Organisational Review Programme”,
not the “Financial Sustainability Programme”, for reasons outlined in the document.

6. Please review the document and prepare any feedback /questions for clarification four
our hui. You are welcome to provide any questions in advance of the hui to Courtney and

Next steps

7. Following feedback from ELT, the Co-Leaders will approve the structure, roles and
responsibilities and establish resourcing for the programme.

8. The programme structure and approach will be shared with the Board at their 15 July hui.
Appendix

9. Two supporting documents are provided for your awareness. These are still in
development and provided for your assurance. They will not be discussed in this
meeting, any feedback directly to [HEMl please:

e Draft Stakeholder Engagement Strategy

e Draft Communications Plan



Te Papa Financial Sustainability Programme

Tikanga Haumaru — General Update Notes
1 July 2025

e Series of ELT workshops in April/May 2025 informed the development of the programme

structure.

e Key discussions covered:

- Board direction and alignment with Statement of Intent

- Reflections

- Sprint activities between April — June 2025
- Finalising Budget 25/26

- Strategic Change Programme

- Strategic Revenue Generation Action Plan

- Efficiency & Effectiveness actions
- Vision and reason for change

- Change frameworks, activities and calendar
- Approaches to organisational change design

- Communications strategies

o ELT have approved the Programme structure, resources and governance guidelines to cover

four workstreams:
1. Cost savings

2. Increasing net contribution (strategic revenue generation)

3

4. Organisational change

e The Programme has defined its:
- Purpose and objectives

- Structure and roles
- Resourcing

- Guidelines and ways of working
- High level roadmap and timeline

- RASCI analysis

- High level change plan for workstream 4 (detailed plan to be developed as part of the

work programme)

¢ Note that the title and byline of the programme is due to finalised.

e ELT have provided feedback and endorsed the establishment of the Programme.

e The Co-Leaders are in the process of approving the programme structure, timeline, resources,

roles and responsibilities.

e The structure includes:

Programme Role Source Te Papa Resource

Sponsors Internal Co-leaders
Oversight Committee Internal Directors

Head of Governance & Strategy
Internal Advisors to Oversight Internal Chief People Officer
Committee Chief Financial Officer

Head of Marketing & Communications
Programme Lead External
Programme Coordinator Internal or TBC

External

Workstream 1 — Lead Internal Chief Financial Officer
Workstream 2 — Lead Internal Chief Operations Officer




Workstream 3 — Lead Internal Project Manager
Workstream 4 — Lead & Change External
Manager
Workstream 4 — Change Comms External
Lead
Internal Change Advisor
Support roles Internal Chief People Officer
Internal Head of Marketing & Communications




MINUTES OF TIKANGA HAUMARU MEETING (079)
MUSEUM OF NEW ZEALAND TE PAPA TONGAREWA
9.30AM — 12.30PM Thursday 10 July 2025

Pohutukawa Meeting Room, Cable Street and via MS Teams

PRESENT Souella Cumming Committee Chair
Christopher Swasbrook (online)  Board Chair
Jackie Lloyd Deputy Board Chair
David Wilks (online) Board Member
IN
ATTENDANCE
Courtney Johnston Tumu Whakarae Chief Executive (CE)
Arapata Hakiwai Kaihautl
Anna Berwick Head of Governance & Strategy (HG&S)
Peter Corley Chief Financial Officer (CFO)
APOLOGIES None

1. INTRODUCTION & ADMINISTRATION

1.1 Committee-Only Session

1.2  Welcome and Apologies

1.3  Approval of Tikanga Haumaru 78 minutes and actions

1.4 Conflicts of Interest

2. STANDING ITEMS

21 Co-Leaders’ report

The Committee received a comprehensive verbal update from the Co-Leaders, covering progress

on the Financial Sustainability Programme, S NS EE
-
-



Outofscope
I The Co-Leaders highlighted the challenge of delivering both the SOl and an

organisational review concurrently, noting their critical role in meeting the Board'’s financial
improvement expectations by FY 2026/27.

3. EXTERNAL ACTIVITIES
3.1 External Audit Update




4. COMMITTEE OPERATIONS

Tikanga Haumaru Charter Refresh

5. RISK AND ASSURANCE RELATED ACTIVITIES
5.1 Strategic Risk Update

A potential downgrade in the risk rating from “Very High” (Red) to “High” Orange was discussed,
reflecting Te Papa'’s ability to continue to operate, albeit in a reduced form. SESEEEEENEGEGEGEG

|
6. FINANCIAL OVERSIGHT

6.1 Financial Sustainability Programme




The Committee noted that the Financial Sustainability Programme (FSP) continues to progress, with

strong alignment across SEEEHEEEGE O'Janisational review
workstreams.

6.2 Finance monthly Performance Report

7. INTERNAL CONTROL ENVIRONMENT

Organisational Policy Suite — status update

NOTING ITEMS
8.1 Health and Safety Report

8.2 Non-Financial Performance Report




8. MEETING DECISIONS AND ACTIONS

8.2  Any other business or closing remarks

The meeting closed at 11:58am.

CONFIRMATION OF MINUTES

Confirmed by:

Confirmed on:

ACTION ITEMS FROM THIS MEETING:



ID Management actions Report Responsible  Status
back due




Prepared by EEIEICHINEENEGN

21 July 2025
Establish, Launch and Resource
Organisational Review Programme
To Courtney Johnston, Tumu Whakarae
Arapata Hakiwai, Kaihautt
Summary Following a series of workshops and hui held with ELT between April and July
2025, this paper presents a confirmed programme structure and plan to unite and
guide the work on Te Papa’s future sustainability under one umbrella programme
called the Organisational Review Programme.
Recommendations It is recommended that the Co-leaders:
1. Note the programme structure, roles and responsibilities has been updated
following ELT feedback and input.
2. Note both the timeline for both the Programme Plan and Workstream 4
Organisational Change has been significantly updated.
3. Note that ELT agreed on 1 July 2025 that the Co-Leaders (as Programme
Sponsors) would approve the programme establishment following their input.
4. Approve the:
e establishment and launch of the programme
¢ hire of external resources
Context

1. Te Papa has committed to creating one programme with four streams of work to ensure the sustainable
operation of the national museum:

e Operational Savings
(Is9(2)(Q)() |
e Revenue Generation

¢ Organisational Change

2. The Programme is ready to be formally established and has a Programme Plan containing structure, key
dates, activities and milestones.

3. Following review and input from ELT, the attached two documents have been finalised:

e Organisational Review Programme Plan — this has been significantly updated following feedback and is
ready for Sponsor review and approval.

o Workstream 4 Organisational Change Plan — this has been updated with a detailed project timeline and
is ready for Sponsor review.



Programme Resourcing

4. The Organisational Review Programme requires a mix of internal and external resources. The table below
summarises the resourcing requirements and is finalised for Sponsor review and approval.

Nil cost for Internal Te Papa Resource

Programme Role Resource Source Name Expected
FTE
Sponsors Co-leaders Internal CourtneyJoh_nst_on 0.1 each
Arapata Hakiwai
Lisa Tipping 0.1 each
Puawai Cairns
_ . Dean Peterson
Ropu Whakahaere Directors Internal Devorah Blumberg
Jake Downing
Carolyn Roberts-Thomson
Head of Governance & Strategy Anna Berwick 0.1 each
. . Chief People Officer Sue Quirk
Technical Advisory Group Chief FinaF;lcial Officer Internal Peter Corley
Head of Marketing & Communications Kate Camp
Programme Coordinator EA to Co-leaders Internal TBC 0.2
Workstream 1 - Lead Chief Financial Officer Internal Peter Corley 0.1
Workstream 2 - Lead Chief Operations Officer Internal Lisa Tipping 0.1
Workstream 3 - Lead Project Manager Internal 1.0
HR Change Advisor PSC Advisor Internal From PSC team 0.5
Estimated Cost for External Resource
Programme Role Expected Source Name Approx. Cost for
FTE 18 weeks
Programme Lead 0.4 Independent contractor
Workstream 4 - Lead 0.6 Independent contractor _
Change Comms Lead 1.0 Independent contractor To be hired
Change Analyst 0.6 Independent contractor To be hired

* Based on current hourly rate at 40 hours per week for 18 weeks
** Based on estimated hourly rates

5. Please review the documents and provide Sponsors approval on the following items:

e Establishment of the programme and implementation of the programme governance guidelines.

e Resources for the Programme Plan as per the above table, including allocation of internal resource and
recruitment of external resource. Note the addition of one further resource from the original proposal,
being a Change Analyst at 3 days per week to work closely with the Workstream Lead and support
change delivery.

Next steps

6. Co-Leaders approve the structure, roles and responsibilities that will effectively establish the programme.

7. The programme structure and approach will be shared with the Board in the next Programme Status Report.
8. The Programme Lead will:

e launch the programme at the ELT hui on 22 July 2025 having collaborated with the Kaihautl on te ao
Maori protocols.

e progress key activities as per the Org Change timeline, first and foremost being the mapping exercise
with the Directors.

e establish secure Sharepoint programme files for ease of sharing.

e coordinate with the Chief People Officer to secure external resource with immediate effect.



Recommendation

Approved /
Not Approved

Notes

Signed

Date

Approve the
establishment and
launch of the
Organisational Review
Programme.

Approve the hire of
external resources as
outlined in the table in
this paper and in the
Organisational Review
Programme Plan.




Status Update — Organisational Review Programme Date of report: 21 July 2025
Overall Status - Reporting period: June — July 2025 - None

The Organisational Review Programme was formally established and launched on 22 July 2025. Between February to June 2025, the Co-leaders led the ELT through a series of workshops and exercises to enable the leadership group to gain
a cohesive and clear understanding of the challenge, and in response develop a purpose, scope, and levers that are relevant to achieve the objectives.

Outcomes will be delivered through four interconnected workstreams SIS EEIIIEGEGEEEEEEEEEEE : Oroanisational Change. Each workstream has a different focus and together they form a coherent, future-
focused response to the challenges and opportunities Te Papa faces. These workstreams are being coordinated under the programme umbrella to ensure changes are cohesive, people-centred, coordinated, and aligned with the strategic
direction for long-term financial sustainability.

Status Update

Objectives The purpose of the programme is to provide Te Papa with the change platform to attain long term financial sustainability. In doing so, the programme objectives are to grow revenue and earn more;
implement internal efficiencies and spend less; keep Te Papa’s mandate at the heart of the programme; and remain stakeholder focused.

The Programme takes a whole-of-organisation view to ensure long term financial sustainability, effectiveness and impact. The scope is intentionally broad, reflecting the need to consider internal
efficiencies and external opportunities. It covers how we work, how we fund our mission, how we grow, and how we structure ourselves.

Scope and quality

Time A Programme Plan has been developed with a detailed delivery timeline for Workstream 4 Organisational Change.
Resources Internal resource is allocated or about to be allocated. Four roles to be resourced externally are 50% filled.
Any other challenges Important BAU due to be delivered over the same period of time as the Programme is expected to impact on the availability and focus of key internal stakeholders.

Main deliverables during reporting period

¢ Significant engagement and collaboration from ELT during workshops to gain agreement on pathway to financial
sustainability.

Establishment of Programme with four Workstreams.

Development of Programme Plan.

Development of DRAFT Stakeholder Engagement and Communications Plan.

Development of Change Approach and detailed delivery timeline for Workstream 4 Organisational Change.
Engagement of key resources in Programme Lead and Workstream Lead roles.

Launch of Programme at ELT supporting Te ao Maori programme principles and guidelines.

Development of decision-making authorities and decision tree to align with governance requirements.

Main upcoming deliverables

|

Workstream 4 — Org Change:

Finalise internal and external resources.

31 Jul — identify Change Champion network.

11 Aug — Directorate-level mapping of core services, functions, and interdependencies to be completed.
18 Aug — ELT workshop to validate mapping and interdependencies.

Week of 18 Aug — programme comms at Tier 3 briefing,

Progress on programme work streams

Work stream Sponsor Name Current status Comment RAG Action to be taken if not green
I I ]
Out of scope I ] -
I D
]
Organisational Courtney Johnston Managing some risks &/or issues Significant interdependencies still to be mapped. Timeline adjusted Monitor timeline and provide risk mitigation in the way of comms
Change Arapata Hakiwai to support consultation required for development of SOI, taking the strategies to support delivery of org change closer to end of year.

delivery of org change to November and closer to the end of year
shut down period.

Key: RED means significant issues — will definitely be impacted GREEN means on track — no issues expected




Programme Financial Status - Reporting period: June — July 2025 Last Reported Status - None

Programme Resource Budget
o Estimated Programme costs for external resource hires captured, approved and included in operational costs.

Matapae Mahere Tihoinga
Pitea | Piitea | |

Forecast SPE Variance

Crown/Core Revenue 43,569 43,569 0

Other Revenue 9,066 9,011 55

u Revenue 52,635 52,580 55

g |Commercial Revenue 31,356 30,029 1,327

£ |coGs 8,029 7,426 603

..E Commercial Margin 23,327 22,603 724
& Commercial Margin % 74% 75%

% Total revenue 75,962 75,183 779

H Operating Costs 25,770 25,752 18

£  [Personnel Costs 47 550 47 550 0

Surplus/(Deficit) 2,642 1,881 761
Surplus/(Deficit) % 3% 3%

Depreciation 15,000 15,000 0

EBIT (12,358) (13,119) 761

Capital Contribution 3,000 3,000 0

E Funds Generated for Investment 5,642 4,881 761

E Biodiversity Research Centre 0

&0 Investment Programme 8,197 8,697 (500)

& Collection Acquisition 2,000 2,000 0

2 Total Capital Investments 10,197 10,697 (500)

S Net Movement in Cash (4,555) (5,816) 1,261
Savings Target I I 1,281| [ 1,600|

79%
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Version Control

Version | Date Author Changes Made Approved by
0.1 25/06/25 s92)(a) | Draft for internal review -

0.2 09/07/25 s92)(a | Updated based on ELT feedback -

0.3 21/07/25 s92)a) | Final version for Sponsors approval

Relevant Supporting Documentation

Programme Purpose and Objectives

Programme Purpose

The purpose of the programme is to provide Te Papa with the platform to attain long term financial

sustainability.

Programme Vision

Te Papa is a fit for purpose and financially resilient national museum with an outstanding reputation.

Key Objectives

Grow revenue and earn more

Make internal efficiencies and spend less
Keep Te Papa’s mandate at the heart of the programme

Remain stakeholder-focused

Strategic Alighment

In alighment with the Statement of Intent, the Programme will maintain a close relationship with Te

Date Author Document Version
17/07/25 | EEIICEE Workstream 4 — Organisational Change Plan 0.2
17/07/25 | EEIGIC Stakeholder Engagement & Communications Plan 0.2

Rautaki (strategy), legislative and cultural responsibilities, and financial obligations.

Te Ao Maori Perspective

Using He Ara Waiora, the Organ