N,

HAWKES BAY
REGIONAL COUNCIL

TE KAUNIHERA A-ROHE O TE MATAU-A-MAUI

Meeting of the Corporate and Strategic Committee

Date: 15 May 2024
Time: 9.00am
Venue: Council Chamber

Hawke's Bay Regional Council
159 Dalton Street
NAPIER

Attachments excluded from Agenda

Item Title Page
6. Report on the independent review of the HB CDEM Group’s response to
Cyclone Gabrielle
Attachment 2: HB CDEM Group response to Cyclone Gabrielle - Bush report 2
8. Organisational Performance report for the period 1 January — 31 March 2024

Attachment 1: 2023-24 Q3 HBRC Organisational Performance Report 119




HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

i d A\ EC \/11 SN EEMN - f |
HAWKE' S BAY CIVIL DEFENCE AND
CRALCD SRV R IACERMENT L ;
CVicRGQtb ’,\,1 L { (\.,"f,*\\ E‘";@x GoIVIEN T GRL }L—J !"

Photo credits clockwise; Avios, B8C, Rural News

Consulting

lﬂ'DEP»EﬂDENT EXTERNAL R§VIEW| FOR H&WKES M’( CIviL DEFENGE MD BMEHGENQY

MAME&&ENT G!OUP

MARCH 2024

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 2

Item 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

ndependont Review into H

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 3

Iltem 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

CONTENTS

Observations by Terms of REFEreNCe .. .....coo oo i cese e e cremanesres s seaeesre s cren

Section 2:CDEM Group Emergency Coordination.......

Section 9: Lifelines ......
Section 10: Future resilience
Section 11: Lessons for national response management

Conguiting

AGGItIOND] SUBESTIONS ....oorvvveossreesosssoeessss o sosssess oo ssss s sesssmss om0 e 1 208 s 16
........................ 21

Section 1: Response Arrangements Within HaWKE's Bay _...........cccoviiivnrmiee s corssssssas sens e soss vees ssse vess csss sess vaa
S — 33

BT T B T
SEOTION 51 LOBISTICS L. oottt it ettt et e dha bt et e i b0 4 0 4 b 41 48 b e et b s 48

Section 8: Relationships with partner agencies and COMMUNITIES ..........ocvvmrrsrrmimr v s e s s cess e s

SECHON 12:TrANSITION 10 RECOVEIY ... iia it insms st isssass oeassas s s s abs st 4o oot 4o 4088004 440 08 4 et b S0 e
Appendix One: Abbreviations /terms Used N this REPOIE.... ..o i issser s s sssessenssss sas cres enssens 76
Appendix Two: National and Regional Civil Defence and Emergency Management ... ... s 77
Appendix Three: Implementation and PriOMtISAtION ... s s s s s sresers e vassass ses
Appendix Four: Stakeholders interviewed for this REVIEW............ccorviir e e sms o saes saee eve e anresarecoes ave ess 84
Appendix Five: Event timeline, February 8:-16, 2023............oovrvmemmimimersms s serssrssssrsses srss sesssres sass sees snre saes svs sers saes
ADTIATIIIC SDE REVIBUP SURVEY corvirnressmmoveemsstens srosmmhvssor sve s siowess Vet ve 440 s TS L VS VST P AT VS MV IRV PSS TN
Appendix Seven: Quick facts: Severe Tropical Cyclone Gabrielle Event, February 2023.........o.oiviiciiiiicianns

3tPags

Attachment 2

10
13

21

SECHON 31 OPLIATIONS .ottt et o e st et ea it saes et esb b4 4 b 4 81 S48 b 0k 4 et b i e 38

43

50

SECtion 7: PUBIC COMMUMICAIONS ... oo ieerieee v vesersare e sassee e saes ses amesaemsass ses s sans es s amesaes omrs s an s sans messsanesres 53
56

74

E::’,‘m,. Independent Raview into HE COEM Group's Kesponse to Cyclone Gabriolie

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 4

Item 6



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

OVERVIEW

Attachment 2

THE CYCLONE IN HAWKE'S BAY

Over the weekend of 11%-12" February 2023, as New Zealand braced for the impact of severe tropical
Cyclone Gabrielle, emergency management® authorities in Hawke's Bay feit confident that they had
made appropriate preparations.

Public warnings and information about how to prepare had been posted on Facebook. Emergency
management personnel, senior leaders, mayors and partner agencies across the region had met to plan
their response. The accountable members of the Hawke's Bay Civil Defence and Emergency
Management Group Joint Committee had asked probing questions and been given assurances of
readiness by their emergency management teams.

Orange weather warnings from Met Service applied to the region. Hawke's Bay Regional Council
modellers felt that, while the forecast 300-400mm of rain would test flood protection and drainage
schemes, river flows were unlikely to rise beyond the 1 in 50 and 1 in a 100-year return periods on which
their design had been based. Even when the weather warning moved to Red on Monday, emergency
management staff were reassured that Met Service predictions of rainfall quantums remained
unchanged.,

And when some members of the public, including mana whenua with deep knowledge of the behaviour
of the region’s waterways, phoned emergency management authorities with concerns about observable
river levels, forestry slash or river maintenance, they were told they were ‘overreacting’ or that plans
were well in hand.

However, during the late evening of Monday 13" February 2023 and the early hours of Tuesday 14",
rain and winds intensified in the Hawke's Bay ranges and across the Heretaunga flood plains to
unprecedented levels, Drainage systems were overtaken, stopbanks were breached or compromised.
River flow telemetry failed as electrical substations were damaged, and some rain gauges stopped
working for a period, while others were subject to such high winds that they underreported rainfall
levels. The combined effects of silt from landslides, high rainfall, and forestry byproducts led to rivers
breaching their banks, with silt covering crops and filling
homes. Critical infrastructure -roads, electricity, fibre, bridges,
businesses - was inundated, damaged or destroyed?.

During this critical period, lives were lost, livelihoods ruined,
communities were cut off and thousands of people across the
region were traumatised, required rescue and were
displaced.?

% n this report the terms ‘emergency management’ and “civil defence’ are used interchangeably.
? For & more detailed outline of the weather event and its regional impacts, refer to Appendix Seven below.

¥ Picture: Guardian at Mtps.//www.th iart. 1d/202 17/¢ iethe -survivors-return-esk-valley -new-real
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REGIONAL RESPONSE

As the weather event intensified, the Hawke's Bay Civil Defence Emergency Management Group
Emergency Coordination Centre (HBGECC or GECC) lacked situational awareness and intelligence about
much of the danger and damage until too late. With only partial understanding of the severity of the
event, they struggled to direct and coordinate first responders, partner agencies,* tangata whenua,
volunteers and other territorial local authorities (TLAs).

Communications failures, lack of data and the speed, severity and extent of this event overwhelmed
staff in the GECC. They, and their partners in the other territorial authority Emergency Operations
Centres (EOCs) did some brave and innovative things. They also had significant blind spots and made
some mistakes. But above all, they were simply overwhelmed.

It is a profoundly counter intuitive feature of New Zealand's emergency management system, that asa
crisis builds, and a declaration of emergency made, the command and coordination function® goes to
local council staff who, while they may be well intentioned about their roles, are inconsistently trained
in the national Coordinated Incident Management System (CIMS), often lack operational experience
and, as response moves into recovery, have full time day jobs with which to contend.

Given their modest resources, it was always going to be challenging for local authorities in Hawke's Bay
to carry the depth of capability and operational experience needed to lead a response to an event such
as this. This is in spite of the fact that the region has a more centralised approach to emergency
management than many and an atypically large number of full-time civil defence staff.

Just as local communities continue to grieve and suffer as they move towards recovery, the local
councils’ emergency management staff have also been traumatised. Many have resigned. Some have
left the region altogether as a result of public backlash, amplified in a region with many small, close knit
communities. Councils are finding it hard to recruit their replacements.

THIS REVIEW

This Report describes the Hawke's Bay COEM response and the early pivot to recovery, within a
concentrated timeframe. Our findings have been drawn from the thousands of documents, hundreds of
survey responses and dozens of interviews we conducted.

We see the critical lessons for the future that can be drawn from this event as falling into two brood
narratives. One should inform improvements at Jocal and regional levels and must be driven by the
Hawke's Bay CDEM Group and TLAs. The other speaks to the need for new investment in enhanced
national coordination, assurance, consistency and depth of professional leadership in response to
emergencies. This is a more strategic matter for central Government.

“In this report we use the term ‘partner agencies' 1o refer 1o central and local government ag Involved in resp and early recovery,
including but not limited to the designated ifeline agencies,

¥ The language in the CDEM Act is * direction and coordination’. In using the term ‘command’ here and hereafter we are making the point that
in emergencies a clear command function is required. That &, one entity must direct and lead the response.
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These lessons have been well traversed in previous reviews,
The 2020 review of the Napier flood response found many
of the same issues and had similar recommendations®.

A Ministerial review in 20177 suggested greater
professionalisation of emergency response and more
national consistency, via a series of recommendations that
were only partly implemented at the time. We further
endorse those recommendations here *

As severe weather events become more common with climate change, the ‘four Rs’ of emergency
response’ will only be satisfactorily delivered through combining granular and community led Reduction
and Readiness activity, with a more professional Response command and coordination resource that is
regionally managed and nationally governed. Recovery from a severe and widespread event must be a
partnership between local, regional and national agencies.

REGIONAL LESSONS LEARNED
At the local and regional levels, the lessons learned from this event include the following:

* Hawke's Bay Civil Defence and Emergency Management (CDEM) Group plans were as sound as
any we have seen but lacked the operational detail needed to address an event of this scale and
magnitude.

*  The local CDEM Joint Committee and Chief Executives’ Coordinating Group (CEG) had a history
of working effectively. This supported coordination between governance bodies and mayors,
and with partner agencies. Local mayors were well versed in their responsibilities and powers
and were proactive in fronting key messages to their communities.

* CDEM staff were overconfident about their readiness on the basis of prior emergency events
such as COVID-19. They lacked a scenario planning mindset, had low multi - agency operational
exercise experience and suffered from optimism bias. We have formed the view that they
tended to take a best case scenario rather than a precautionary approach to planning,
communication and warnings.

* Communities, volunteers, the contractor sector, businesses and utility providers provided critical
and heroic response activity. These local resources were not well utilised by the CDEM Group in
the response to this event,

* Engagement of iwi Maori and Maori communities was more a matter of ad hoc relationships
than the product of systematic and formalised effort.

* At the operational level, Maori agencies and marae felt that their proven abilities to deliver
welfare services at scale were either ignored or hampered by bureaucratic decision making from
the centre.

* See hitps://www napier govt.nz/assets/Links/2023-12- 14 Cyclone Gabrielle-Response Review-V4-1.pdf

7 See https//waw dpme. govit. ne/departmental- agency/nema/ministerial review better-responses-natural-dlsasters-and-other

¥ Picture: NZDF

¥ The New Zesland integrated approach to civil defence emergency management can be described by the four areas of activity, known as the ‘4
Rs’; Reduction, Readiness, Response and Recovery.
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management of forestry byproducts, stop bank, drain and
maintenance proved inadequate to the event.””

* The GECC needed dearer protocols for engagement with
other TLAs and their EOCs and with first responder

a common operating picture.’

* GECC communications were seen by many in the
community as generic, lacking timeliness and overly
focused on sodal media as opposed to mainstream media
channels,

“The nannies, who had to swim out  hurpout.
of the marae in their nighties,
evacuated to us and are still too
scared to go back home. They are
terrified of even a fittle rain,”

* Tailored planning

* The GECC focused their advice to mayors about the
possible declaration of a state of emergency on the
need for supplemental powers, rather than on the
signalling and public reassurance impacts of such a
declaration. In the lead up to the event, civic leaders
asked the right questions, but received technical
answers. This, along with low situational awareness
early in the event, meant the declarations were made
too late, in spite of being promptly signed by mayors,

From a CDEM perspective the response and early-stage
recovery were based on personalities and relationships, as
opposed to repeatable and proven systems and frameworks.

understand that sirens are a more complex issue than some communities realise, the core

https:/fwww civildefence govt n2/assets/Archive/Tsunami-Waming-Srens-15-03-14 pdf

detads about survey method and approach in Appendix Six below.

[oabwr s tiorsal
Consullng

command centres. Communications failures and the lack of
integrated systems made it hard for responders to work to

* Reduction activity in the form of precautionary river dredging to remove excess shingle, active

flood management device

"Those volunteers were
awesome. There was kai. There
were clothes, There was shovel
power...what our communities
came together to do was
unbelievable, And thank God,
because we didn't see anyone
from civil defence for a week.”

* The GECCdid not have a deep enough pool of CIMS trained and operationally confident
controllers and staff in the critical functions — particularly with regard to welfare and logistics.
This led to CDEM staffing inefficiencies, confusion and

for and support from CDEM to

migrant, remote, disabled and vulnerable communities
also underutilised the available agency, volunteer and
community resources; and

“There was a failure to evacuate earlier.
Residents of places like Pakowhai were
faited and not told to get out. This placed
them at unnecessary risk and exposed
them te massive trauma and loss. The
water there didn’t come untii later
morning. There would have been time to
tell each inhobitant face to face or use @
loud hailer on the ploce. What about
sirens? We could do that back in World
War ll. Those people shouid never have
been in their roof spaces.”

Response tended toward the reactive and tactical, as opposed to taking a more strategic view. Things
were often chaotic. They were based on a consensual approach to decision making, as opposed to
decisions made on the basis of intelligence and clear command lines.

¥ These matters will be more fully addressed by the independent Flood review noted above. While they are outside our Terms of Reference,
we note them here because of the enormous stress placed on these matters by interviewees and public survey respondersts, While we

point is that communities expected a low tec, failsafe

public waming system. A decision was taken in 2019 to decommission the Napier tsunami sirens in accordance with NEMA guidance. See

¥ The text bowes in this section and throughout the report are verbatim comments drawn from the Review’s public survey responses, See
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All this takes us back to our core point.

The great strength of local and regional government should be to understand and plan alongside
local agencies, businesses, communities, volunteers, iwi Maori and marae, in order that their
collective, ground level intelligence can reduce risks, build resilience and preparedness in advance of
an event, and support effective response during it. Local leaders know their communities and
whenua best.

However, as we noted in our Auckland review, part time, volunteer staff, who are inconsistently trained
and often lack operational experience, cannot be expected to assume critical command leadership roles
that require deep expertise, operational muscle memory and an understanding of interoperability with
local and national agencies,

As one respondent to this review commented: ‘the New Zealand emergency management system was
designed for a crisis in a region, not a region in crisis.”

The future regional model we propose centres on using regional hubs to concentrate nationally assured
and accredited professional emergency management expertise, which improves planning and Response.
We also suggest enhancing local and mana whenua networks and self-sufficiency, which goes to
improved Reduction, Readiness and community Resiliency,

NATIONAL LESSONS LEARNED

The key theme of the national story is the need to take a principles-based approach to building a new
national emergency management model. We believe it is past time for New Zealand to invest further in
a comprehensive and professionalised centre of expertise in the National Emergency Management
Authority (NEMA). A deeper investment in that agency, along with more emphasis on its statutory
assurance function, would help mobilise the resources of central government in support of regions in all
4Rs.

The recommendations made by the 2017 Ministerial
review of the national emergency management system
should be revisited in this regard. While the review led to
the establishment of NEMA, it also recommended a
number of additional system enhancements that would
have assisted in this event, ¥

As an example, although NEMA flew in one additional
resource to Hawke’s Bay in advance of the Cyclone hitting
the region to assist the regional response, it would ideally
have supplied an advance ‘fly in team’ of seasoned experts to the regional command centre the
weekend prior to the storm.

Other nationally driven enhancements, such as the mandated use of common operating platforms,
national accreditation and assurance of all Group and incident controllers, nationally consistent

4 photo: Guardian,
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Standard Operating Procedures (SOPs), preassigned tasking protocols and a centralised workforce
strategy reflected in a ‘spine’ of operationally experienced emergency management staff located in
regional hubs would also have helped.

We also note in this context that, in Australia, State Emergency Services (SES) volunteers are the first
responders to emergencies. They provide assistance to many emergency situations including flood,
storm, bush search and rescue and give relief to those impacted. These are models that could be further
explored by Fire and Emergency New Zealand, (FENZ) and NEMA,

EMBEDDING LESSONS LEARNED

The world in which New Zealand's current emergency management arrangements were designed has
changed. Weather driven events are increasingly frequent and severe. This is happening in a time when
specialist responders, such as the Defence Force and Police, are also facing both cost pressures and
increased demand driven by worsening geopolitical and law and order trends.

All of this suggests that changed system settings, culture and policies are urgently required. We believe
that New Zealand needs to invest additional resources in a more fit for future emergency management
system. The future system must get the balance right between local planning, regional delivery, and
national professionalism, enablement and assurance.

Embedding these lessons learned will require honesty, courage and leadership tenacity to address
complex changes and drive them forward as a system. We hope that civic leaders in Hawke's Bay, and
national leaders — at NEMA and across Government — can jointly develop and implement an improved
system of civil defence and emergency management at both local and national levels. It must build on
the strengths of the existing model and address its demonstrated weaknesses.

Doing so will promote healing for the communities of Hawke’s Bay and hope that their pain and loss can
mitigate the suffering of the next communities to find themselves in harm's way.

Indepondent Roview into HB CDEM Group's Response to Oyclone Gabriolie
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TERMS OF REFERENCE

The purpose of this Independent External Review was to assess the operational performance of the
Hawke’s Bay Civil Defence Emergency Management (CDEM) Group’s response to Cyclone Gabrielle, with
a particular emphasis on the systems and processes; roles and responsibilities of Group members and
partners; and to what extent the implementation of pre-existing arrangements contributed to an
effective management of the response for mana whenua and the community.

This review is focused on Readiness, Response and the pivot to early-stage Recovery from the Cyclone
event of February 2023. Specifically, our review examined the period 8" - 16™ February in particular
detail, and also addresses the period to the disestablishment of the CDEM GECC in the end of April 2023.
Our Terms of Reference specifically required us to examine the following:

Response arrangements (including response capabilities within Hawkes Bay),
Communication and information flows; and the interoperability of local Emergency Operations
centres,
e The CDEM Group Emergency Coordination Centre and national emergency management
structures.
Relationships with partners.
Any emerging practice that could support future resilience for communities, local authorities and
the Hawke's Bay Civil Defence and Emergency Management Group,
The criticality of lifeline infrastructure during an emergency.
Any strategic lessons that could support national level response management; and
The arrangements in place to support an effective transition to recovery,

Our approach is future focused. We asked respondents to this review to reflect on lessons learned from
the event and how they might inform improved future practices, both regionally and nationally.

METHODOLOGY

In addressing the issues set out in our Terms of Reference, we built on the earlier work carried out by
multiple prior reviews, both of prior local events, and of emergency management effectivenessin
previous national and local disasters. In addition, we:

Conducted one on one interviews with Hawke's Bay civil defence staff in key functional roles.
Held interviews with mayors, local authority chief executives and key governance bodies including
post settlement governance entities and Taiwhenua groups.

Spoke with local tangata whenua.

Facilitated interviews and focus groups with key community stakeholders and affected groups,
Received and responded to some informal submissions from stakeholders.

Commissioned and incorporated comments and suggestions from an online survey to which the
wider Hawke's Bay community was invited to respond**; and

2 The survey received around 1000 responses, mostly from community members directly affected by the response. It was undertaken on our
behalf by AskYourTeam, & local survey provider. More details can be found at Appendix Four. Verbatim comments from the survey are used
throughout this report in support of our findings.

g;;'_"b,’,nm Indepondent Roview nto HE COEM Group s Response to Oyclone Gabrielle
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e Conducted a high-level review of internal documentation, such as plans, policies, prior reviews,
reports, internal communications and other materials.

The suggestions and recommendations we outline below are accompanied by an indicative
implementation map (at Appendix Three) for the consideration of regional and local leaders.

LIMITATIONS

In keeping with the Terms of Reference, the review is purposefully not a forensic Investigation. Rather,
the approach we took was exploratory and inquisitive, based on the materials available to us and this
insights of these impacted by and involved in responding to the Cyclone Gabrielle event. Our focus is on
opportunities to improve the future performance of the Hawke's Bay CDEM Group, like entities in other
regions and the national CDEM system.

This review is not focussed on assessing the performance of any other emergency services and response
agencies to this event, such as FENZ, Police and others. These agencies will conduct their own reviews.

To the judgement and observations we have made in this report, we bring our collective experience as a
review team in crisis and disaster response, executive leadership and organisational performance.

Although this report includes our best efforts at a reconstruction of the relevant timeline of events, the
supporting materials were partial or conflicting in places, and the recollections of participants differ.
Recordings of several key Incident Management Team (IMT) meetings early in the crisis, for example,
were partial and in some cases appear not to have been retained.

Consequently, the timeline included as an Appendix should not be relied upon as being fully definitive.
There are multiple discrepancies in the source materials which underpin it. The timeline does, however,
offer insight into the way the emergency was managed, particularly in the key hours leading up to the
declaration of a local emergency and issuing of an initial emergency mobile alert.

Each person interviewed for this review was given an assurance that individual responses would be
treated in confidence and that documentary materials shared with us would be held only by the review
team for the purposes of this exercise and not used for any other purpose,

Finally, there are several other reports that address matters related to those in our Terms of Reference.
We have made minimal reference to technical matters related to weather and flood as these will be
covered in the separate, independent flood review commissioned by the Hawkes Bay CDEM Group and
due to report in mid-2024. The later section on national insights should also be considered in the
context of the wider national review of North Island severe weather events currently being undertaken
by Government.™ This report should be read with the above limitations in mind.

¥ Details on the flood review can be found at
https/fwww hbifr nz/thereviews: ~ text=About %20the% 2 0Review S text=The % 20R eview 2 0is % 20independent¥20and the% 2 0end % 200f%20
May%202024. The Terms of Reference for the national review can be found at hitps.//www.dia govtnz/Government-inguiry-into-Seyere-

Weather-Events-About-the-Inguiry. Napler Cty Council has also undertaken a related review, which is discussed in
https: [/ www napier.govt nzfour-councllf news/article/2408/ council-welcomes- recommendations-following -cyclone-gabrielle-response-

review/. The recent Metservice review, discussed at https//waw.nzherald.co.nz/ra/suckiand floods- metservice-admits-its-weather-
forecasting-models-were-poor/COAXHKVNGNADHCGEOGNRICUNWUY, is also relevant.
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recovery give us confidence that these recommendations and suggestions will be energetically
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HOW TO NAVIGATE THIS REPORT
The following sections are organised by our Terms of Reference. This creates some duplication of key
points. Detailed practical suggestions follow each subsection so that they can be seen in context.

Readers unfamiliar with regional and national civil defence arrangements can refer to Appendix Two for
a summary or refer to https://www.civildefence govt.nz/.

The entire report should be read in conjunction with Appendix Five, the detailed timeline of events.

% Photo, Chris Skelfton, STUFF
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PRIORITY RECOMMENDATIONS BY THE 4RS

Attachment 2

We have made a number of suggestions

throughout this report with regard to both ' v
the regional and national dimensions we

address in this review,

In this section, we summarise our ‘tier
one’, or priority recommendations. We
organise these around the “4Rs’ of

il o 2
emergency response: Reduction, >
Readiness, Response and Recovery. The &
4Rs, as shown in the graphic below, should

be considered as an integrated and circular system which supports community resilience. As a
consequence, a number of the recommendations below overlap.'®

The various councils in the region will want to reflect on how these recommendations mesh with their
existing work programmes and the many other, more detailed suggestions made throughout this report.

This is addressed in Appendix Three, in which we suggest a sequencing and prioritisation framework to
assist the HBCDEM Group and TLAs in addressing our recommendations and suggestions.

REDUCTION

1. Develop, implement and communicate a regional Disaster Reduction Plan in partnership with
local partners and communities. The Plan should inctude:

a. Formalised utilisation of indigenous knowledge and Kaupapa Maori approaches to land
and water management and the 4 Rs mare generally,

b. Risk reduction operations such as:
i. River management (dredging, maintenance of river mouths and tributaries etc.}
it. Stop bank planning and maintenance.
iil. Drain and flood scheme maintenance.
iv. Management of forestry by products,
v. Plans for mitigation of utility and service outages; and

¢. Targeted sub plans for particular communities, including migrant, disabled, vulnerable
and remote communities.

2. Advocate to central Government for a principles-based overhaul of the current COEM system in
New Zealand, including changed legislation, and systems and structures that better reflect and
respond to the current threatscape.

The future system must remove the confusion inherent in the current model, be adequately
resourced and support both improved central coordination and regional and local delivery. This
work should include consideration of the role of NEMA and the current Australian SES {State
Emergency Service] and Disaster Relief models,

* For more detail on the 4Rs, see hitps://www.cividefence govt nz/cdenm-sector/the-drs
13lPage
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READINESS

3. Develop, implement and communicate a regional Disaster Readiness Plan in partnership with
local partners and communities. The Pian shouid include:

a. Formalised utilisation of indigenous knowledge and Kaupapa Maori approaches to land
and water management and the 4 Rs,

b. Readiness operations such as:
i. River management (dredging, maintenance of river mouths and tributaries etc.)

ii. Stop bank planning and maintenance.
iil. Drain and flood scheme maintenance.
iv. Management of forestry by products.
v. Stormwater management plans,
vi. Plans for mitigation of utility and service outages; and

¢. Targeted sub plans for particular communities, inciuding migrant, disabled, vuinerable

and remote communities,
4. The HBCDEM Group should invest in capability building at regional and local levels, including:

a, Ensuring that COEM partnerships with lifefine utilities, iwi, PSGEs, mana whenua,
volunteers, the private, contract and philanthropic sectors, media and communities are
more inclusive, mature and enduring.

b. Establishing reliable detection and early warning systems that are resilient to outages
and provide adequate warning of petential or pending disaster.

¢ Ensuring officials take a precautionary approach to potential disasters, reducing the risk
of optimism hias inherent in a best case scenario approach. A precautionary approach
will ensure advance warnings are given to at risk areas and communities.

d. Ensuring COEM staff and partners have contemporary and comprehensive knowledge of
communities to enable access to real time information. This should include an up to
date and accessible GIS system,

e, Ensuring at risk and vulnerable communities have the resources reguired to be self-
sufficient when a disaster occurs; and

f. Developing better and more resilient communications systems to ensure that all officials
have real time information and can communicate with the public, partners and other
authorities,

5. Develop a plan for more regular scenario development, training and exerdsing in conjunction
with a wide range of partner entities, including iwi Maori and communities,
RESPONSE
6. Work with COEM operational staff and partners to:

a. Ensure thatthose in civic leadership and governance roles are adequately informed and
enabled during response,

b. Ensure improved operational command leadership clarity and capability.

) HUilrage
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RECOVERY

appropri
8. Ensuret

RESILIENCE
9. Ensuret
docume
regional

T, Bush

S Consubing

, Internativnal

Take an inclusive approach to Response by ensuring that the needs, resources and
capabilities of all partners, iwi Maori and communities are considered and utilised,

Resource the CIMS structure with experienced leaders for each function.

Ensure Response is adequately funded and that financial policies and delegations are
appropriate and enabling,

Develop improved mechanisms for situational awareness and intelligence gathering that
are resilient under most disaster scenarios.

Ensure internal and external communications are regular, timely, accurate and go to all
stakeholders and partners.

Ensure public warnings, information and advice are issued regularly, go via multiple
channels and are timely,

Ensure operational incident and meeting logs are complete, maintained and retained:
and

Ensure the Response phase is professionally debriefed, with lessons learned taken into
all 4 Rs,

7. Ensure a Recovery lead is appointed early in the Response phase to ensure seamless and

iate transition to Recovery,
hat Recovery planning is undertaken using a holistic and inclusive approach, that utilises

the insights of mana whenua, partner agencies, and the private, phifanthropic, contract and
volunteer sectors,

hat the current Regional Recovery Agency, (RRA) produces a full lessons fearned
nt at the conclusion of its work, which can inform community Resilience and future
Recovery efforts.

I5f{Page
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SUMMARY OF ADDRITIONAL SUGGESTIONS

Below, we summarise the more detailed suggestions made throughout this report. These are our ‘tier
two' recommendations. They are numerous, and we understand that almost all have resourcing
implications beyond what can be achieved within current local authority or NEMA baselines.

As noted, Appendix Three provides an indicative guide to our views on the prioritisation and sequencing
of both the tier one recommendations above and these tier two suggestions.

1. Consider requiring mandatory CIMS training for all national, regional and local CDEM and
response staff {including lifelines), with training compliance to be audited by NEMA's assurance
function.

2. Clarify escalation and tasking responsibilities between command structures within FENZ, Police,
NZOF and Group CDEM Controliers and reflect in CIMS documentation.

3. Consider reviewing current CIMS training models, with a view to increasing rigour in regard to
common SOPs, training and professional development and regular NEMA accreditation for those
in the Controfler function.

4. Review the recruitment proposition, reward and support arrangements for staff in key CIMS
functional roles.

5. NEMA should consider developing skilfs, training and development profiles for each functional
CIMS role and assuring compliance.

6. Create and mandate the use of standardised task books in hard and soft copy for each functional
CIMS role, including key performance metrics, templates and detailed process SOPs,

7. NEMA shouid consider reviewing the current guidance (and, if necessary, legislative
requirements} relating to declarations of states of emergency and expand criteria sets to include
more holistic matters. This should be accompanied by new guidance for mayors and group
controllers.

8. Gavernment should consider legislative amendment to provide mayors and COEM Group
appointees with the ability to declare a ‘major incident’ that enables enhanced response and
communications, but which limits legislative powers to those that can be used under other Acts,

9. NEMA shouid consider reviewing the current guidance, (and, if necessary, legislative
requirements] requiring declarations to be physically signed. Provision should be made for
verbal and/or online approval of emergency declarations.

10. Train those in iwi liaison roles, and other key mana whenua leaders in the CIMS framework.

11, Deepen engagement with Taiwhenua, local marae and Maori communities for preparedness,
response and recovery planning, including shared scenario training for event types, and clear
delegations that support devolved welfare and service delivery decisions and accountabilities.

12, Utilise marae as distribution and weifare hubs throughout the region and ensure they are
supplied with current sitreps and action plans. Ensure that their role in the COEM system is both

appropriately resourced and clearly communicated to local communities,

i6jPage
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13.

14.

15.

16.

17.

18.

19.

21,

22.

23.

24,

25.

26,

27.

mdependent Sxternal Review

At CDEM Group level, more formally engage iwi and ather Maori leaders in planning at both
governance and executive levels, in order that indigenous knowledge and networks inform the
4Rs, major disaster plans and SOPs,

NEMA should consider developing a standardised process to capture lessons learned in a
mandatory after action review template for EQCs and GECCs.

Develop a field learning lessons learned process such as that used in the National Crisis
Management Centre (NCMC) during this response to enable dissemination of real time lessons
and opportunities,

Designate a lessons learned staff position for all large incidents at regional level, to take
accountability for debriefs, after action reviews and information sharing with partner agencies
and NEMA.

Rebuild, darify and communicate the operating model for the regional GECC, including its
relationship to local emergency coordination and incident management teams in other TLAs and
response agencies.

Consider whether it is sufficient for the regional AoG iead to be a non-voting observer an the
CDEM Group, or whether NEMA should consider legisiative change to allow fuill membership.

Develop a disaster Master Plan and operating mode! for Hawke's Bay CDEM Group.

. In the context of the Plan, pre pian tasking protocols and test with scenario exercises. Document

these across all CDEM and response agencies.

Record action items during leadership, CIMS function and coordination meetings and assign one
accountable task owner. Recap all tasks in subsequent meetings to ensure tasks have been
completed,

Consider the fitness for future of Hawke's Bay COEM building in Hastings. A larger facility and/or
different location may be required.

NEMA should consider developing and mandating a shared commaon operating platform and ICT
system for emergency management on a national basis in order that all responders are working
to a common operating picture and so that lessons learned information can be captured.

Create regionally consistent protocols for all CIMS functienal communication, including emails
and text communications,

Create hoth physical and online information boards at command posts and key sites in order
that current sitreps, action plans, public communications, meeting timetables etc. are shared
with all players in response and recovery. Pian in advance for information sharing with key
partners and stakeholders,

NEMA should review overall rostering protocols for major events and complex emergencies,
including the consideration of a longer rotation for functional area and responder leadership.

Develop a CDEM deployment plan for the Hastings Aerodrome and establish full protocels for its
use as a contingency airfield, incdluding asset configuration, cost recovery arrangements and a
special helicopter manager position to coordinate airspace when using mulitiple types of aircraft,
and to oversee helicopter safety and loading.

17frage
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28.

29,

31.

32.

33.

35.

37.

41.

42.

indepentent Extemal Review

Either abandon the current MOU with VHB or turn it into a formal contract and develop a data
sharing process to coordinate between the coundiis and the volunteer Call Centre,

Ensure that VHB and other relevant entities (such as private sector contractors) have access to
situation reports and other relevant materials to support the tasking and deployment of
volunteers,

. Working with Volunteer New Zealand, NZDF, Paolice and FENZ, consider the establishment of a

new national Disaster Relief Organisation, coordinated by NEMA, with membership from
military veterans, reservists, volunteers and retired first responders, to support regional hub
expertise by acting as a deployable resource when required, Members should be CIMS trained
and participate in regional and loca! operational exercises and training,

Establish a daily operational brief for the GECC and ali response agencdies, facilitated by
contrellers and including updates from each functional lead to establish the plan for the day and
debrief operational issues or achievements form the prior period,

Ensure that muitiple scenarios are planned for in multi-agency sessions and subsequentiy tested
in realistic simulation events,

NEMA, MBIE and MSD shaould consider developing a resource procurement and payment system
for use in disasters that balance public procurement protocols and the need for accountability
with agile asset and resource acquisition and deployment. They should consider the applicabitity
of the emergency procurement provisions of the Government Procurement Rules to this
suggestion,

. Utilise a templated planning process within the planning function of CIMS to identify risks,

establish priorities and SMART success metrics and plan strategy and tactics for the ‘mission’.

NEMA should consider developing a national training and exercise plan to guide regional
exercises and with an interface to its assurance and fessons fearned capability.

. HBCDEM exercise plans should be reviewed, to provide a greater emphasis on the balance

between frequent smaller-scale training events and larger, inter agency operational exercises.
Both should be mandatory for all CDEM personnel,

NEMA should consider deveioping and mandate TLAs' use of a standard national emergency
operating platform, to underpin sharing of interagency intefligence inputs, analysis, taskings and
communications.

. Standardise the production of paper and online mapping products to improve situational

awareness and enable better intel led decision making,

. Incorporate the Hawke's Bay GIS team into the Planning area of CIMS,

. NEMA should develop collateral for a public awareness campaign about donations in a disaster,

which can be rolled out on a local or regional basis as required,

NEMA should establish a standard database to support the CIMS logistics function, including key
induction materials, templates, incident tracking mechanisms and expenditure tracking and
management, for assess by all agencies and EOCs at multiple levels,

Working with partner agencies such as M3D, Hawke's Bay CDEM should adopt a standard needs
assessment tool and database along with information sharing protocolis,
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43.

44,

45.

46.

47,

49,

51,

53.

55.

independent Extemal Review

Working with MSD and other agencies, NEMA should facilitate the development and application
of a standardised, national needs assessment tool for use in response and recovery.

The HBCDEM Group sheuld undertake full post major event debriefings with staff by CiMS
function, facilitated by a mental health professional.

The CDEM Group should develop ‘incident within an incident’ procedures should responder
iliness, injury or death occur.

The Hawke’s Bay CDEM Group should review the depth and capabiiity of the PiM workforce with
a view to ensuring that all available staff have CIMS training and to aliow for specialisation into
subcategories of communications management, such as external media, community liaison,
central government liaison and so on.

NEMA should deveiop a kete of pre-planned emergency communications for use across multiple
channels, along with clear criteria for the use of emergency mobile alerts,

. In a major event, the CDEM Group PIM should publish daily updates to the community that

include both achievements and setbacks to manage public expectations and proactively shape
the narrative,

Develop a stakeholder master plan at both regional and local levels, including contact
information, SOPs, roles and responsibilities for emergency response and recovery, and key
relationship owners, Maintain and update the plan annuaily via the PIM function,

. Include registers of key community contacts in the CDEM stakehalder plan recommended

ahove.

Working callaboratively, develop SOPs and contingency technologies for inwards capture of
community intelligence during an event and for outward dissemination through key community
leaders and organisations,

. Work with local PSGEs and Iwi leaders to develop a plan to harness and incorporate indigenous

knowledge into the CDEM planning process.

Once the outcomes and recommendations of the Government’s wider review of the CDEM
system are known, the roles, interfaces and relative resourcing of national, regional and local
institutions should be redesigned around a more centralised, hub and spoke operating model
that balances local insight and centrally managed expertise. We suggest that this could be
effected by means of an interagency co design symposium, as opposed to commissioning yet
another review,

. Standardise the regional CDEM operating model to centralise consistently structured CDEM

Groups in regions and clarify relationships and accountabilities between NEMA, GECCs, first
responders and local TLA EOCs/IMTs.

Censider growing NEMA's regulatory and intelligence capability and strengthening that agency's
role in monitoring and assuring regional CDEM Group performance

. NEMA could consider improved national guidance regarding protacols with iwi Maori, post

settlement entities and Maori communities in the CDEM “4 Rs". This should indude recognition
of the capabiiity that M3ori bring to emergency management and the formal inclusion of iwi in
regional COEM Groups,
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57.

59.

61.

62.

Inddepencent Dxtemal Boview

NEMA should consider developing fly in teams of expert professionals, (with a particular focus
on controllers, but also incdluding other experts, such as welfare, engineering, science, and
communications} in order that {mostiy part time} local CDEM staff can be supported by full time,
technical experts, Fly in controliers need a mechanism enabling them to act in the role of CDEM
controller in any region,

. Develop clear protocols and triggers for local controllers to hand over to national ‘fly in'

controllers as a crisis escalates.,

Create greater dlarity for controllers and first responders about who is in command at what
stage of an event and where tasking for supplemental resources {such as volunteers and NZDF)
sits,

. NEMA should consider developing a national CDEM workforce strategy, addressing recruitment,

training, remuneration and professional development,

NEMA shouid consider requiring all local authority staff with CIMS functions to receive
nationally accredited CIMS training and professional development experiences, with a related
system of audit across local authorities.

Consider more explicitly ring fencing regional operating funding for civil defence and emergency
management so that is not competing with other Council funding priorities, Provide greater
public transparency about the use of levies.

. Utilise insights from the Australian SES model to clarify the training and activation of volunteers,

their protection from liability and mechanisms for payment for the use of community resources,

. Review the CDEM funding model, at both focal and centraf government levels.
65.

Require local and central government agencies to partner to explore a range of place-based
solutions for uninsurable or underinsured communities.

. NEMA should consider developing formalised shared service arrangements and model

agreements, including with partner agencies, first responders and fifelines, to strengthen more
consistent region wide approaches and clarify roles and accountabilities on a national basis.
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OBSERVATIONS BY TERMS OF REFERENCE

in this section and those that follow, we outline our more detailed findings and organise our

Attachment 2

suggestions against the themes within our Terms of Reference. This approach creates some
duplication and overlaps between sections,

it also illustrates that, during this event, shortfalis or opportunities last in particular areas ‘layered
up’ with those in others, to create a combination of system weaknesses that hindered preparedness,
fResponse and early-stage Recovery.

Future improvements will require changes at local, regional and national levels. These have
implications for the future design and resourcing of the overall operating mode! for emergency
management in New Zealand,

Taken together, the suggestions in the following sections amount to a considerable, and potentiaily

costly, body of work.

SECTION 1: RESPONSE ARRANGEMENTS WITHIN HAWKE’S BAY

OBSERVATIONS: THE NEW ZEALAND WAY

The scale, extent and speed of this weather event was beyond what the New Zealand civil defence and
emergency response system is set up to manage. As one respondent put it to us: “our system was
designed to monage a crisis in a region, not a region in crisis.”

Yet, in spite of the fact that some key personnel were absent or personally impacted by the event, the
national, regional and local teams who led the response made it happen somehow. Although they were
overwhelmed and stressed, they often utilised interpersonal relationships effectively, innovated on the
fly, and coordinated the work of disparate agencies and organisations in the interests of their
communities, Civic leaders communicated with empathy, in spite of incomplete information. Individuals
worked tirelessly through the response. They also learned as they went. The quality of CDEM action
plans, sitreps and public communications improved over time.

This was the number 8 wire New Zealand way in action, but it also had its drawbacks. From a CDEM
perspective, the response and early-stage recovery were based on personalities and relationships, as
opposed to repeatable and proven systems and frameworks. Response tended toward the reactive and
tactical, as opposed to taking a more strategic view. Things were often chaotic. There was a consensual
approach to decision making, as opposed to decision made on the basis of intelligence and with clear
command lines. GECC teams relied on adrenalin and heroics, as opposed to training, operational
experience and muscde memory. They functioned well enough in short bursts but momentum was hard
to sustain over a long period. They imposed a high toll in terms of physical exhaustion and mental ill
health amongst those involved in the response phase of this event.

Because of its inherently fly by wire ethos, this approach also does not tend to learn the lessons of
particular disasters well. Multiple recent reviews of significant events in Hawke’s Bay and elsewhere
have found the same issues and made similar recommendations. We think it is time to further
professionalise and better invest in more systematic response arrangements, at local, regional and
national levels.
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From a NEMA and first responder perspective, this event highlighted the limitations and challenges
inherent in New Zealand’s current emergency management model, particularly when it must address a
severe and widespread disaster with multiple impacts and a lengthy recovery period.

From a community and partner perspective, this event strained relationships with councils and created
bitterness amongst those who felt unsupported, ignored or shuffled by bureaucracy at a time of great
trauma. Lingering sensitivities continue to make it hard for local authorities to have open discussions
with the community about the need for both improvements in local and national CDEM response and
the need to lift community and household preparedness and self-sufficiency for the first days of an

emergency event.

“The whole thing was an uncoordinated
shit show. There was chaos, inequity of
response and people in roles who tried

We suggest that both regional communities and
government must invest in greater resiliency, improved

planning and improved response. While the natural hard but didn’t know what they were
tendency of those who have been harmed by an event is doing. Most of the really useful stuff was
sometimes to seek out who to blame, a better response is done by volunteers and communities

to identify and internalise the lessons learned from a major themselves. Did we take the lessons from
disaster such as Cyclone Gabrielle so that we are all better that? Surely we can do better next time
equipped to face the next emergency event, with better pians, better comms and

. deeper, more inclusive portnerships.”
Embedding lessons learned takes honesty, courage and

leadership tenacity to address complex changes and drive them forward as a system. We hope that civic
leaders in Hawke’s Bay, and national leaders ~ at NEMA and across Government - can jointly build and
implement a vision and plan for an improved system of civil defence and emergency management at
both local and national levels. Doing so will promote healing for the communities of Hawke's Bay and
hope that their pain and loss can prevent the suffering of the next communities to find themselves in
harm'’s way.

It is past time to further professionalise and invest in more systematic response arrangements at local,
regional and national levels,

These general observations are foundational to those that follow.

OBSERVATIONS: UNCOORDINATED COMMAND LEADERSHIP

Responders, whether in local government or other agencies, were not consistently trained in the New
Zealand CIMS framework. In a large scale and complex event, with multiple agencies involved, itis
essential to have a common command system and language which is understood by all and
implemented in a consistent manner.

At present, CIMS training is not mandatory for all staff in response roles, although it is required for all
FENZ staff.

In a disaster on the scale of this weather event, it is natural for each agency - FENZ, Police, St John,
Volunteers, NZDF, Te Whatu Ora, utilities and so on —to establish specific command structures. They
each have their own missions, responsibilities and cultures. Without an overarching command structure
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to which all participants subscribe however, the result will always be confusion, duplication and even
conflict. This manifested here in a number of ways, including:

e Lack of clarity about overall command of the event and how command leadership was to be
coordinated, which sometimes manifested as tensions between the GECC and local EOCs.

* Patchy coordination and information flows (exacerbated by communication technology failures)
between the five-territorial authority EOCs. Flows were similarly poor between the GECC, other
command authorities in first response and other government agencies.

* Uneven CIMS capability and seniority in local EOCs and the GECC, which meant a lack of
standardisation, knowledge, consistency, operational experience and sometimes, leadership
presence,

* Unclear handover from FENZ to the GECC once states of emergency were declared; and
* Unclear mission objectives, prioritisation and tasking for first response and other partner
agencies from the GECC, particularly early in the response.

In a disaster such as this, a top table of the relevant key players needs to be established, with a clear
single point of command. Under the current COEM model, this is supposed to be the Group Controller
and alternates, In this event, these controllers had variable CIMS training and operational experience.
Some were full time CDEM professionals and others were not, Despite the fact that NEMA surged in
additional support staff in the first days of the event, including an experienced Controller, in our view, a
minority of controllers had a clear understanding of what good should look like in terms of crisis
command and the coordination of operational response capabilities.

This resulted in unclear operational tasking and mission objectives, insufficiently frequent and tightly
run incident management meetings in the early phase of response, and too many cooks in the kitchen at
early GECC meetings. Some respondents told us that, in the words of one, “far too many adrenalinised
desk jockeys cluttered the initial response effort, with the result that some of the key professionals found
engagement with the GECC slow and frustrating. People in the GECC were well intentioned but
operationally inexperienced.”

What this meant in practice is that, in spite of generally good relationships in the region, this response
sometimes suffered from a lack of understanding between disciplines and agencies. In high pressure
situations, if things are unclear, agencies will tend to default to just trying to deliver their own core
business well. It can be easy to be unaware of what other agencies are doing or to fail to see the need to
find out, Trying to navigate through interagency tensions or confusion can also distract controllers from
their core command and coordination role.

As one respondent commented:

‘It is more than counter intuitive to expect a Group Controller, after a declaration by the Mayor, to take
charge (possibly cold) of an event that is rapidly scaling, and then to expect them to exhibit calm and
decisive strotegic leadership across the massive range of response operations. This expectation on local
government needs to change”,

Improvements cannot be achieved by more training alone. We suggest the development by NEMA of
more explicit national SOPs and performance indicators for each CIMS function and particularly that of
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Controller. All agencies and players must be working to a shared picture of what operational command
excellence should look like.

As we discuss elsewhere, we also believe that CIMS training for those in full or part time CDEM roles, in
any agency - local government, central government, first response and lifelines — should be mandatory
and subject to compliance checks through NEMA’s assurance mechanisms,

To lift overall command abilities and coordination, we further suggest the development, at national
level, of a clear success profile for those in the Controller role, with leadership skills and some form of
operational experience being explicitly required. A critical skill for those in this position is the ability to
rise above the fog of war and weave intelligence inputs into a strategic picture. They must then have the
ability to communicate required outcomes and priorities in the context of a shared mission and common
operating picture.

We also think that Controller expertise needs to be full time, and as such, is likely best concentrated at
regional level”, This will allow for more targeted professional development and scenario training and
exercising, as outlined in the relevant section below.

All this should not be taken to imply that the answer to this is the funding of a larger standing army of
regional and local government CDEM professionals. Throwing numbers at this will not necessarily
improve outcomes. Command clarity and coordination can be improved by a combination of selecting
the right people, greater rigour and consistency around technical CIMS training and its assurance, and
more frequent exercising and training to develop operational confidence and maintain skills.

Such training also needs to be more consistently applied within lifeline and partner organisations and
agencies. This will ensure that all responders, irrespective of discipline or agency affiliation, are working
to the same best practice emergency management model and have rehearsed complex response
command and coordination, in advance of a real event.

SUGGESTIONS

1. Consider requiring mandatory CIMS training for all national, regional and local CDEM and
response staff (including lifelines), with training compliance to be audited by NEMA's assurance
function,

2. Clarify escalation and tasking responsibilities between command structures within FENZ, Police,
NZDF and Group CDEM Controllers and reflect in CIMS documeantation,

3. Consider reviewing current CIMS training models, with a view to Increasing rigour in regard to
common SOPs, training and professional development and regular NEMA accreditation for those
in the Controller function.

OBSERVATIONS: CIMS CAPABILITY
In addition to the patchiness in CIMS training described above, current CIMS training packages seem
overly simplistic or superficial with regard to the need for intelligence led, disciplined, team-based

7 This has implications for national CDEM structures, which we address later in the report.
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decision making under pressure. As one respondent put it: “My CIMS stuff felt too light for an event of
this magnitude”.

Some responders in key CIMS roles were also forced to learn about the requirements of their function in
the heat of this event. Several told us they were unsure of the requirements of the function and what
good would look like,

This is evident in the recordings of IMT meetings, in which functional leads can be seen to adopt
different approaches to what matters need to be briefed to the wider team and how. As a result, some
functions reported very tactically, while others took a larger strategic view. This made it difficult for
controllers to see a full and balanced picture,

Inexperienced staff sometimes also made up templates or processes on the fly, which created
inefficiencies, duplication, confusion and distraction from public facing activity. This was exacerbated by
the fact they were often working within their home organisation’s information management and email
systems, as opposed to shared and dedicated emergency management systems and data repositories.
From communities’ perspectives, this iterative and messy work created the impression of a bureaucracy
in which the right hand did not know what the left was doing.

Given that these functional staff come from (sometimes junior) full time jobs in their local councils into
the response team, they cannot be expected to operate well in their functional CDEM roles without
excellent training, ongoing professional development and regular involvement in inter agency
operational exercises,

In the wake of this event, and given its huge emotional toll on CDEM staff, many of whom have resigned
or left the region in the aftermath, it is also important to consider the recruitment proposition and
ongoing support for staff in these ‘reserve army’ roles. Many described to us the constant stress of

having the ‘CDEM phone’ by their beds and being available 24/7 in the event of an emergency. One said:

“No matter what we do it will never be enough because we aren’t experienced professionals in
emergency stuff. It’s like we are being set up to fail in this and the pressure and scrutiny sometimes feel
unbearable.”

As the system is configured at present, there is little in the way of either carrot or stick for these staff
and their managers. Supplemental allowances are modest, training is not mandatory and extractions
from BAU for exercises and other training can be hard to manage in a small territorial authority,
Incentives need to be reviewed for these roles.

In addition, the system needs to be able to manage the capability constraints and pressures that arise
when staff in CDEM roles are caught in the emergency themselves. In this event, several system players
in key leadership positions were seriously impacted. While CDEM staff proved creative at working
around these issues, contingency planning should encompass these ‘incidents within the incident’ and
plan for redundancy and work arounds in advance, rather than on the fly.

For example, old school phone trees and an accessible data base of contact and next of kin information
for those in critical positions should be retained at the GECC, in the event of communications failure or
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key decision makers being out of action, As it happened, critical absences placed extreme pressures on
some individuals, particularly those in controller and leadership roles.

SUGGESTIONS

4. Review the recruitment propaosition, reward and support arrangements for staff in key CIMS
functional roles,

5. NEMA should consider developing skills, training and development profiles for each functional
CIMS role and assuring compliance,

B. Create and mandate the use of standardised task books in hard and soft copy for each
functionpal CIMS role, induding key performance metrics, templates and detailed process
SOPs.

OBSERVATIONS: EMERGENCY DECLARATIONS

The key issue here was not so much the timing of the various emergency declarations, but the way in
which decision making around them was considered by the team at the GECC, the nature of the advice
provided to mayors and the practical clunkiness of mayoral approval arrangements.

As our timeline shows, the possibility of a declaration of a state of emergency at territorial authority or
regional level was being discussed on Sunday and Monday, prior to the worst phase of this emergency.
CDEM staff were aware on Monday of the wisdom of declaring in daylight if possible, considered the
merits of a precautionary declaration and debated the issue of local and regional declarations. At the
controllers’ meeting late Monday afternoon, with the NEMA REMA present, the Group Controller asked
regional leads and other experts for their thoughts on the pros and cons of a declaration. Most were in
favour of a wait and see approach, based on the data available to them at that time.

At the subsequent meeting to brief the CDEM Joint Committee and other agencies on Monday evening,
the matter was discussed further and probed by the mayors, all of whom were well aware of their
responsibilities in this regard.

Both meetings concluded that a region wide declaration was preferable to local ones, that any
declaration would remain under advisement and that any ultimate decision needed to be based on good
data and intelligence.

While the written records of these and other early meetings are brief and some recordings were
accidentally erased, we have formed the view that the decision making on the possibility of a
declaration of a state of emergency was overly narrow and tactical. it is also clear that advisors came at
the matter from different perspectives, with some loss in translation.

On the former point, in the meeting with controllers in particular, the matter was framed in terms of:

* The need for supplementary resources.
* Arequirement to compel evacuations; and
* Anenhanced ability to recover costs.
Controllers appeared confident that they could manage evacuation under the forecast rainfall and river

scenarios. They felt they had sufficient resources on standby to manage an event that they knew would
‘stretch’ the system, as a potential one in 50 year event, but which should be manageable. Some
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worried that asking for more resource could deprive other regions in the path of the Cyclone, such as
Tairawhiti,

Matters that were not considered in the records we have seen, but in hindsight, could have been,
included:

e The fact that other North Island territorial authorities were declaring throughout Monday
afternoon.

e The fact (possibly not known to the group) that FENZ and Police had been door knocking in Esk
Valley and that few residents wanted to move.,

e The fact that the change to the red weather warning meant that rain would be more widespread
and could thus affect multiple areas and river catchments.

* The need for public information that signalled the potential seriousness of the event; and

e The need for public reassurance.
It is also clear from interviews and from reviewing the tapes that some decision makers came at the
declaration decision from the perspective of the democratic rights of the public. They were mindful of
the extraordinary powers conferred on local authorities by a declaration and hesitant to, in the words of
one, “do a Treaty of Waitangi and sign peoples’ rights away.”

Others saw it from the perspective of a national emergency. “Did Hawke's Bay have a clear need for
resources that might detract from the support to others?”, said one participant. Still others appeared to
be thinking about the sufficiency of boots on the ground. “Given current projections, this will be tough
but doable” said one.

All of this is hindsight. The key decision makers were human and thus fallible. They reflected carefully on
the matter and made the best call they could at the time. They asked the right questions. They tried
hard to take multiple perspectives into account.

We have formed the view that the ‘to declare or not to declare’ decision is an overly binary one as the
system is currently configured. As per the TAG review'®, we suggest that the ability for local authorities
to declare a ‘major incident’, and follow this with the appropriate warnings, mobile alerts and so on
would have been a good option here, in a situation where the decision was borderline, much was
unknown and the light was fading. Such a decision could, if communicated by national media, have given
some families and communities more time to prepare grab bags or catalysed their decisions in regard to
self-evacuation.

Declaring a major incident on a precautionary basis could also have driven a heightened
communications tempo which improved public understanding of the potential seriousness of the event,
In some respects it would only formalise what had already occurred, but it also would likely have
ensured additional media attention and mayoral communications that may have tipped the balance for
some members of the public.

Finally, there is something both farcical and dangerous in the current requirement for mayors to
physically sign a declaration of emergency by hand on a piece of paper. Epic feats, for example, were

Inde pendent Roview nto HE COEM Group s Rosponse to Oyclone Gadriol'e

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 28

Item 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

required of CDEM staff to travel, in the height of the storm, to a Mayor’s flooded home to deliver the
paper for signing. Similar stories applied with regard to the Chair of the CDEM Group and other mayors,
In spite of the heroic efforts of staff, this cost time and seems an oddity in the 21* century context.

SUGGESTIONS

7. NEMA should consider reviewing the current guidance (and, if necessary, legislative
requirements) relating to declarations of states of emergency and expand criteria sets to
include more holistic matters, This should be accompanied by new guidance for mayors and
group controllers.

8. Government should consider legislative amendment to provide mayors and COEM Group
appointees with the ability to declare a ‘major incident’ that enables enhanced response and
communications, but which limits legisiative powers to those that can be used under other
Acts,

9. NEMA should consider reviewing the current guidance, {(and, if necessary, legisiative
requirements) requiring declarations to be physically signed. Provision should be made for
verbal and/or online approval of emergency declarations.

OBSERVATIONS: PARTNERSHIP WITH Iwi

Prior to Cyclone Gabrielle, the Hawke’s Bay CDEM Group had established relationships with its
Taiwhenua groups, Post Settlement Governance Entities (PSGEs), the Tihei Mauri Ora team, hapi*® and,
via Police, with iwi liaison officers.

However, mana whenua were not a formal part of the Joint CDEM Committee or the CEG. (Nor are they
able to be under current CDEM legislative provisions.) This has been addressed recently with regional
mana whenua leaders participating as non-voting members of the Joint Committee on the basis of
amended Committee Terms of Reference. This more formal joint work needs to be extended and
embedded, at both governance and operational levels.

During the response however, both those in CIMS functions and mana whenua felt that there was not
an appropriate level or style of engagement with iwi Maori, hapi, marae or Maori organisations such as
the Taiwhenua service providers. Internal CIMS staff responding to the post event operational debrief
survey undertaken by the CDEM Group® referenced the following issues:

e Lack of pre-established relationships at multiple levels with iwi, hapu and marae.

e Those in other CIMS functions had little understanding of the role of the iwi Maori liaison
function.

e The placement of the iwi Maori liaison under the CIMS Welfare function was not appropriate or
respectfull.

* Respondents to the survey suggested that there was low understanding of culturally safe
practice within the GECC/EOCs, and poor understanding of what a Kaupapa Maori response
would look like; and

2 See https://www kahungunu.iwi.nz/copy-of-cycione-gabrielle for details on this team.
* This stakeholder survey was undertaken for Hawke's Bay Regional Councl by hitps://simplexity co.ne/

*q 1
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* |wi Maori had minimal advance training in CIMS structures and processes. Where training had
occurred, it was often funded by FENZ or Te Puni Kokiri, rather than driven by CDEM,
Of the 14 Maori liaison respondents to the debrief survey, 67% felt their induction to the CDEM system
was inadequate.

From a mana whenua partnership perspective, there was considerable frustration in advance of the
event about the weak connection with Taiwhenua service providers, in that they were not engaged by
the CDEM group in preparing for the event. One Taiwhenua entity had staff with CIMS and Te Puni Kokiri
training, was tracking weather and planning its ‘worst case scenario’ (which proved accurate) response.
There was little coordination between their command structures and those of CDEM.

Maori leaders and communities were also deeply frustrated that the GECC created geographic zones
with hubs to service isolated communities throughout the region instead of using the established
network of marae. This created confusion, was not clearly communicated to Maori wardens and iwi
liaisons and left mana whenua feeling that their proven expertise in community service support was
being ignored and disrespected.

Some marae personnel had recently been trained in CIMS by FENZ and mobilised themselves anyway.
They felt unsupported by the wider response and unsure about how to connect to the GECC or local
EOCs.

More strategically, mana whenua told us that they felt the current CDEM system did not use indigenous
knowledge and networks effectively in community resilience, preparedness and response. “It’s all here”,
said one, “We know this whenua and how its waters behave. We know which Pa and marae are above
the flood zone and we know how to contact and support our people. We know how to support
traumatised people with manaakitanga, Why wasn’t all that built into the system from the start?”

In the event, Police’s Maori wardens proved to be critical liaison points with Maori communities. These
personnel were well placed to provide vital community contact information to the response, but again,
were unconnected to the GECC,

Community representatives discussed the ad hoc approach of the COEM group to engagement with
Maori communities about preparedness and resilience. One said “We shouldn’t be reliant on one off TPK
or other fund initiatives for things like civil defence resources on marae. If we really want to build
resilience in our communities, that should be an ongoing, pfanned investment.”

As the Napier Flood Review recommended, we agree that there would be considerable value, going
forward, in formalising iwi/Maori involvement in CDEM structures at governance, executive and
operational levels. Councils have begun work on this and should continue to discuss what would work
best with iwi and other local tangata whenua leaders.

The Emergency Management Bill currently before Parliament goes some way to mandating such
arrangements. We suggest that NEMA should also reflect how it might enhance partnerships at national
level, which might go beyond its current cultural advisory arrangements and more formally embed iwi
partners at system governance level,
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At the operational level, CDEM authorities must have the agility and humility to work with Kaupapa
Maori providers, including marae, as vital providers of community intelligence and services. Quite aside
from partnership obligations, why invent new arrangements when well tested default arrangements and
providers are already in place?

SUGGESTIONS

10, Train thase in iwl lialson roles, and other key mana whenua leaders in the CIMS framework,

11. Deepen engagement with Talwhenua, local marae and Maori communities for preparedness,
response and recovery planning, including shared scenario training for event types, and clear
delegations that support devolved welfare and service delivery decisions and accountabilities,

12, Utilise marae as distribution and welfare hubs throughout the region and ensure they are
supplied with current sitreps and action plans. Ensure that their role in the CDEM system Is
both appropriately resourced and clearly communicated to local communities,

13. At CDEM Group lavel, more formally engage iwi and other Maori leaders in planning at both
governance and executive levels, in order that indigenous knowledge and networks inform
the 4Rs, major disaster plans and SOPs.

OBSERVATIONS: INNOVATION AND LESSONS LEARNED
it is clear that many people; in CDEM functions, in partner agencies and in the wider community, made
impressive contributions to the response and early-stage recovery effort through innovation of all kinds.
From a CDEM Group perspective, innovations included a wide range of matters such as:

* Empowering locally led responses such as the work of Te Kahui Oranga and Tihei Mauri Ora.

* Incorporating the NZDF task tracker and logistics frameworks into CIMS functions,

e  Working with LINZ to host aerial imagery and data to support response and recovery efforts; and

e Early utilisation of employee assistance to support the wellbeing of CDEM staff during the event,
From a wider system perspective innovations included:

* Effective all of government work, particularly by social agencies on the ground, to support local
response and recovery.

* Extended use of Starlink-based technologies by response agencies.

* Harnessing a wide range of volunteer contributions, including the ability to scale up volunteers
at short notice; and

* The first use since the 1930s of the Hastings Aerodrome to support helicopter and other air
movements.
However, a range of participants in this event expressed concern that key innovations and lessons
learned were not adequately captured to inform future responses, particularly when they occurred in
community organisations, mana whenua or volunteer groups.

Nor have the combined Police/FENZ/NZDF hotwash templates, or Police’s 4R based after action reports
for example, which captured key lessons for those organisations, necessarily informed the wider CDEM
system.
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There was also a need for innovation happening in the moment to be caught in real time during the
response, in order to share immediate insights, opportunities and concerns.

We suggest that more formal, consistent, lessons learned processes, based on those used by NEMA,
need to be communicated to those in CIMS functions. Examples of such templates and mechanisms
abound.

More fundamental however, will be the entrenchment of a lessons learned mindset in COEM functions
and other response and recovery agencies. The common and repeated themes in prior review reports
suggest that the system is somehow failing to internalise and apply lessons. The learning process should
be straightforward, as in this graphic:

: Embed and Link the new
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lesson new performance
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It appears that there are weaknesses in the current CDEM system at each of these steps. In the after
action reports we have seen, agencies tended to look short term and internally for lessons, rather than
trying to see them in the context of the whole CDEM system **

Nor do agencies appear to see lessons learned through a behavioural change management lens.
Responders tend to do what they have always done, absent a clear link between lessons learned and
revised training that embeds the changes and performance targets which measure the impacts of the
changes.

Past practices are hard to shift and require concerted, explicit effort. As one respondent said: “We did
Covid really well, so when this came along we thought, ‘sweet’, we are up for it. But not only was this a
different beast, but we hadn’t learned what we thought we had.” Another observed: “We were part way
through implementing the Napier flood review recs when this hit us. The urgency to change and apply
the lessons tapers off between big events.”

It is also very easy, in the absence of formal lessons learned processes that engage a wide range of
people and perspectives, for optimism bias to creep in to the planning and preparedness phases. In our
view, the CDEM Group and local TLA pre event planning was not aimed at black swan or worst case
scenarios, but took a rather more complacent approach,

Improving and embedding lessons learned is a significant challenge for all emergency management
systems, regionally, nationally and internationally, In the Homeland Security Report quoted at the head
of this Review Report entitled ‘The lessons we don't learn’, the authors analysed after action reviews

from many of the United States’ largest disasters, including Hurricane Katrina and 9/11. They concluded:

“In todoy’s environment, when the emergency response mission space is expanding...the ability to
capitalize on experience and improve capability is ever more important. But organizations cennot just be

#The graphic under discussion here is based on a similar diagram in Donahue, Amy, and Robert Tuohy. “Lessons We Don't Leam: A Study of
the Lessons of Disasters, Why We Repeat Them, and How We Can Learn Them,” Homeland Security Affairs 2, Article 4 {July 2006).
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told to change. Organisational change needs to address the structure, system ond culture of an
organisation so that patterns of behaviour can be adjusted. Truly institutionalizing a new process requires
fong term commitment. " %

Organisational and system planning are vulnerable to both political and personnel changes and to
distraction by business-as usual. It will be critical that both Hawke’s Bay CDEM Group and the national
CDEM system learn from the events of Cyclone Gabrielle. Doing so will require tenacity and focus by
local and national leaders.

SUGGESTIONS

14, NEMA should consider developing a standardised process to capture lessons leared ina
mandatory after action review template for EQOCs and GECCs.

15. Develop a field learning lessons learned process such as that used in the National Crisis
Management Centre (NCMC) during this response to enable dissemination of real time
lessons and opportunities,

16. Designate a lessons learned staff position for all large incidents at regional level, to take
accountability for debriefs, after action reviews and information sharing with partner
agencies and NEMA

# ibid.
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SECTION 2:CDEM GROUP EMERGENCY COORDINATION

OBSERVATIONS: STRUCTURE OF HAWKE'S BAY CDEM ARRANGEMENTS
As noted above, the Hawke's Bay architecture of command-and-control mechanisms and the existing
structure and nature of its plans did not serve it well in this event.

First, the need for coordination and information flows between the five-territorial authority EOCs and
the regional GECC undoubtedly complicated the early-stage response. At the simplest level, replication
of EOCs and functions created unworkably large meetings which took up too much time. Other
challenges included:

e At least initially, there was a lack of regular leadership connection {meetings, shared incident
boards etc) between EOC and GECC controllers,

e The five EOCs, with the possible exception of Hastings, could draw on a smaller pool of CIMS
trained staff, many of whom lacked CDEM experience or familiarity with the CIMS framework.

* Inlocal EOCs, there was a lack of clarity in command lines between local (EOC) and regional
(Group) controllers.

e Alack of contingency communications, such as Starlink, when conventional communication
technologies failed.

e No preexisting, shared stakeholder engagement or communications plans.

« Difficulties for EOCs in communicating granular local information to Group and reciprocal
difficulties for Group to understand local conditions and resources. The most notable example
was perhaps the Taradale evacuation order, which was initially applied by Group to all of
Taradale {some 14,000 people), when Napier’s local leaders knew that the stop bank concerns
would potentially impact a much smaller section of the suburb.

e Lack of prior engagement and experience in joint scenario training and exercising, which limited
relationships and meant key staff were often unfamiliar with standard CIMS protocols and
templates, as well as the connections between CIMS functions.

* The lack of a common system for information sharing and for recording of actions and decisions.

* The consequential need to coordinate multiple action plans, sitreps and communications, which
took time and slowed response.

* Inconsistent prioritisation, escalation and information sharing between EOC controllers and the
GECC,

* The need to coordinate and align public information messages from multiple civic leaders and
elected members; and

* The GECC interface with other command centres, such as those in Police, FENZ, St John, and Te
Whatu Ora was also under planned and ad hoc during the event. While in part this was due to
the lack of a common operating system, the relationships, operational experience and skills
needed to coordinate multiple response operations were not consistently evident in the GECC.
We address this in detail in the next section on the GECC. This also limited early response
situational awareness, interoperability and the ability to take diverse perspectives into planning.

At a more strategic level, there was also considerable confusion with regard to the high-level roles of the
respective agencies within the national CDEM system early in the response. This was particularly the
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case with regard to public safety. This became a pressing issue a few days into the response as power
outages continued. For example, requests for NZDF to assist with law-and-order matters that were
properly the purview of Police came from some local officials.

The early-stage response also missed an opportunity to take advantage of regional all of Government
(AoG) networks that could have informed intelligence products and utilised key relationships. The
Ministry of Social Development (MSD) Regional Commissioner is the lead for government agencies in the
region and these AoG resources were, initially, poorly connected to the local EOCs and GECC.
Relationships held by these agencies could have eased a number of challenges the Group was facing.
MSD has six service centres across the region and strong relationships into local marae, Waka Kotahi
held some of the critical data on State Highway roads and bridges. The Ministry of Education had
networks amongst school principals. Te Whatu Ora needed to bring the public health dimension to the
event earlier than it was able to. Te Puni Kokiri had deep relationships with key iwi leaders, and so on.

These agencies found it challenging to have their voices heard in the GECC and to understand what was
going on. Initially at least, they tended to meet separately to resolve response and recovery issues, At
one point, transport staff told us they retreated to a cupboard in the overcrowded Hastings COEM
facility.

Some respondents commented that they felt the response was smoother in Tairawhiti because it was
led and coordinated by a unitary authority. The Joint Committee should consider whether in future,
more fully rationalising CIMS functions across the Group to a regional level may be helpful in
consolidating expertise and taking noise out of the response and recovery systems.

In doing so, they will need to carefully balance the need for local granularity - in planning, relationships
and intelligence - with the need for a rapid, agile, professional regional response.

SUGGESTIONS:

17. Rebuild, clarify and communicate the operating model for the regional GECC, including its
relationship to local emergency coordination and incident management teams in other TLAs
and response agencies,

18. Consider whether It is sufficient for the regional AoG lead to be a non-voting observer on the
CDEM Group, or whather NEMA should consider legisiative change to allow full membership.

OBSERVATIONS: FUNCTIONING OF THE GECC

Many respondents to this review also observed that the functioning of the GECC, particularly early in the
response, appeared chaotic, with considerable confusion over who was doing what and whether tasks
had been completed.

Part of this is attributable to the fact that existing GECC systems and processes were not suitable for an
event of this nature. Many had to be built in the heat of the event. However, this comment was also
typical of several: “The GECC was chaos. No organisation initially. No focus. No structure. People
everywhere. No disaster SOPs. People working in sifos making poor decisions.”
Other issues noted by respondents in regard to GECC operations were as follows:
* There was no disaster Master Plan or flood emergency plan at regional or local level.
34
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* There was a gap in incident management capability between the professional CDEM staff and
seconded staff. As one respondent put it, “You can’t run a disaster using inexperienced people
taken from day jobs. There’s just not enough horsepower to address big crises and as a result it
can breck these people.” Another said, “The professionals in the GECC were just spread too thin”.

e The functioning of the GECC in a major natural disaster had not been operationally practiced,
which meant it had to be built in flight.

* The concentration of resource in the central GECC meant that local level resources were often
overstretched, particularly in regard to remote and rural communities, which created TLA-GECC
tensions.

e There was a lack of understanding by some GECC staff of the roles of partner agencies,

e Early action plans were inadequate and not well communicated. “There was no battle rhythm on
the first day, minus situation boards or a sense of GECC priorities”.

e There was a revolving door of staff rostering in and out of the GECC, which meant that

relationships were disrupted and corporate memory lost, a problem exacerbated by the lack of
lessons learned mindset and systems noted in the command and coordination section above.

* Surge staff changed systems and processes, which slowed things down. Things, “..iterated ond
reiterated constantly. There was no common model or approach,” said one respondent.

e Calls for service were coming in on multiple channels (Police, FENZ, CDEM, people at fire stations
and via social media), which meant that it was difficult to analyse double ups. Hawke’s Bay 111
Communications Centre jobs numbered over 800 on Tuesday 14" February. The 111 system
was overwhelmed, and this meant that, in some cases, the GECC tasked responses that had
already been serviced; and

* There was poor outward communication by the GECC to first responders, a number of whom
had little contact from GECC in the early period of response. One said: “There was a black hole in
respect to information from GECC and EOCs. They were not tasking responders or closing
feedback loops. GECC still has a responsibility to provide coordination, for example, where are
the CDCs?” As another put it, “I just decided to deal with the emergency services rather thon
GECC as they were calm heads under pressure and subject matter experts in dealing with chaos. |
Jjust ignored GECC and took my tasking from the 111 calls.”

This latter point was critical in the early hours of Tuesday 14th. To give a specific example, the GECC
tasked local army reservists via FENZ at 2,05am to pick up first responders in a Unimog from Bay View
Fire Station and respond to a family stuck on Glengarry Road by a fallen tree. There was no information
about road condition or casualties,

At 2,.45am the Unimog arrived at Bay View fire station (the power was out by this time) and proceeded
up SHS. It quickly had to turn around due to water levels. The response team then decided to access the
Esk Valley using Hill Road. At the school they found 15 plus vehicles with people trapped and in a state
of panic. These residents advised the Unimog team that people were stuck in the valley.

As the responders tried to get into the Esk Valley a surge of water came though their vehicle at chest
height. The vehicle started moving and was forced to reverse out. It then made an evacuation run from
the school to a local marae.
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Throughout this incident the responders were unable to contact the GECC by phone or text. They had no
information about the scale of the flood and the GECC could not receive their situation report from the
field.

The initial tasking was the only one received from the GECC by this group of responders that night. From
this point, they liaised with Police and FENZ to effect further rescues, still unable to close the loop back
to the GECC,

SUGGESTIONS

19, Develop a disaster Master Plan and operating model for Hawke's Bay COEM Group,

20, In the context of the Plan, pre plan tasking protocols and test with scenario exercises.
Document thase across all COEM and response agencies.

21, Record action items during leadership, CIMS function and coordination meetings and assign
one accountable task owner, Recap all tasks in subsequent meetings to ensure tasks have
been completed,

22. Consider the fitness for future of Hawke's Bay CDEM building in Hastings. A larger facility
and/or differant location may be required.

OBSERVATIONS: INFORMATION SHARING AND MANAGEMENT

As noted above, the information systems in each territorial authority and at the Group ECC were not
readily interoperable. In some local EOCs, much work was done on off system spreadsheets and paper
templates. This made consistency and information sharing difficult.

In addition, staff in EOCs, or those seconded from other agencies, often used their own home
organisation emails, instead of function specific emails reflecting the CIMS framework and feeding a
shared database. This meant that valuable information was not able to be shared at handover or held in
a common system for lessons learned analysis. Given the rapidity of rostered staff turnover in positions,
this created a loss of key insight as well as compromising the historical record of events, All of this also
made the creation of quality intelligence products challenging.

A flow on effect of complex regional CDEM structures and disconnected information systems was that
those in functional teams often felt poorly informed by functional leads about the latest intelligence and
planning. Not all leads returned from joint meetings with updates, Handovers between shifts and
functional leads were often poor. This meant that not all staff were working to a common operating
picture.

Functional leads and partner agencies also commented that it was hard to track a request for service
once submitted to ‘the system’. Feedback loops and decision timelines were confused in the early stages
of response and recovery. Notes about welfare needs or requests for equipment for example, seemed,
in the words of one respondent, “to disappear into this opaque Group system for days and then pop out
again for my own agency to action. | could have done that in the first place. it was very hard to know
whether something had been done or not. In the end we just tended to do it ourselves.”

Information sharing also tended to be limited to CIMS functions and arguably insufficient attention was
paid to sharing key reports — such as sitreps and action plans - with partners, such as iwi leaders, partner

Bush
Entorngticenal
L-f«' B ‘.. -

Independent Roview nto HB COEM Group s Response to Oyclone Gabriole

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 37

Item 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report Attachment 2

inendent Sxternal Riviews

agencies, private sector players and volunteers. It is better to err on the side of over than under sharing
to ensure that information is current and can itself be informed by upwards feedback and intelligence
flows.

Finally, we note that some key records, such as incident management meeting notes, logs and
recordings were overly brief or have not been retained. These are vital to the historical record of the
event and central to lessons learned processes.

SUGGESTIONS

23, NEMA should consider developing and mandating a shared common operating platform and
ICT system for emergency management on a national basis in order that all responders are
working to a common operating picture and so that Jessons learned information can be
captured,

24, Create regionally consistent protocols for all CIMS functional communication, including emails
and text communications,

25, Create both physical and online information boards at command posts and key sites in order
that current sitreps, action plans, public communications, meeting timetables etc. are shared
with all players in response and recovery, Plan In advance for information sharing with key
partners and stakeholders.

37iPags
Bunb - o .
Instoerasiionat Indepondent Roview into HB COEM Group s Response to Lyclone Gadraoiie
Consultmg

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 38

Item 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

SECTION 3: OPERATIONS

OBSERVATIONS: ROSTERING
Respondents told us that a variety of rostering issues constrained the response and recovery system’s
ability to function effectively. These included:

* Inthe critical early stages of the response, CIMS trained staff in key positions were turned away
from the GECC after positive Covid tests and quarantines were put in place. This increased the
burden on remaining staff. In the event, the urgent need for specialist skills in the first hours of
the response perhaps outweighed infection risk.

e Asnoted above, within the GECC, individuals rotated through CIMS roles on a daily basis, often
with poor handover and variable levels of capability, training and experience, This, when
combined with the lack of interoperable systems and a common operating picture, led to
considerable loss of corporate memory and disrupted working relationships with first
responders and specialists; and

* Over the wider cast of response personnel, the conventional NEMA response protocols typically
applied, with a 1-5-1 roster (one day travel to the incident, five days on duty and one day travel
home). In the view of many respondents, this was quite disruptive in an event of this scale and
complexity, with significant loss of information at each changeover.

SUGGESTION

26. NEMA should review overall rostering protocols for major events and complex emergencies,
including the consideration of a longer rotation for functional area and responder leadership.

OBSERVATIONS: CONTINGENCY AIRFIELD AND AIR MOVEMENTS

The Hawke's Bay CDEM Lifeline Plan identifies Hastings Aerodrome as the backup to Napier in the event
of tsunami, inundation or earthquake disabling Napier Airport. The airport closed to all flights on
Tuesday 14" February,

Skyline Aviation, which holds the Te Whatu Ora contract for patient transfers in the region, also
identifies Hastings Aerodrome as the back up to Napier Airport for hospital patient transfers in the event
of an emergency closure of Napier Airport’s main runway,

In this event, the Civil Aviation Authority (CAA) cosed Hawke's Bay airspace for two weeks and FENZ and
NEMA moved onto Hastings Aerodrome as an ad hoc airbase, with the FENZ air desk taking control of all
flight authorisations. The GECC deployed security onto the airfield for two months.,

The airfield was used as a base for the NZDF's NHS0 helicopters, private helicopters and various small
aircraft used to transport patients and other members of the community.

This contingency use of the airfield had last occurred during the Napier earthquake in 1931 and
subsequent floods in the 1930s. Contingency plans were underdeveloped. This created a number of
issues, both during the response and subsequent to the event, including:

* Aircraft tasking and deployment, including for private helicopters, was initially managed by
FENZ. At one point in the early days of response, the GECC asked FENZ to stop tasking and took
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over, with what some respondents described as chaotic results. A short time later, FENZ control
was restored.

e Instrument Flight Rules (IFR) aircraft use of the main runway and helicopter use of the east/west
approach paths - particularly for sling load operations - highlighted the impartance of
maintaining obstacle free flightpaths over the neighbouring area.

e Although air traffic was coordinated at the Aerodrome, the Hastings EOC helipad at the
Distribution Centre was several kilometres away and was somewhat high risk, given the lack of
airspace/helipad coordination. Expert responders also expressed concern at the frequent
overloading of aircraft arising from the lack of an expert in a loadmaster role.

e The Aerodrome's water supply and wastewater struggled to accommodate the hundreds of
responders and evacuees on site,

* The Aerodrome access road had to be upgraded for the multiple heavy vehicles using it during
response,

e The supply of Al jet fuel at the airfield had not been preplanned and was unreliable; and

* The Aerodrome was unable to conduct the normal business that provided revenue for the
period of use, and incurred additional costs, such as the need to upgrade its access road and
improve water supply. At the time of writing, these expenses remained outstanding and there is
no obvious mechanism to recover these costs from central and/or local government,

SUGGESTION

27. Develop a CDEM deployment plan for the Hastings Aerodrome and establish full protocols for
its use as a contingency airfield, including asset configuration, cost recovery arrangements
and a spacial helicopter manager position to coordinate airspace when using multiple types of
alrcraft, and to oversee helicopter safety and loading.

OBSERVATIONS: USE OF VOLUNTEERS AND THE PRIVATE SECTOR
One of the most positive elements of the New Zealand way discussed above is the willingness of
community members to support each other in times of disaster, This event was no exception.

Volunteer resources can also present both opportunities and challenges to emergency management,
These resources can be hard to record and track and tend to have variable experience and training in
the CIMS operating framework. It can be challenging to check the backgrounds and affiliation of
volunteers, Well-meaning community volunteers can actually add considerable management burden
and risk to a response.

However, in this instance, Volunteer Hawke’s Bay (VHB) had signed a Memorandum of Understanding
(MOU) with the CDEM Group in 2022 to provide and oversee volunteer services, including a Call Centre.
It had capability and capacity to coordinate volunteer and contract resources for the GECC.

In the event, advance planning for the use and deployment of community volunteers appears to have
been superficial, During early response, the core team of VHB staff, unable to make their voices heard in
the GECC, decamped, along with other government agency representatives, to the Te Puni Kokiri
building in Hastings and did their best from the outside. The depth of specialist skills and operational
experience that existed within the pool of volunteers, backed up by the wider resources of Volunteer
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New Zealand, seems to have been underutilised by the COEM Group, both in response and during
recovery.

In spite of this, the volunteer response in the region was invaluable, It included, for example:

* Tasked by FENZ, extensive and vital rescue activity by the surf lifesaving community.

* Tasked by Police, vital SAR capabilities deployed in hard to access areas.

e Coordinating initial data entry of details of missing persons for Police.

e Coordinating offers of help from out of region contractors.

*  With MSD, providing targeted welfare checks for the elderly and those with disabilities.

* Running the emergency volunteer registration database, which registered 3,000 volunteers
within the first four days of response.

e With Tihei Mauri Ora, Te Kahui Ohanga and CDEM, converting the hall at the A&P showgrounds
to manage the distribution operation and helping staff the operation alongside NZDF, NEMA and
others.

* Supporting the Hastings Aerodrome hub; and

* Inthe early stages of recovery, establishing community Facebook groups to coordinate workers
to clear silt and empty homes, orchards and businesses.

As the Barber family huddied in their roof cavity, furniture bobbing against
their ceiling in floodwaters below, they heard a motor approach

The sound was a godsend for Chris who six hours previously had been told
by 111 operator to smash a hole in the ceiling and shelter with his wife and
two young children.

Frantically banging on the roof, the family yelled out their whereabouts, and
when the inflatoble boat arrived Chris asked its wetsvit-clad occupants “are
you guys the Navy?*

“Nah, we're just three Maari boys” came the reply

Source: http://www stuff.co.nz/national/131257319/cyclone-gabrielle-our-
extraordinary-stories-of-resiliance-after-a-disaster

Respondents to this review reported a number of specific frustrations with regard to the support
provided by Hawke's Bay CDEM Group to the volunteer services, all of which provide opportunities for
future improvement. These included:

* There was no key point of interface for VHB into the GECC to ensure the sharing of intelligence
(both ways) and the coordination of volunteer resources. VHB had the ability to mobilise and
deploy the 3,000 new volunteers, but the GECC could not, (or would not) provide the
information to enable them to do so. HBCDEM’s own volunteer groups were not deployed until
day five of the response, These delays cost considerable community goodwill.

* Not all volunteers were called on to participate in lessons learned processes or to problem solve
with the GECC and wider CDEM groups, either during or after the event,
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* The current process for the vetting of volunteers was insufficiently agile in a disaster of this
magnitude and scale, where resources needed to be ramped up quickly.

* The VHB Call Centre was not used as outlined in the MOU, in favour of council call centres.
Arguably the VHB had more staff trained to receive calls from distressed persons and greater
depth to call on from the national volunteer call taker network.

* There were delays in HBCDEM groups responding to offers of help from contractors and private
sector providers in the response and early stage recovery phases. This was a common frustration
expressed by those who provided contractor support. HBCDEM Intel could not release
information about where contractors were needed quickly enough, which created delays and
caused several to leave the area; and

* The VHB's own volunteer database also proved inadequate to this event. The organisation is
currently rebuilding it.

With regard to the utilisation of the private sector, the philanthropic sector and contract resources,
some respondents reported similar concerns that their offers of help were not responded to in a timely
way or were not utilised to best effect. Many private businesses, from helicopter companies to transport
and engineering providers, offered capability, services and resources to the region, during both
response and recovery. One told us, “We just couldn’t get any sense out of the Group running the
response and so we just did it anyway and at our own cost.”

Another respondent made the point that, “Even before something happens, | don’t get why all the

planning has to be about government agencies. it would make sense to involve local private companies

and charities and so on in planning before a disaster so the Council has a full picture of the resources it
caon draw on, Then it can just pull whatever outfit is relevant

“The region had some brilliant help from o the event into the command centre.”
companies fike Wattie’s, PanPoc and o N )
Unison And the volunteers. Without them  CONtinuing the theme of underutilisation of regional

we'd still be silted up. it ail mokes me resources, a number of respondents commented on the fact
quite proud of us as a community.” that there are many in the community with relevant
operational experience who could have been more
systematically ‘called up’ and put to work during response four and recovery, on a volunteer basis.
“We've got some local veterans who’ve done big operations in their careers and loads of retired cops and
firies. Surely civil defence could have used them more effectively in both planning and responding. it’s
often these people that the community turns to informally anyway.”

We note in this context that, in Australia, State Emergency Services (SES) volunteers are the first
responders to emergencies. They provide assistance to many emergency situations including flood,
storm, bush search and rescue and give relief to those impacted. These are models that should be
further examined by NEMA and regional authorities,

We also note the recent use of models of disaster response and relief using veterans that have been
tested in the United States in order to support civilian capability. These are also in place across the
Tasman in the charitable organisation, formed in 2016, called Disaster Relief Australia, with a mission
statement to, “unite the skills and experience of military veterans with emergency services specialists to
deploy disaster relief teams in Australia and around the world in the wake of disasters.” This
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organisation now has more than 2,500 volunteer members and 10 fully operational Disaster Relief
Teams (DRTs) across Australia. Such a model may be worth exploring in New Zealand.

28, Either abandon the current MOU with VHB or turn it into a formal contract and develop a
data sharing process to coordinate between the coundlls and the volunteer Call Centre.

29. Ensure that VHB and other relevant entities {such as private sector contractors) have access
to situation reports and other relevant materials to support the tasking and deployment of
volunteers.

30. Working with Volunteer New Zealand, NZDF, Police and FENZ, consider the establishment
of a new national Disaster Rellef Organisation, coordinated by NEMA, with membership
from military veterans, reservists, volunteers and retired first responders, to support
regional hub expertise by acting as a deployable resource when required. Members should
be CIMS trained and participate in regional and local operational exercises and training.

# photo: RNZ.
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SECTION 4: PLANNING

OBSERVATIONS: PLANNING

Despite the lack of a Disaster Master Plan noted earlier, the overall Hawke’s Bay COEM Plan and its
supporting documents are as good as any we have seen in other regions. But in a disaster of the speed,
size and severity of this weather event they proved inadequate. They failed to provide enough detail to
be actionable. For example:

* Civil Defence Centre (CDC or evacuation centre) lists were not preselected by type of event,
which meant that locations safe from flooding could not immediately be activated and had to be
assessed in the midst of the event,

* Evacuation plans lacked details about how evacuations would be conducted and who was
responsible for the process.

e There were no large-scale evacuation plans, such as for the whole of Taradale, If flooding had
been even more widespread, it is difficult to see how those living on the Heretaunga flood plains
could have been evacuated with a single road in and out of the region.

« Plans were insufficiently granular to reflect the distinctive needs of specific communities and
demographics, such as care homes, remote communities, migrant and refugee communities and
the medically vulnerable.

* Despite being aware of the fragility of communications and lifeline infrastructure (with many
critical services carried on the region’s bridges, for example), there were few contingency plans
for how to communicate when technology failed or was destroyed; and

* Despite some pre cached resources, there was a need to access or acquire significant additional
resources in real time, which conventional government procurement protocols made difficult.
These were procured but payment arrangements had not been determined up front. This has
given rise to some significant deficits held by local TLAs and other parties (such as the
Aerodrome).
While the nature of this emergency was such that even the best plans may have been insufficient to the
event, we suggest that these issues illustrate some weaknesses in the planning process that can and
should be corrected for the future. Agencies need, above all, to plan together. They also need to test the

effectiveness of their plans by training and exercising them realistically, as is outlined in the next section.

In addition, the plans developed by CDEM experts, or senior managers, need to be properly
disseminated to all those in partner agencies and in CIMS functional roles. When the time came for the
implementation of plans in this event, a number of those in key CIMS functions told us they did not
know what the plans required.

In terms of the operational planning activities carried out under the planning function within CIMS,
there were also opportunities for improvement identified by respondents to this review. First
responders in particular noted the absence of SMART (specific, measurable, attainable, realistic and
timely) mission objectives throughout the response and early-stage recovery phases.

Such objectives are critical to creating a shared understanding of mission outcomes. They create a
shared direction that unifies the efforts of multiple partners and agencies. While the IMT meetings and
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action plans did list some objectives, these were often vague and did not meet SMART criteria. It was
also sometimes hard to reconcile the plans of the various local EOCs and the GECC.

Some respondents felt that action plans and sitreps were not produced often enough or circulated
sufficiently widely to promote shared understanding of the direction. Yet personnel changed daily,
which meant that incoming staff were often operating from outdated information. Communication
technology failures exacerbated this lack of shared mission outcomes and prioritisation of key
objectives.

SUGGESTIONS

31. Establish a daily operational brief for the GECC and all response agencies, facilitated by
controllers and including updates from each functional lead to establish the plan for the day
and debrief operational issues or achieyvements form the prior period.

32. Ensure that multiple scanarios are planned for in multi-agency sessions and subsequently
tested in realistic simulation events,

33. NEMA, MBIE and MSD should consider developing a resource procurement and payment
system for use in disasters that balance public procuremant protocols and the need for
accountability with agile asset and resource acquisition and deployment. They should
consider the applicability of the emergency procurement provisions of the Government
Procurement Rules to this suggestion,

34. Utilise a templated planning process within the planning function of CIMS to Identify risks,
establish priorities and SMART success metrics and plan strategy and tactics for the ‘mission’,

OBSERVATIONS: TRAINING AND EXERCISING

Many respondents told us that the key to improving future response and recovery activity was to
upweight the rigour and extent of training and exercising. They felt that prior tabletop exercises in the
region had neither been sufficiently realistic nor large enough in scale and inter agency scope to be
useful in preparing for this event. One respondent said: “There was just an enormous gap in incident
management capability between those who do this sort of realistic operational training for a living -
Police, St John, FENZ, NZDF - and inexperienced people taken from their day jobs.” Another said “There
was optimism bias that we'd done COVID well so we could do a big crisis. We need to have a lot of
different people in the room saying, ‘what if?’ so that we can identify some real black swan things to
base exercises on."”

It is also critically important that training exercises find the right balance between targeted exercises for
individual players in the CDEM system and region wide training events that involve multiple agencies
and partners. The latter are expensive, in both direct costs and abstractions. They should only be
undertaken after sufficient training and development have been completed. Local authorities and first
responders will therefore need to jointly plan the optimal exercise calendar and cadence for the region.

NEMA may also need to take a greater role in developing structured exercise plans and assuring their
execution and review, Its national lessons learned framework will need to capture, analyse and
communicate the patterns and themes within regional exercise review data.
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Operational training exercises should be both regular and mandatory for those in CIMS functions, in
spite of the pull of their day jobs. As one respondent put it: “Emergency management and leadership
skills are perishable and must be regularly drilled and practiced.”

Leaders, both locally and regionally, also need to set the right context around training and exercising.
These must be communicated as opportunities to learn and if necessary, to fail and recalibrate planning.
It is important that operational exercises are not seen as punitive.

35, NEMA should consider developing a nationa! training and exercise plan to guide regional
exercises and with an interface to its assurance and lessons learned capability,

36. HBCDEM exercise plans should be reviewed, to provide a greater emphasis on the balance
between frequent smaller-scale training events and larger, inter agency operational exercises.
Both should be mandatory for all CDEM personnel.

OBSERVATIONS: INTELLIGENCE

Such was the speed, extent and severity of this event, alongside communication technology and
hydrotel failures, that situational awareness in the early stages of the response was low. This
compromised early intelligence products and in turn weakened tasking and deployment.

As will have become evident from the above discussion, multiple sources of intelligence, from individual
EOQCs, first responders, elected members, the community, public agencies and volunteers were not able
to be rapidly captured at a central point, analysed and shared. Some of the reasons for this related to
challenges in gaining reliable intelligence inputs, such as:

* Communications contacts for agency leads such as satellite phone and Starlink details, were not
all centrally recorded at GECC, (despite the Hawke's Bay emergency contact app), which made
outreach difficult after conventional communications failed.

* Problems with interoperability and data sharing amongst first response agencies. For example,
Police and FENZ could share communications centre data, but could not see council call centre
information. The FENZ dashboard could not be shared. As FENZ coordinated the volunteer surf
lifesaving response, it gained useful intelligence, but this did not always get to the GECC,

* FENZ and Urban Search and Rescue (USAR) used ArcGIS, Quick Capture and Survey 123 for
geographic information, but the latter two were blocked by the Police network. Survey 123 can
layer images over each other for real time geospatial intelligence. Not all first responders shared
MS teams. Police used Webex. Not all councils shared the same Geospatial Information System
(GIS) systems.

e Te Whatu Ora was not involved in the GECC for the first few days due to an error in the
invitation list, thus limiting the public health information flows.

* The tools for intelligence and tasking used by NZDF differed from those in other response
agencies and did not reflect the CIMS model.

* The community networks, including with iwi, Maori organisations and marae, that had been
created during Covid were not utilised for inwards flows of information to the GECC and EOCs;
and
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* There was no one place for community leaders and elected members to send local updates and
suggestions in local EOCs and the GECC.

Other issues related to intelligence analysis and its connection to tasking, including,

* Thin resourcing in the GECC intelligence function created initial delays in turning data into
intelligence and then into updated action plans.

e There was an initial absence in the GECC of a tasking process.

* The lack of consistent templates and shared understanding of core processes meant that much
information was lost at shift handovers,

e Staff in the CDEM intelligence function were not all CIMS trained and some struggled to
understand the critical link between intelligence and other functions such as logistics and
welfare. First responders expressed frustration with one what called “The one-way traffic into
the GECC but not out from it to taskings, or at least not in a timely way”.

* The relative infrequency of GECC meetings in the initial day or two of the response. For example,
a GECC meeting was initially called for 7am on the morning of Tuesday 14 and though agency
representatives turned up for it, it did not happen. The first full GECC briefing happened at 3pm
that day. One respondent said: “/t took ages to settle into a battle rhythm with the right stuff
going in and the right stuff coming out. it was a matter of lack of operational experience in key
functions”.

e The previously discussed lack of command coordination between CIMS leads in the GECC and
other response agencies. One respondent said: “There were too many people at the GECC
meetings and too little understanding by those in CIMS functions of the need to brief both up to
Intel and out across the response. This made both inwards and outwards intel flows slow”; and

* This also related to other partner agencies. For example, the coordination with Immigration New
Zealand to identify, support and manage the needs of migrant workers was partial and late,
More specifically, the Hawke's Bay Regional Council GIS team was not woven into the planning or intel
functions of CIMS and appears to have been underutilised early in the event. Later, GIS staff worked well
with Land Information New Zealand (LINZ) to develop dynamic geospatial products and maps at speed.

However, the HBCDEM Group relied on the ArcGIS common operating picture dashboard which is an
online resource. This meant that there were often no hard copy maps and artifacts for staff in the field
to draw on when developing operational tasking objectives,

All of this meant in practice that it was almost impossible, in the first few days of the response, to get a
consistent and accurate picture of such critical matters as casualty numbers and numbers of people in
CDCs.

After the early days of the response, some good intelligence products were eventually produced, but
were not always shared. Sitreps and action plans should be widely shared, not just with partner agencies
but with the community, elected members and civic leaders who are often the public facing voices of
the response effort. As noted elsewhere, other government agencies and volunteers also struggled to
access sitreps and action plans from the GECC.

36
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37. NEMA should consider developing and mandate TLAS" use o

and communications

38. Standardise the production of paper and online mapping products to improve
ywareness and enable better intel led decision making.

39. Incorporate the Hawke's Bay GIS team into the Planning area of CIMS.

¥ Photo: High resolution image of Hawke's Bay flooding from Land Information New Zealand.
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SECTION 5: LOGISTICS

Almost all respondents involved in response and early-stage recovery felt that logistics was an area of
particular weakness in the GECC and EOC structures, particularly before support from NZDF's well-
honed logistics function was in place.

“The logistics were @ mess. There Respondents to Hawke's Bay CDEM Group operational debrief
seemed no rhyme or reason to how  survey, for example, indicated that staff in the CIMS logistics
they prioritised. We spent days on function had received limited training or induction prior to the
our own, watching helicopters fiy event. They pointed to an absence of clear systems and

over to richer communities, processes, which meant they built systems reactively.

Specific issues included:

As with volunteers, significant numbers of responders offered themselves as providers of
additional support early in this event. Many did not receive any acknowledgement or request for
support until late in the response.

There was poor connection between the GECC and the Hastings distribution hub,

Incoming donations to and outgoing deliveries from the Hastings distribution hub were not
initially tracked, which meant there was little awareness of warehouse supplies, aside from
food, water and other basics,

Public communications about items that should not be donated were slow. This reduced
response team productivity as they were forced to sort donations and dispose of unwanted
items,

There was significant disconnection and confusion about the removal of waste, including waste
from the Napier industrial area that had been contaminated by sewage system failures. The
roles and responsibilities of agencies and private sector entities were not clear.

There was little in the way of lifelines planning and logistics to support the provision of fuel and
water. There were no petrol stations for example, specifically designated for first responder use

Some critical businesses did not have generators or adequate Business Continuity Plans, which
made requisitioning of fuel and medicines for example, very difficult.

The plans for distribution centres were confused. These needed to be further broken down to
community and marae levels,

Logistics packages were insufficiently tailored to special needs groups such as the medically
vulnerable, disabled and so on, in part because of poor coordination with the welfare function.

Surge staff sent in by NEMA in the early days of the response used different systems, Out of
region support staff also relied on local logistics staff for accommodation and transport
arrangements, which distracted the latter from their core functions of community support; and

There was little preexisting documentation to support expenditure tracking and management,
or after event audit and claims processes.

CIMS staff in the logistics function received excellent support from agencies with expertise in logistics,
such as NZDF, USAID and FENZ, which meant that the quality of tactical response improved as time went

48
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SUGGESTIONS

40. NEMA should develop collateral for 3 public awareness campalgn about donations In a
disaster, which can be rolied out on a local or regional basis as requirad.

41, NEMA should establish a standard database to support the CIMS logistics function, including
key induction materials, templates, Incident tracking mechanisms and expenditure tracking
and management, for assess by all agencies and EOCs at muitiple levels

¥ Hawke's Bay app. See Mips://ednly 0N, oy abriele-respors e-digtribution-centre- wabkths
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SECTION 6: WELFARE

OBSERVATIONS: THE WELFARE FUNCTION IN CIMS

Similar comments apply to those above regarding logistics. Staff in this functional area felt that they had
received little induction and that surge staff were generally unprepared for the role. Again, many staff in
the welfare support function had not received CIMS training and were unfamiliar with the tools and
templates available. This meant they tended to make them up as they went, which promoted
inefficiency and inconsistency.

Many of the staff in this function were also too junior to hold the senior relationships in the community,
with other agencies and with Maori, which could have facilitated better and faster outreach and
engagement.

Other issues raised by CDEM staff survey respondents included:

e Challenges in connecting and aligning the welfare functions of the five council EOCs and the
GECC, under the Group Welfare Plan.

* Low understanding by some welfare staff of the needs of rural communities and potential
underutilisation of the Rural Advisory groups (RAGs) that had worked effectively during Covid
response and the 2020 drought. For example, animal welfare efforts were concentrated on
domestic as opposed to production animals, Connections into rural support and health networks
were also weaker than in prior responses; and

* Low confidence by CDEM staff with a Kaupapa Maori approach to welfare meant that some iwi
and marae concerns were underappreciated. An example was the importance of any
degradation of urupa to local Maori.

Engagement between the CIMS function and other social agencies was also variable, as noted in the
discussion on the AoG agencies above. The local AoG lead, who was also the MSD Regional
Commissioner, had a wealth of contacts that could have prevented duplication but which were
underutilised until later in the response,

The GECC also lacked a needs assessment data capture tool, which meant that many families and
individuals had multiple assessments with different agencies. This created stress and resentment, From
an inter-agency perspective, these differing assessment tools could only be shared manually.

This reflects the current lack of a nationally consistent needs assessment tool. In the absence of this
CDEM Groups are all developing their own tools, which will present a problem in any future event
involving multiple regions.

The interface between the welfare and logistics CIMS functions also seems to have worked less than
ideally. For example, welfare was tasked by logistics, early in the response, to call isolated communities
and ascertain their needs, The resulting list was then passed back to welfare with a note that these
needs could not be supplied and to call back and find out ‘what they really wanted’. Eventually, logistics
said communities could choose one of four prepacked food boxes whether they needed everything in
the box or not,
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Other, similar examples go to such issues as the supply of medications for remote patients or displaced
persons.

Welfare support is one area in which preexisting relationships, at the right levels, are critical. This is
particularly the case in remote communities, In this event for example, local volunteer fire chiefs proved
critical in mobilising local resources and contacting ‘missing’ people. The well-developed welfare
relationships and strategies in Wairoa and Central Hawke’s Bay, which were well supported by the
relevant Taiwhenua groups, were also remarked on as real positives by several respondents.

Welfare relationships would also benefit from training and scenario exercising in peacetime. Joint
engagement in beneficial community projects is also a good way of embedding connections and local
knowledge in advance of an event.

42. Working with partner agencies such as MSD, Hawke's Bay CDEM should adopt a standard
needs assessment tool and database along with information sharing protocols:

43, Working with MSD and other agencies, NEMA should facilitate the development and
application of a standardised, national neads assessment tool for use in response and
recovery,

OBSERVATIONS: CIVIL DEFENCE CENTRES
As noted above, the list of available CDCs was not sorted by event type, and some locations proved
unsuitable in a flood emergency.

Nor were CDC locations pre-qualified by capacity and fully tested in advance with partner agencies. An
example is the advertising of St Joseph's College as a CDC, which became known to the Ministry of
Education {and the School’s Principal) only via public media. Given the school was in session at the time,
the arrival of dozens of displaced people proved challenging. Agencies and the school community rallied
around and this CDC was ultimately very effective, but things were harder than they should have been.

Potential CDCs, sorted by capacity and type, should be regularly assessed, reviewed and publicly
communicated prior to a predicted event.

Each CDC should have a detailed welfare and logistics plan around its set up and staffing in advance of
events,

As recommended above in the section on relationships with tangata whenua, we suggest that the
default network of CDCs should be provided by marae, given their long experience in and excellent
facilities for servicing the accommodation and welfare needs of their communities.

Working with marae to invest in CIMS training for marae leaders, marae-based caches of civil defence
materials, joint operational exercising and clarification of plans, including arrangement for
reimbursement of expenses, should all now be priorities for the COEM operations, planning, logistics
and welfare functions.
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OBSERVATIONS: RESPONSE STAFF WELFARE

A number of GECC and EOC response staff cited poor workforce planning and rostering arrangements as
contributing to staff burn out and fatigue. The lack of a plan to deal with ‘incidents within the incident’
and meet the needs of staff who were themselves impacted by the disaster did not help.

Most other first responders had wrap around welfare support to staff in place from the beginning of the
response.

As the event progressed, councils provided more welfare and EAP support to staff, and some felt that
the post event operational debrief survey was a positive opportunity to vent concerns and articulate
things they were proud of. However, the ongoing trauma still being experienced by some response staff
and key officials was evident in our interviews. Many others have left their positions.

SUGGESTIONS

44, The HBCDEM Group should undertake full post major event debriefings with staff by CIMS
function, facilitated by a mental health professional.

45. The CDEM Group should develop ‘incident within an incident’ procedures should responder
iliness, injury or death occur

* inside the Flaxmere Community Centre. Photo: Lauren Crimp, RNZ
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SECTION 7: PUBLIC COMMUNICATIONS

OBSERVATIONS: CDEM PUBLIC INFORMATION MANAGEMENT (PIM) FUNCTION

As will have become evident, the overall lack of a common operating picture across this entire response
effort made it not only difficult to coordinate the work of agencies and establish mission objectives, but
also made it hard for staff in the public information function to respond to information requests from
government, media and communities.

From a community point of view, residents told us they felt that communications were sparse, too
generic and overly concentrated into social media channels. As one respondent said: “ saw their
comms. To me it was all just the usual civil defence spam. There wasn’t anything tailored to me or really
useful.” Another commented, “It was all slow and bitsy on a local level. | got more from watching TV
than from the councils.”

Particular challenges, (and thus opportunities for future improvement), in this function included:

* The CDEM Group lacked a fulsome and pretested communications plan for a major disaster,
which meant plans had to be formed in the crucible of the event.

* Alack of quality assured, pre-planned communications packages that could be deployed quickly
via multiple channels.

e Anabsence of clear criteria and trigger protocols for the issuing of emergency mobile alerts
(EMAs),

* CDEM PIMs, particularly in the EOCs, were overstretched throughout this event and not all had
had CIMS training in the function, Volunteers within the function had little understanding of
national communication assets and their role as lifeline communications channels, with the
result that national media was arguably underutilised,

e Interoperability issues between NEMA and the GECC made it difficult to push information
upwards to the national system and the NCMC,

e Some local PIM staff used business as usual emails and phones which meant that the work of
the previous shift was lost at handover.

* Local public information was limited to Hawke’s Bay and did not inform the public of progress
made in establishing services {(roads, infrastructure and communications) in a timely manner.

* Information was focused "‘out’ on what the GECC was doing, rather than on asking people what
their needs were and how to communicate these into the CDEM system,

* Stretched PIM staff were trying to cope with social media, national media, community requests,
VIP visits and partner agency requests all at once, when each required a different skill and
experience set. This jack of all trades approach also meant that external parties, such as media,
did not have a consistent point of contact,

¢ Communications channels were dominated by social media such as Facebook, which not all in
the community could access. Arguably, for example, public radio was underutilised as a
communication channel.

* Inthe stress of the event, inter-agency alignment in the communication of key messages was
inconsistent. For example, Transpower’s messaging that Napier power could be ‘out for some
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weeks' had not been pre-socialised with the GECC or civic leaders, It created considerable
community consternation; and

* Not all PIMs understood their responsibilities to brief up to their civic leader as the face of the

response as well as into the national emergency management system and NEMA,
This cannot all be blamed on communication technology failures. Technology is only an enabler.
Effective communication requires that players in the system are able and willing to talk to other each
and share information. We have formed the view that
some staff in the communications space carried their v

., L for info when there was no bloody power?
‘defensive’ postures toward external media into the 1t wes impossible to find onything out.

emergency space, where these have no place and media Why didn’t they just use the national
become a critical communications partner and ally. media for more location specific info.”

“Why did the Council say to see Facebook

In our view, communications from PIMs to elected

members, outside of the mayors and chairs, were initially sparse. This group of governors is a vital
source of local intelligence and is often looked to by communities for key messages. Elected members
must be properly and promptly equipped by PIMs with information relevant to their wards and
communities. Outgoing COEM briefings to elected members took a while to fall into a regular rhythm,
with the result that some felt unsupported as they tried to get key messages to and help for their
communities.

Communications to the local community also sometimes failed to underscore the seriousness of the
event. One survivor told us: “We got helicoptered out after hours on the roof and with nothing to our
names. We were taken to Napier and as we drove there, | could see people out mowing their lawns, with

no idea of what was going on. It was surreal.”
“Information was woeful. Couldn’t get
through to Council. Had no power so relied AN old-fashioned stakeholder engagement plan and

only on the radio which was too vague. contacts database, adapted as a contingency plan for
Phoned 111 and got told ‘you're on your emergencies, would also have gone a long way in improving
own’, Not really a good thing to hear. community outreach and helping establish a common
wouldnt have evacuoted if ididn’t see my  gperating picture. Low tech options, such as community
neighbour up the road getting out.” notice boards and flyers, would have also been useful.

In a crisis, good communications also require sufficient depth of expertise in communications that key
staff can remain above the fray to lead strategic communications. In this event, most PIM staff were
forced into being so reactive and tactical that they lacked time and space to take a longer and more
strategic view.

SUGGESTIDNS

46, The Hawke's Bay CDEM Group should review the depth and capability of the PIM workforce
with a view to ensuring that all avallable staff have CIMS training and to allow for
specialisation into subcategories of communications management, such as external media,
community ligison, central government liaison and so on.

47. NEMA should develop a kete of pre-planned emergency communications for use across
multiple channels, along with clear criteria for the use of emergency mobile alerts.
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48, Ina major event, the COEM Group PIM should publish daily updates to the community that
include both achlevements and setbacks to manage public expectations and proactively

shape the narrative
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SECTION 8: RELATIONSHIPS WITH PARTNER AGENCIES AND COMMUNITIES

OBSERVATIONS: STAKEHOLDER AND PARTNER RELATIONSHIPS

We have made a number of observations on opportunities to improve stakeholder and partner
relationships throughout this Report. The critical point is to ensure that key relationships are in place
prior to an event, and that they are held at the right levels. A positive example here was the preexisting
relationships between mayors, council chief executives and first response and lifeline leads that were in
place when this event occurred. There were frequent occasions on which personal connections and
prior understandings expedited decision making, supported innovation and got communities the help
they required.

However, there were also times when stakeholder liaison by those in CIMS functions was lacking or not
at the right level. The initial, weak engagement between the GECC and other government agencies such
as MSD, the Ministry of Education, Health and other core social agencies is an example. The patchy
connections with volunteer and private sector resources discussed earlier in this Report also go to this
point. The CDEM Group missed opportunities to leverage other agencies’ networks, tools and
relationships.

In this event, specific challenges also arose from the recent restructuring of FENZ, which meant that
volunteer fire resources were sometimes unknown to the GECC and local EOCs and that new FENZ
managers were not always known to community leaders,

Junior and part time CIMS functional staff cannot be expected to know who and how to engage with
agency, partner and community leaders during a response without clear guidance and SOPs being
developed in advance. For this reason the GECC needs to work with TLAs to develop the comprehensive
stakeholder plan in support of its COEM planning that we suggested in the section on public
communications above. The plan must include key contacts and their roles in response and recovery.
Such a plan will require considerable maintenance to ensure the requisite granularity and currency.

Our earlier suggestions with regard to multi agency exercising also apply in this regard. It is by working
alongside partners and stakeholders that operational experience is honed and understanding of agency
specific roles and responsibilities is developed.,

Post exercise debriefs should focus on areas of overlap and gaps, to ensure that multi agency response,
when required, can cover the grey areas. Areas of confusion in this response and early-stage recovery,
such as the roles of Police and NZDF in the public safety space, the role of MBIE in procurement and
logistics, the differing logistics systems used by CIMS and NZDF, and the respective roles of CIMS welfare
and MSD, could have been clarified if the right training and scenario exercises had been undertaken in
peacetime.

49. Develop a stakeholder master plan at both regional and local levels, including contact
information, SOPs, roles and responsibilities for emergency response and recovery, and key
relationship awners. Maintain and update the plan annually via the PIM function.
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OBSERVATIONS: COMMUNITY ENGAGEMENT

As will have become evident from the preceding discussion, engagement between communities and the
GECC and EQCs during this event was ad hoc and personality driven, as opposed to being consistent and
well planned in advance. Key leaders had good personal networks and used these effectively, but this
was more opportunistic than strategic. For example:

* Engagement with some standing bodies such as with Tihei Mauriora and the Rural Advisory
Group was adequate but more ad hoc than it should have been, As discussed earlier, links into
tangata whenua, iwi Maori and key community influencers were not generally preplanned and
were underused during early-stage response and recovery.,

e Engagement between mayors, council executives and elected members were a good source of
inward ground level intelligence, but this was not collected or analysed in a central place to
inform outwards intelligence and communications.

* It was difficult for those in the community who had useful intelligence inputs, such as real time
observations on how the rivers and drains were behaving, to know where to go with their
information, Council call centres were overloaded and struggled to analyse information and
connect into the GECC.

* Communities were not armed with prior knowledge of key evacuation strategies and CDCs, As
we noted earlier, scrambling to find CDCs and communicate their locations and capacity in the
cauldron of a fast moving event is doomed to failure, CDCs need to be preselected and
communicated to communities in advance of an event where possible. The long build up to this
weather event provided an opportunity for the GECC and local EOCs to do so in this case; and

* Community engagement planning appeared not to have been targeted or prioritised to
particularly high risk or high deprivation communities. As one respondent from a remote
community put it:

“We alt know that this place is prone to flooding and has only one road in or out. We've mastly
got supplies for a week and each other’s contacts. We know who the mast vulnerable are, What
we haven't got is any info about what the civil defence plan is for here, beyond the assembly point
sign on the building. We got told by 111 that we were on our own for a few days but we had no
idea how to get in touch with the Council or what it was doing about us. We heard zip from them
for weeks.”
Some communities told us of their concerns about lack of communication and support from local
authorities for warning systems. Several respondents felt that sirens appeared to have been being
“steadily decommissioned in recent years, with no apparent consultation or rationale being
communicated.” Others pointed to perceived lack of councils’ risk reduction action on forestry slash and
the build-up of river shingle deposits.*”

Some members of remote communities told us they: ‘didn’t see anyone from Council or civil defence for
weeks’, although it was clear from our base data and other interviews that civic leaders and CDEM staff
had actually visited that location during the early stage response. it will be important, going forward,
that leaders and emergency management staff are properly uniformed and readily identifiable as the
accountable experts.

7 Once again, these motters are out of scope for us, We indude them here given that such comments were very frequent in our public survey
responses.
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SUGGESTIONS

50. Include registers of key community contacts in the CDEM stakeholder plan recommended
above,

51, Working collaboratively, develop SOPs and contingency technologies for inwards capture of
community intelligence during an event and for outward dissemination through key
community leaders and organisations.

SELP

E;“:i‘ stlonal Indepondent Roview mnto HE COEM Group s Response to Cyclone Gadriol'e
" Consulimg

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 59

Item 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

SECTION 9: LIFELINES

OBSERVATIONS: CONNECTING LIFELINE INFORMATION TO THE COMMON OPERATING PICTURE
One of the requirements of the Civil Defence Emergency Management Act 2002 for lifeline utilities is
that they establish planning and operational relationships with COEM groups.

Each utility should engage with local CDEM groups to exchange relevant risk management information
and the key elements of their readiness and response arrangements,

CDEM groups and utilities need to know what each other’s roles are in any given emergency and how
they should interact. NEMA advises that, before an emergency, each needs to ensure that it has:

* Assessed the hazards and risks that could affect their operations.
* Applied an appropriate risk management process.

* Developed and tested an effective set of operational procedures to respond to the range of
foreseeable emergency events; and

e Addressed external dependencies.’®
The Hawke's Bay CDEM Group appears to have had sound relationships with lifeline utilities, at both
governance and executive levels, Regular quarterly meetings between CDEM staff and lifelines
representatives also meant that preexisting relationships were in place. All of these proved critical
during the response to this event and subsequent recovery planning.

Regular lifeline meetings were activated on Monday 13", February 2023 and continued throughout the
event. They were recorded and fed into sitreps. This helped to build a common operating picture,

While in the CIMS framework, lifeline coordination sits under Operations, in this event these staff
reported direct to controllers due to the constant demand for up-to-date information.

However, the CDEM group operational debrief survey of staff in lifeline liaison roles identified the
following challenges during this event:

* The connection between local and national bodies for lifelines was patchy. Lifeline associations
and head offices were reporting into NEMA and there were challenges in getting this
information down to the regional coalface.

¢ The initial engagement with public health and Te Whatu Ora was poor, although this improved
later in the response.

* Operational lifeline engagement had not been trained or exercised prior to this event,

* Different lifeline utilities and CDEM bodies had different video systems with a GIS base that
collected real-time information on status, but there was no ability to centralise and pool live
information.

e Thereis currently no mechanism for CDEM (or other relevant agencies) to require critical local
businesses {such as supermarkets, service stations and rest homes) to have and review Business
Continuity Plans (BCPs). In the event, many of these proved underdeveloped. In future, some
form of CDEM approval (a ‘CDEM tick’ or similar) may be worth exploring.

* See https:/fww.civildefence govt nz/edem-sector/lifeline-utilities/cdem-work-with-ifeline-utdities
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There was a gap in the area of responsibilities for solid waste management, and liaison staff
identified a requirement for future advance planning in this area.

Preplanning in regard to the use of Hastings Aerodrome was underdeveloped, as noted above.

The scale of the event meant that pre identified lifeline coordinators were not always available
because of the obligations of their day jobs. This meant that some staff had hasty inductions to
the role and did not hold operational relationships with their lifelines counterparts.

There was no register of service providers for critical assets; and

Neither was there a list of local telco providers, some of whom were, in the event, still
operational and thus arguably underutilised.

Despite of these issues, CDEM respondents spoke favourably about much of the lifeline communication
and cooperation that did occur, particularly with Waka Kotahi and Unison.

As noted above, connection between PIMs and media as lifeline utilities was less planned and
systematic.

For the future, respondents suggested a number of practical improvements, including:

The need to have lifeline teams working across all elements of the CIMS structure.

The need for joint emergency management training and scenario exercises to encompass lifeline
utilities, as well as Te Whatu Ora, welfare agencies and iwi partners.

Exploring the possibility of collecting live utility status data centrally, to inform COEM response.
Some of this information is commercially sensitive and doing this would require that information
exchange protocols be agreed in advance at both regional and national levels; and

Consideration of incentives or regulatory requirements to require BCPs from critical local assets.
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SECTION 10: FUTURE RESILIENCE

OBSERVATIONS: USING INDIGENOUS KNOWLEDGE, STRUCTURES AND RELATIONSHIPS

Some disaster risk reduction experts argue that the indigenous knowledge of local communities can
contribute significantly towards saving human lives and property from the negative consequences of
disasters.”

In the areas of preparation and reduction, for example, one report suggests:

“Based on a long and close association with the land and its resources, Mdori have developed o detailed
knowledge of local natural hazards. This includes oral histories and traditions that record past catastrophic
hazard events, place names that designate areas that are high hazard risk, and environmental indicators
that inform about the safety and viability of activities linked to changes in the environment. Maori
Environmental Knowledge is a valuable and neglected area of information on natural hazards and
provides a unigue source of expertise that can contribute to contemporary natural harards management
and mitigation in New Zealand. **°

The role played by Ngai Tahu in post Christchurch earthquake recovery has been well documented. ¥
The potential contribution of cultural groups to emergency response and recovery initiatives was

highlighted in the formation and operation of the Maori Recovery Network following the earthquakes.
The graphic below shows the importance of cultural dimensions to response and recovery.

CONCEPTUAL FRAMEWORK FOR MAOR! RESILIENCE™
The challenge is for COEM systems, both
locally and nationally, to use lessons learned

from Christchurch and other disasters to ) N c - Mw:‘m ation,
integrate Maori resources and cultural T resifiance
strengths into pre-event planning and pracke

emergency response plans. To several Maori -
respondents, as we noted earlier, the failure m w
to fully activate marae as CDCs showed, in Frincioks m
the words of one, “a lack of respect and
awareness of tikanga by civil defence
authorities.”

*

NEMA’s Natural Disaster Resilience Strategy™ is clear about the importance of planning with Maori
partners and communities. It notes that COEM authorities should:

2 See for example, httpe//waw,ncbinlm, nth.gov/pme/articles/PMCEQ14067/, about the use of such knawledge in Zimbab disasters,
» From Joumal of the Royal Society of New Zealand Volume 37, Number 2, June 2007, pp 5973,

Mdéori Environmental Knodedqe andnduml hwds on(eaoo—Nnv Zealand by Darren N. T. King, James Goff, and Apanul Skippe.

¥ For example in Internations al of Disaster Risk Reduction Volume 14, Part 1, December 2015, Pages 46-55,

A Méori love story: G rkd‘ g mmwtohdtcuﬂ(%uwho«*)fwthqwmcu[mmewifwaabn!w

Christine M. Kenney and Suzanne Phibbs.
U Source: Adapted from Shakes, rattles and rolf outs: The untold story of Miori engagement with community recovery, social resilience and
urban susnlnoblliw n Chnsmr:h New Zealand (xemev & Phibbs, 2014)
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“Build the relationship between emergency management organisations and iwi/groups representing
Maori, to ensure greater recognition, understanding, and integration of iwi/Maori perspectives and
tikanga in emergency manogement.”

The Hawke's Bay CDEM Group appears well aware of and committed to the potential to enrich regional
hazard identification, planning and response in this respect. The introduction of a values-based
approach to national disaster preparedness planning, which draws upon traditional Maori knowledge
and practices, would have broader relevance for Maori, as well as benefits for the overall regional (and
national) COEM system.

The challenge is how practically to engage to do so, at multiple levels within the system and across the
wider community. This matter is currently under active discussion in the local Post Settlement
Governance Entities (PSGEs) and Taiwhenua groups.

SUGGESTION

52, Work with loca! PSGEs and lwi leaders to develop a plan to harness and incorporate
indigenous knowledge into the COEM planning process.

OBSERVATIONS: PUBLIC INFORMATION AND COMMUNITY RESILIENCE

This weather event also illustrated both pockets of strong community resiliency across the region
(marae, rural areas, some neighbourhoods, many schools) and low resilience in other areas (urban areas
without power for prolonged periods, seasonal workers, some rest homes and some critical businesses).
As shown in the graphic below from the National Disaster Resilience Strategy, low resilience manifests in
worse impacts and slower recovery.

TWO DIMENSIONS OF RESILIENCE: ABSORPTION AND ADAPTABILITY

Community leaders told us in focus © 155k reailarice commnity

groups that they were not aware of @ (ow rasiiance community

local CDEM plans prior to this event, sngs?

and that during it they had felt both o Fos
disconnected from CDEM authorities at ke g 7.__,,-{"‘"'“ | Do

the GECC and EOC levels, and unsure
who was doing what is terms of
response and recovery. One said: “/
quess once the recovery apparatus was
set up it’s been better, but in the actual

i Tenpact folt
event, there was no single ‘face’ or Il
I ¢ 1. OEFTH OF IMPACT 2. SPLED OF RECONER
place to go to for authoritative et Ao

information.”

At the strategic level, the emergency management literature shows that resilient communities need
strong social capital. This means that communities, and the whanau and individuals within, have pre-
existing foundations for working together, know how to collectively identify their needs, what they need

s2lPag
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to do, and who can help.**Typically, resilient communities will have multiple types of social capital such
as relationships between:

e Similar groups or immediate neighbours and families (bonding).
* Different groups, which helps expand networks and access new information and resources
{bridging); and
* Communities and institutions or decision makers, which helps influence resource allocation and
intervention (linking).*
An Australian study, undertaken by the Foundation for Rural & Regional Renewal (FRRR) in partnership
with Resilience New South Wales (NSW) and researchers from the University of Sydney®, worked with
three diverse NSW communities to explore how best to ensure that rural communities were more
disaster resilient and future ready. It found that:

“While the core principles for building disaster resitience are consistent, the research confirmed that one-
size-fits-all frameworks and models are not effective. Resilience-building must be community-led and
tailored to each community, and communities must have the support and resources to alfow them to
create their own resilience-building approaches.”

“The research clearly demonstrated that when community members worked on projects and activities co-
designed by them, adaptive local resifience building was evident. This is an important insight and
consideration for agencies and organisations that are designing and implementing resilience building
programs with a shared responsibifity phitosophy of disaster preparedness.”

There is an opportunity for Hawke’s Bay CDEM authorities to formalise and codify some of the joint
working arrangements with communities that have been forged in the response to and ongoing
recovery from this event, These can be used to codesign place-based community resilience
interventions.

By embedding ongoing joint work, community bonds can be strengthened, communications improved
and expectations managed in ways that one off public information campaigns or community surveys will
be much less likely to achieve. Fundamental to this work will be the cultural perspectives discussed
above.

The graphic below illustrates how such ongoing engagement could work:

EFFECT OF DISASTER ON ONGOING COMMUNITY DEVELOPMENTY

¥ See MSD's useful 2021 study on community resifience at www,msd govt nz/documents/about-msd-and-our- work/publications-
resources/statistics/covid- 19/community-resdience, pidf. This study found that even vulnerable communities can develop resilience when they
work together with government agencies to prepare and plan for response.

% As above page 7.

¥ The the ‘Get Ready Disaster Resilient: Future Ready (Dﬂ FR) pilots project’, see https //frer.omg. au/blog/2021/09/14/three-year-study-
identifies-ways-to-strengthen ity-resilience-

7 Source: Sally McKay, in Community recovery [Handbook 2) (Australian Institute for Disaster Resilience, 2018).
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This co design opportunity will help communities and those involved in emergency management to heal
from this event and build both hope and greater adaptivity around future events,

Distohis atex “Some people and communities just
weren't prepared to be on their own for
days. They only got help when local
farmers or volunteers came to their
rescue. There needs to be way better
public education about this.”

More tactically, there was also a lack
of community preparedness at
household level in most impacted areas, although marae and rural communities were arguably more
prepared than urban households. First responders and others told us that it was clear that communities
and in particular, lower socio-economic areas, typically did not have:

* Sufficient resources to be by themselves for 2-3 days, as per the national CDEM guidance, such
as grab bags, medications, reserves of water and tinned food etc. As one respondent said: “it’s
all very well to tell people they can’t expect help to come for a few days or weeks, but if you can
only afford to buy one pack of nappies a week now, you're not going to be able to stockpile ten
packs, are you?”

e Clear understanding of where to go for authoritative information on the event
* Pre-identified hazard specific escape routes, One respondent said: “We had talked as a whanau

about what to do in the event of a wildfire, but not about flooding. You can bet we’re going to
make some family plans after this”.

* What to expect from local authorities and first responders in an event of this magnitude; and
* Knowledge of where CDCs are likely to be located.
One respondent told us: “Some people were so traumatised and so grateful for the most basic of help.
Some had no idea how to access what they were entitled to. Others seemed to expect to go from the

helicopter to a five star hotel room. We need to educate these different communities about what’s
possible in an event of this sort.”

In addition to the codesign work suggested above, CDEM Group and local CDEM leaders need to better
understand current baseline public expectations and the extent of household preparedness. This could
be done though community surveys on resilience indicators. The analysis would support the
development of more targeted (by sub region and demographics) public information and awareness
collateral and interventions,

Specific interventions will also need to be developed to support the resilience of vulnerable
communities and groups. These could include remote areas, the disabled community, eldercare facilities
and rest homes, and others at high risk.
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The answer to much of this would appear to be pre located CDEM supplies at strategic regional
locations™, better public information and stronger incentives to require the development and testing of
BCPs. This has a cost however, that neither local government nor NEMA are likely to be able to support
on current baselines. Some pre cached containers in key locations for example, proved critical in this
event, but had been funded by short term grants rather than by a sustainable and longer term
investment approach.

¥ Such as the National Emergency Management Stockpile developed in Australia.
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SECTION 11: LESSONS FOR NATIONAL RESPONSE MANAGEMENT

This disaster also provides lessons for the current New Zealand emergency management operating
model. We address these issues and opportunities in this section, *

It is vital that both the local/regional and national emergency management systems learn from the
disaster of Cyclone Gabrielle and apply its lessons, They came at a high cost, in lives, jobs, trauma and
displacement.

We expect that some of the matters traversed in this section will also be the subject of the national
review of this weather event, which was ongoing at the time of writing.

OBSERVATIONS: CAPABILITY AND RESOURCING

New Zealand's emergency management system is premised on local planning and delivery of the 4Rs
through the local authorities that know their communities best, We agree that this fundamental
principle is correct.

However, the counter intuitive feature of our present system, where local authorities take the lead in
command and coordination as a crisis escalates and an emergency is declared, needs to change.

As we noted in our Auckland review, part timers, who are inconsistently trained and often lack
operational experience, cannot be expected to assume critical command leadership roles that require
deep expertise, operational muscle memory and an understanding of interoperability with other local
and national agencies.

Our suggestion is to upweight the national element of New Zealand's emergency management model,
while also retaining its local and regional strengths.

This entails more local granularity and better engagement with iwi and communities on the part of TLAs
and regional councils, as well as concentration of expertise in regional hubs and an enhanced role for
nationally supported expert leadership and assurance.

Those of us who have visited emergency command centres in operation are often struck by the contrast
between those operated by well-meaning locals, who are sometimes struggling to make things up as
they go along, and those run by operationally experienced response agencies, who have the depth of
capability and systems to support a tried and tested machine.

The current model, in our view, unhelpfully sets local authorities up to fail in emergency management.
They are critical to the system because they know their land, hazards, communities and resources, but
they are simply not set up to take command in a fast moving, severe or widespread crisis.

Nor can smaller TLAs sustain the depth of capability and professionalism in CDEM roles that is required
in a complex or large-scale disaster,

™ This section Is wide ranging. While national implications are but one element of our Terms of Reference, we explore them in some depth
here, given their centrality to our core argument, That is, that the most critical lesson learned from this response is that both local/regional and
national elements of our current emergency management system have to change ifNew Zealand is 1o be better prepared for and more
effectively respond to future disasters. The improvements suggested in this report for local TLAs, even if fully implemented, would, on their
own, be insufficient to ensure future success.
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Thus, while we think the Hawke's Bay CDEM operating model can and should be improved, we believe
that these improvements alone will be insufficient to optimise performance across the 4 Rs, without
fundamental change and reinvestment also taking place at the national level,

We think that the recommendations made by the 2017 Ministerial review of the national emergency
management system undertaken by the Technical Advisory Group should be revisited in this regard. In
addition to the establishment of NEMA, this review also recommended system enhancements that
would have greatly assisted in this event. It called for a system that:

"Makes the most of local knowledge — balanced with the need for speciolist expertise and national
capability. "%’

We suggest that core to this is an expanded role for NEMA, more unified systems between response
agencies, and a greater concentration of professional, fulltime expertise in regional hubs taking the
operational command pressure off local TLAs in the immediate response phase. The latter, in our
proposed model, would be responsible for planning and community resilience and engagement, but
would not be obligated to command an event,

The increasing frequency and severity of such emergencies also suggests that NEMA will need to engage
with regional and central government to explore new funding models for regional emergency
management, perhaps to support a bigger standing army and more extensive and better lanned
reserve/volunteer capability in both the centre and in regional hubs.

SUGGESTIONS

53. Once the outcomes and recommendations of the Government’s wider review of the CDEM
system are known, the roles, interfaces and relative resourcing of national, regional and local
institutions should be redesigned around a more centralised, hub and spoke operating model
that balances local insight and centrally managed expertise. We suggest that this could be
effected by means of an Interagency co design symposium, as oppased to commissioning yet
another review,

54. Standardise the regional COEM operating model to centralise consistently structured COEM
Groups in regions and clarify relationships and accountabilities between NEMA, GECCs, first
responders and local TLA EOCs/IMTs,

OBSERVATIONS: THE NATIONAL EMERGENCY MANAGEMENT BILL
New Zealand’s emergency management legislation is currently being amended, with a Bill before the
House.

Changes introduced in the new Bill will include:

s Clarifying the role of critical infrastructure providers (services that are essential for everyday life)
and strengthening arrangements to enhance the resilience of critical infrastructure.
* Recognising the role Maori play in emergencies and enabling Maori to participate at all levels.

* Ensuring the emergency management system enables better outcomes for people who may be
disproportionately impacted by emergencies; and

* See hitps: x| mental- n ministerial-r -betier-cesponses -natural- ey ther

671 VPags
Bush
; Intornabonal

Lonsuttng

Independent Roview nto HE COEM Group s Retponse to Cyclone Gadriol'e

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 68

Item 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

* Integrating the principles of the “4Rs’ of risk reduction, readiness, response and recovery.
The new Bill will build upon existing systems and structures and is not intended to be transformative. It
will not reform the current emergency management powers, nor remove the existing key local and
regional response and recovery roles.

The observations and recommendations in this section, taken together, suggest that a more
fundamental set of policy, regulatory and legislative changes may be required. In our view, the current
proposed legislation does not go far enough to ensure that our national emergency management
system is fit for the future,

OBSERVATIONS: NEMA AS NATIONAL CENTRE OF EXPERTISE

We suggest that NEMA needs to be strengthened as an agency to ensure it is better positioned to
provide support in local emergencies, direction in national emergencies and improve the professional
capability and capacity of the overall CDEM system and its workforce.

In our view, the agency needs to be supported to develop a stronger regulatory role in setting guidance
for and monitoring more rigorous professional standards for COEM bodies. It should have a full
regulatory toolkit and framework - from education and guidance through to assurance and, if required,
enforcement.

Its regulatory insights could then inform a deeper policy function, which is better placed to provide
advice to central government on best practice in disaster management practices and new models for
funding and delivery.

Such an enhanced role would likely need to be supported by stronger data and intelligence capability
and capacity at NEMA.

We think NEMA should also have at its disposal a flexible set of expert resources to deploy across the
country. This is not currently resourced but in future might include:

* Anational emergency management training centre that delivers and provides oversight of
training and operational exercising from national to local level, underpinned by a clear
competency framework. This could be linked to existing Police, FENZ and NZDF training facilities
and frameworks to ensure greater commonality of roles, tools, processes and systems.

* Professional full time emergency management teams in key locations that are on call for
domestic and international response,

* Over time, moving the infrastructural footprints of regional hubs to ‘Christchurch style’ shared
first responder campuses.

* Centralising logistics expertise, critical equipment and key contracts at key points, which can be
activated during an event; and

e Planning private and philanthropic partnerships that can assist with surge capacity when
required.

55, Consider growing NEMA's regulatory and intelligence capability and strengthening that
agency's role in monitoring and assuring regional COEM Group performance
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OBSERVATIONS: COMMON OPERATING PLATFORM

We, and many previous reviewers of similar events, have repeatedly raised the need for technology
systems that support the capture of data from multiple sources and the creation of a common operating
picture in emergency situations. A key limiting factor in this response was the inability of response
agencies to access information held on Group systems and to share intelligence in real time.

This has been the recommendation of multiple local (such as the Napier Flood review) and national
reports over the last several years. NEMA has been working on this matter for some time. Individual
CDEM Groups meanwhile, have acquired and customised different systems.

This situation cannot continue. A nationally consistent system that allows for all agencies, IMTs, shifts
and responders to share information and build a single source of truth is long overdue. It would greatly
aid decision making under pressure, coordination of effort and intelligence analysis in support of quality
sitreps and action plans.

The closest thing to a shared system during this event was MS teams, used by most agencies. If this or
another system could be agreed, mandated nationally and GIS data linked to it, New Zealand would be
much better placed to respond to events of this nature. Technologically this does not seem difficult, but
NEMA would need both the resources to invest in the system and the powers to drive compliance with
whatever shared system is agreed.

OBSERVATIONS: NEMA’'S AND TREATY PARTNERS

While it is well canvassed that iwi Maori and other Maori organisations have a critical role in both local
and national emergency management, their roles are not mandated in legislation and there is now a
clear and pressing requirement for these groups to be more formally involved in regional Group Plans.

We suggest that NEMA, as the Crown, should take a leadership role in formalising protocols for iwi
involvement at all levels of the CDEM system and with regard to all 4Rs. We suggest the agency should
also consider its own advisory relationships with iwi Maori at governance level.

56. NEMA could consider improved national guidance regarding protocols with iwi Maori, post
settlement entities and Maori communities in the CDEM ‘4 Rs', This should Include
recognition af the capability that Maori bring to emergency management and the formal
inclusion of iwi in regional CDEM Groups.

OBSERVATIONS: REGIONAL HUBS AND FLY IN TEAMS

In our view, New Zealand’s emergency management system should be based on a national hub and
regional spoke model, with the obligation on NEMA to support the system and the obligation on
regional councils to source and consolidate data from local TLAs. This is implicit in the current model but
is neither fully articulated nor adequately resourced.

We would concentrate full time CDEM expertise in regional hubs and strengthen both their links to
NEMA as system lead and regulator/assurer and their obligations to gather and utilise granular local
data from TLAs,
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We do not suggest that this sort of structural change be considered as an immediate priority. Form
should follow function and the wider, principles-based work on the future operating model should be
completed before any consideration of future structures.

But this concept feels right to us. We have tipped the balance too far to local TLAs who cannot be
expected to mount a fully professional emergency management function under their current funding
models,

It is timely now to strengthen both system leadership in NEMA and invest in more consistent regional
hubs working to the same SOPs and using the same systems. NEMA can effectively engage with 15
regions. Itis much harder to do so with 67 TLAs*,

In summary, the thrust of the future regional model we propose centres on enhancing local and
indigenous networks and self-sufficiency, which goes to improved reduction, readiness and community
resiliency.

The key theme of the national story for a future world in which hitherto unprecedented emergencies
become increasingly common, is for New Zealand to invest in a professionalised centre of expertise in
NEMA with supportive spokes of distributed resource in the regions proving a national ‘spine’ of
emergency response,

This deeper investment in NEMA would help mobilise the resources of central government in support of
regions in all 4Rs. it would also help ensure that consistent and well tested command and coordination
approaches are applied in the response phase.

As the TAG report observed in 2017, “Group effort needs to be backed with national capability that can
be deployed as required.” Respondents to this review agreed.

As an example, although NEMA flew in one additional resource to Hawke’s Bay in advance of the
Cyclone to assist regional response, it would ideally have supplied an advance ‘“fly in team’ of seasoned
experts on the weekend prior to the storm. Worst case scenario, they would all have flown home a
couple of days later, without being deployed. Best case, their expertise could have helped the local
controllers and functional leads and provided additional community reassurance. National emergency
communications experts could have assisted local PIMs to deliver more timely and targeted messages to
communities, while science experts might have assisted engineers and others, Such a team could also
have assisted in coordinating Defence Force and offshore aid agency activities such as USAID.

This idea was mooted in the aftermath of the Christchurch earthquakes and Port Hills Fire and isa
common model in other jurisdictions. Implementation planning will take effort as the devil will be in the
detail here. Will NEMA own a standing army of fulltime, regionally based professionals in this regard or
will it operate a ‘reservist army’, many of whom may be employed in specialist agencies, that it can call
up as required? Is the Australian model of a volunteer disaster relief agency also a useful template?

During recovery, Hawke’s Bay has been inundated with representatives of multiple agencies wanting to
support the community and Group. The establishment of the Regional Recovery Agency (RRA) has been

“ There are 78 local authorities comprising 11 regional councils and 67 territorial authorities (unitary authorities, ¢ty and district councils).
Additionally, many territorial authorities also have one or more Community Boards.
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useful in coordinating these efforts, In the future, a clear nexus between NEMA and the RRA would be
helpful to have established in advance. These communities have become wearied, in spite of the
Agency’s best efforts, by constant demands for engagement with diverse agencies and the multiple
community meetings entailed.

 SUGGESTIONS

57. NEMA should consider developing fly in teams of expert professionals, (with a particular focus
on controllers, but also including other experts, such as welfare, engineering, science, and
communications) in order that (mostly part time) local CDEM staff can be supported by full
time, technical experts. Fly in controllers need a mechanism enabling them to act in the role
of CDEM controller in any region.

58. Develop clear protocols and triggers for focal controliers to hand over to national ‘fly in’
controllers as a crisis escalates.

59, Create greater clarity for controllers and first responders about who is in command at what
stage of an event and where tasking for supplemental resources (such as volunteers and
NZDF) sits.

OBSERVATIONS: NEMA'S ASSURANCE ROLE

We have suggested at various points throughout this report the need for NEMA to be the organising
brain of the CDEM system and the holder of lessons learned insights that can inform policy, guidance
and regulation. This s likely to require more firepower in NEMA's data, intelligence and assurance roles,
along with a regular cadence of audit and monitoring activity,

Putting this into effect will also likely require working alongside DPMC and the Office of the Auditor
General (OAG) to clarity the respective roles and responsibilities of these agencies.

Monitoring and assurance of particular regional CDEM Groups could also be calibrated to a transparent
risk assessment framework, with more intensive support going into those groups that require it.

From this analytical and assurance work should come whole of system learnings that can drive the
design of new policies and interventions as required. NEMA may wish to support its assurance teams
with an external risk and assurance panel, which could include experts from other jurisdictions and
international agencies.

OBSERVATIONS: NATIONAL COMMAND SOPS

All of the above would be in service of greater national consistency and compulsion with respect to
operating practice, which should be enshrined in national SOPs, as models for regional authorities. It is
unfair to expect local bodies to develop such materials in isolation and national level SOPs will help
ensure interoperability.

These SOPs must, above all, clarify who is in charge at various stages in an emergency and what the
triggers are for escalation and handoff.

OBSERVATIONS: NATIONAL EMERGENCY MANAGEMENT WORKFORCE STRATEGY
There is an urgent need for greater professionalisation of the national emergency management
workforce to ensure deeper capability, better training and improved retention. As disasters become
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more frequent and complex, a regionally based, part time, poorly rewarded workforce with little
professional development and no career path will not serve us well.

We suggest that NEMA develops a national COEM workforce strategy to address the matters addressed
in this report, such as:

e The recruitment proposition for part time personnel.

* The creation of a professional and portable emergency management workforce that can be
surged into regions as required, based on risk. This might include a volunteer and reservist
workforce along the lines of the Australian Disaster Relief Agency model. Professional
emergency management teams might be based in three main centres for example, and
deployed as needed on a 24/7 basis, both domestically and internationally.

* Regional and national career pathways, talent management and professional development.
e Compliance with CIMs training across CDEM groups.

¢ Design and oversight of regional and national training and exercise curricula, both tabletop and
operational scenario exercises; and

* National accreditation for key roles, (such as that of Controller).

SUGGESTIONS

60. NEMA should consider developing a national CDEM workforce strategy, addressing
recruitment, training, remuneration and professional development

61. NEMA should consider requiring all local authority staff with CIMS functions to receive
nationally accredited CIMS training and professional development experiences, with a related
system of audit across local authorities.

OBSERVATIONS: FUNDING MODELS FOR NATIONAL AND REGIONAL EMERGENCY MANAGEMENT
Almost everything we have recommended in this report, at both regional and national levels, comes
with a cost. For this reason it was common for respondents to say, in the words of one: “but why are you
bothering? No Government wants to bite the bullet of funding this properly.”

But this bullet needs to be bitten, if only to ensure that insurance and reinsurance costs, both public and
private, remain within acceptable bounds, Specifically, this response shows that Government needs to
consider such matters as:

* The optimal balance between taxpayer and ratepayer funded regional CDEM investments.
* The transparency of CDEM levy expenditure at regional level, with a possible need for
ringfencing.
* Increases in NEMA and regional coundil baselines to support these changes; and
* Changed and more transparent advance arrangements for cost reimbursement by those in
communities who support response and recovery. It is unacceptable, for example, that the
Hastings Aerodrome, local service stations and small convenience stores remain out of pocket
for Cyclone Gabrielle costs many months after the event.
NEMA will also need to work with place-based agencies: Kainga Ora, the Ministry of Housing and Urban
Development, MBIE, MSD and others to build the resiliency of high deprivation communities that are
underinsured, and to engage with uninsurable communities in retreat, As noted earlier, this mplies a
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greater role for NEMA in operational policy and regulation as well as greater clarity in its relationship
with DPMC in these areas.

62, Consider more explicitly ring fencing reglonal operating funding for civil defence and
emergency management so that is not competing with other Coundil funding priorities.
Provide greater public transparency about the use of levies.

63. Utilise insights from the Australian SES model to clarify the training and activation of
volunteers, their protection from liability and mechanisms for payment for the use of
community resources,

64, Review the COEM funding model, at both local and central government levels,

65. Require local and central government agencies to partner to explore a range of place-based
solutions for uninsurable or undennsured communities.

OBSERVATIONS: SERVICE DELIVERY ARRANGEMENTS

As we have discussed, much that went well in this event relied on preexisting relationships, ad hoc
innovation and personality-based interventions. This is not a sustainable model! for large and complex
events, It also mitigated against intelligence capture and created confused communications: between
the GECC and the EOCs, with lifeline utilities and between responders and agencies.

We suggest that formalised shared service arrangements (including formalising some of the existing
MOUs) need to be developed by TLAs to support a Group wide approach and shared planning and
preparedness. Core service delivery arrangements should not have to be developed during an
emergency. Key examples at regional level would be templated shared service arrangements with MSD
in regard to welfare needs assessments, Volunteer New Zealand for response support, the private sector
for contracted services and with marae for CDC support.

We suggest that NEMA also needs to formalise such arrangements. At national level they might relate to
NZDF support to logistics and to the roles and responsibilities of surf lifesaving clubs and other critical
community responders,

There are some complex matters to navigate here at system level. For example, should all first
responder emergency call centres be merged? Should a single regional ECC/IMT involving all agencies be
developed at regional hub level?

SUGGESTION

66. NEMA should consider developing formalised shared service arrangements and model
agreements, including with partner agendies, first responders and lifelines, to strengthen
more consistent region wide approaches and darify roles and accountabiiities on a national
basis.
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SECTION 12:TRANSITION TO RECOVERY

OBSERVATIONS: TRANSITION TO RECOVERY
The CDEM Act defines recovery as, “the co-ordinated efforts and processes used to bring about the
immediate, medium-term, and long-term holistic regeneration and enhancement of a community
following an emergency”. Recovery efforts can include:

* The assessment and ongoing monitoring of the needs of a community affected by the

emergency.
* The co-ordination and integration of planning, decisions, actions, and resources.
* Measures to support:

o theregeneration, restoration, and enhancement of communities across the 4
environments (built, natural, social, and economic),

o the cultural and physical well-being of individuals and their communities.
o government and non-government organisations and entities working together.
* Measures to enable community participation in recovery planning.
s New measures:
o toreduce risks from hazards; and
o tobuild resilience,
The Hawke's Bay Joint Committee formally appointed an Interim Recovery Manager for the region on
March 13" 2023, and formally transitioned from response to recovery at that date. The CDEM Group
provided the Interim Recovery Manager with a Transition Report at around the same time, Recovery
priorities were identified as:
e Coordination of infrastructure and flood protection repairs (Lifelines and Three Waters).
* Ongoing welfare and accommodation needs,
* Potential managed retreat from vulnerable areas — national policy direction required.
* Ongoing partnership with iwi throughout the governance and delivery phases.
¢ Economic support (individual and business levels).
e Waste removal and disposal; and
e Community level support and wellbeing,
Following this, a Regional Recovery Agency (RRA) was established with oversight from the Matariki

Governance Group, which is the body that oversees the Hawke’s Bay Regional Economic Development
Strategy. A permanent Chief Executive was then appointed to the agency.

The RRA has worked with communities, iwi, lifelines and local and central government agencies to
develop an extensive recovery plan for the region. The Plan takes a holistic approach to the many
dimensions of recovery and has three core principles, as follows:

1. Locally led: recognises that local communities have their own recovery needs and aspirations
unique to their local areas that will need to be progressed. In some cases, recovery activities will
be led and delivered at the local level by local entities and groups.
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2. Regionally coordinated: reflects that while local-level recovery needs and opportunities may
differ across communities, there will be areas where recovery aspirations align across the
region. Therefore, recovery needs to be regionally coordinated to ensure that support is
directed to where it is most needed and to avoid duplication of effort; and

3. Government supported: recognises that the size and impact of Cyclone Gabrielle means that
Hawke's Bay cannot fund and implement the recovery activities needed on its own. The
Government has committed to supporting Hawke's Bay's recovery from the impacts of Cycdone
Gabrielle.*

Although some respondents told us they felt the initial pivot to early stage recovery came too scon,
most respondents felt the early stage transition to recovery was well handled. The RRA appearstobe a
sound model from the perspectives of effective governance, community engagement and collaboration
with iwi and local stakeholders. The Recovery plan also appears sound, with well-defined short, medium
and long term milestones and objectives. It is supported by a detailed communications plan.

One respondent told us that, “the recovery approach has shown the value in appointing people with
local mana and networks who are skilled at navigating local and central government frameworks.”
Another said: “In the response phase | felt we were not listened to. And there seemed to be this
premature pressure to get back to normal. But once the RRA was set up, it felt like communities really did
have a voice at the table. In fact, now I've got the opposite complaint. They want too much engagement
and it's wearying.”

In contrast, other survey respondents expressed frustration: “We’ve been abandoned. No council help,
No agencies want to know. They give conflicting advice or they stand around with clipboards and cones
and get officious. The insurance is a nightmare. | feel that no one gives a damn.”*

However, equally indicative was the respondent from a remote and hard hit community who told us
that: “Those recovery people are just awesome. In the first days it was all communal kai and feeding 70
people every meal, along with supplying essentials like nappies and prescriptions. Over time their
emphasis has shifted to supporting us to be self-sufficient and resilient. They’ve been a bridge to other
parts of government, like welfare, health and housing. They've helped so much with insurance and with
getting contractors in to do the rebuild work. They are whanau now.”

Recovery staff themselves suggested that there was an early disconnect between the somewhat
technocratic approach to recovery reflected in the Transition Plan from the CDEM Group, and the more
expansive approach favoured by the Matariki governance group. One said:

“I hope we keep the learning that the key to successful recovery is appointing the right
community leaders who ore connected, influential and also listen well. It is not about process. It's
obout bringing people and the region a shared sense of direction and hope for the future. At the
end of the day, leaders have to give the community hope.”

 See htps:/fwww hawke shayrecovery.nz/regicnal-recovery-plan/
“ This Review has a short in scope timeframe. Many of these types of comments appear to apply to more recent, later stage recovery
experiences, which are out of scope for us,
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Abbireviation  Dsfinition
coC Civil Defence Centre setup to provide welfare support to displaced people
CDEM Civil Defence and Emergency Management
CDEM Gmup The CDEM Group structure for the region,
CE Chief Executive
CEG Coordinating Executives Group
CHB Central Hawke's Bay
CIMS Coordinated Incident Management System
EMA Emergency Mobile Alert
EOC Emergency Operations Centre facility from which an IMT will coordinate response
EMAT An Emergency Management Assistance Team is a deployable capability or "fly-in team’ to enhance
responses to natural disasters and other emergencies
FCP Forward Control Point
FENZ Fire and Emergency New Zealand
GECC Group Emergency Coordination Centre
HBCDEM Hawke's Bay Civil Defence and Emergency Management
HBCDEM Group Hawke's Bay Civil Defence Emergency Management Group,
HBRC Hawke's Bay Regional Council
HDC Hastings District Council
1R Instrument Flight Rules
IMT Incident Management Team, based on CIMS model to operate in an EOC
Joint Committee The Joint Standing Committee under the local Government Act, 2002
MAR NEMA's Monitoring, Alerting and Reporting Centre
NCC Napier City Council
NCMC National Crisis Management Centre
NEMA National Emergency Management Agency
NZDF New Zealand Defence Force
MM Public Information Management
RRA Regional Recovery Agency
SAR Search and Rescue
Sitrep Situation Report
A Territorial Local Authority
USAR Urban Search and Rescue
USAID United States Agency for Intemnational Development
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APPENDIEX TWO: NATIONAL AND REGIONAL CIVIL DEFENCE AND EMERGENCY

MANAGEMENT

NATIONAL ARRANGEMENTS

NEMA is the New Zealand Government's lead agency for emergency management. It is responsible for
providing leadership and support during national, regional and local emergencies.

The decision to establish the National Emergency Management Agency as an autonomous departmental
agency hosted by the Department of Prime Minister and Cabinet (DPMC) was part of the Government’s
response to a Ministerial review into better responses to natural disasters and other emergencies,
commissioned after the November 2016 earthquake and tsunami and the 2017 Port Hills fire.

The review’s Technical Advisory Group (TAG) found that, aithough New Zealand's emergency
management system was fundamentally sound, several issues needed to be addressed. Its report
contained 42 recommendations to improve the system.

NEMA's key functions are as steward, operator and assurer of the national emergency management
system. Its website describes these as follows:

“As steward, we provide strategic leadership for risk reduction, readiness, response and
recovery activities, and build emergency management capability and capacity.

"As operator, we lead or support the response to and recovery from emergencies while
also supporting the operation of the emergency management system.

"As assurer {a new function) we will provide assurance that the emergency management
system is fit for purpose ¥

NEMA's role is to work across central government and with local government, communities, iwi, science,
research and not-for-profit organisations and businesses, to create an emergency management system
that is ready and able to provide an effective and integrated response to, and recovery from,
emergencies. The purpose is to reduce the impact of emergencies on New Zealand’s people,
communities, property, critical infrastructure, economy and environment,
In fulfilling its functions, NEMA supports the Director of Civil Defence and Emergency management by:

* Administering all parts of the Civil Defence Emergency Management Act 2002, including:

» Providing advice to government on civil defence emergency management matters

* |dentifying hazards and risks.

* Developing, maintaining, and evaluating the effectiveness of the civil defence emergency
management strategic framework.

* Ensuring coordination at local, regional, and national levels.

* Promoting civil defence emergency management and deliver public awareness about how to
prepare for, and what to do in, an emergency.

* Supporting civil defence emergency management sector capability development, planning and
operations, including developing guidelines and standards

* See https//www.civiidefence govinz/about/sbout-nema/
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* Monitoring and evaluating the performance of the 16 regional Civil Defence Emergency
Management Groups.

* Maintaining and operating the National Crisis Management Centre (NCMC), including the
maintenance of a duty team to staff the Centre, and issue warnings and public information; and

* Managing the central government response to, and recovery from, large scale emergencies
resulting from geological (earthquakes, volcanic unrest, landslides, tsunami), meteorological
(coastal hazards, floods, severe winds, snow) and infrastructure failure,

ROLE OF LOCAL GOVERNMENT
In New Zealand, Civil Defence Emergency Management (CDEM) Groups are the lead at the local/regional
level,

All local authorities, emergency services and lifeline utilities have emergency management
responsibilities under the Civil Defence and Emergency Management Act 2002 (CDEM Act) and other
related legislation.

The formal structure for civil defence emergency management is provided by the CDEM Act, which
among other things:

e Sets out the powers and obligations of the Minister for Emergency Management

Establishes three statutory positions and sets out their roles, functions, and powers:
o Director of Civil Defence Emergency Management
o National Controller
o National Recovery Manager

* Requires the establishment of CDEM Groups

e Provides for Group Controllers (who have specific powers during states of national and local
emergencies); and
e Provides for Group Recovery Managers (who have responsibilities and some powers in
managing the recovery after an emergency).
An important feature of the emergency management system is the role local government undertakes
through CDEM Groups. There are sixteen CDEM Groups across New Zealand, all established as joint
committees of local authorities under the CDEM Act.

Councils, emergency services, local utility providers and welfare agencies are responsible for working in
partnership to implement the ‘4 Rs’ of civil defence: Reduction, Readiness, Response and Recovery.

COORDINATED INCIDENT MANAGEMENT SYSTEM (CIMS)

CIMS is New Zealand's official framework to achieve effective coordinated incident management across
responding agencies. It has been used as the methodology to underpin emergency responses since
1998, Akin to the United States Incident Command System (ICS), CIMS provides local bodies with
guidance and a framework for response and incident management. As such, CIMS constitutes the best
practice model for response to this event.
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The latest (3rd) edition of CIMS has been applied since July 2020. It incorporates Government decisions
announced in August 2018 relating to the Ministerial review of 2017,

The purpose of the CIMS is to provide:
* aframework of consistent principles, processes, and common language that is modular and
scalable; and
* aframework for organisations to develop their own CIMS-aligned processes and procedures.

The core CIMS functions are control, intelligence, planning, operations, logistics, PIM {public information
management), welfare and recovery (including welfare). There should be a functional lead for each of
these functions.

A diagram reflecting the relevant control structure for a local/regional response is set out in the CIMS as
follows:

HAWKE'S BAY REGIONAL STRUCTURES

CDEM GROUP PLAN
The CDEM Group Plan for Hawke's Bay covers the areas contained within the Central Hawke's Bay
District Council, Napier City Council, Hastings District Council and Wairoa District Council.

The Group Plan vision and goals are as shown in the diagram below, along with the outcomes to achieve
the vision.
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The Coordinating Executive Group (CEG) is the management agency of Hawke's Bay Civil Defence Joint
Committee, The CEG comprises the following membership:

Member type Representative
Statutory Chief Executive Officer
Statutory Regional Commander
Statutory Chief Executive Officer
Statutory Chief Executive Officer
Statutory Chief Executive Officer
Statutory Hawke’s Bay Police Commander
Co-opted District Operations Manager
Statutory Chief Executive Officer
Co-opted Group Controllers
Co-opted
Co-opted Chair
Co-opted
Co-opted Chair
Co-opted
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HAWKE'S BAY CIVIL DEFENCE

The Hawke's Bay Civil Defence Emergency Management Group Office (Hawke’s Bay Emergency
Management) supports the functions of the CDEM Group. It works in partnership with emergency
services and other organisations to ensure coordination of civil defence and emergency management
within the region,

Hawke's Bay Regional Council is the Administering Authority for the CDEM Group and is responsible for
the provision of administrative and related services that may from time to time be required by the
Group. This includes hosting Hawke's Bay Emergency Management and employing its staff. However,
Hawke's Bay Emergency Management remains operationally responsible to the CDEM Group, through
the CDEM Joint Committee and the Coordinating Executive Group {(CEG).

The CDEM team is quite large by national standards, with notionally around 16 staff in dedicated, full
time emergency management positions, However Central Hawke’s Bay and Wairoa have no CDEM staff,
and rely on the GECC to provide support, as part of the 2018 centralisation of regional CDEM Group
structures and staffing. The GECC is itself supplemented, during events, by Council staff, trained in the
CIMS framework, who undertake these roles in addition to their full-time positions.

This local system, nested within the national CDEM system, provides the overall context for the
comments and suggestions made in this report.

THE ROLE OF MAYORS AND HAWKES BAY REGIONAL COUNCIL CHAIR
Mayors have formal powers under the CDEM Act to issues states of local emergency for their respective
districts and cities. These powers can only be delegated in the Mayors’ absence.

Additionally, the Group appoints one of its members to be empowered to declare a state of local
emergency for the Group area (that is, the region). This appointment is held by the Chairperson of the
CDEM group, who is also the Chairperson of the HBRC.

The next graphic shows the CIMS functions within Hawke’s Bay GECC and the communications lines
expected during emergency management response, with public information coordinated and
disseminated from the GECC.
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As the diagram suggests, local territorial authority EOCs, each with their own CIMS functions, sit under
the GECC, with Incident Command bodies under those. Upwards flows (situation reporting and
intelligence) are fed by first responders and EOCs to the GECC and downwards (command, tasking,
coordination, public information and intelligence products) flows are driven by the GECC during the
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APPENDIX THREE: IMPLEMENTA

Implementation map of recs/suggestions by number: regional
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APPENDIX FOUR: STAKEHOLDERS INTERVIEWED FOR THIS REVIEW

o Chair of COEM Joint Standing Committee *  COMs functional leads
o CDEM Joint Standing Committee *  Group and other PiMs
e Coordinating Executive Group Chair i 9@9 welfare manager ‘
e Coordinating Executive members o Lifelines agency representatives
o Territorial Local Authority Mayors/Chairs/elected ¢ Localivd Wmnmius.

members *  Local marae representatives
s Territorial Local Authority Chief Executives . Ot'*( agenxy liaison officers
o PSGEs e Maori Wardens
e Taiwhenua representatives e Civil defence staff working the GECC and EOCs
*  Manawhenua e  Bridge Pa Aerodrome staff
®  Group Controllers e Napier airport representatives
*  GECC response managers *  NEMA staff
e Local controllers e Volunteer organisations
*  EOC response managers *  Recoveryleads
e CIMsIMT managers *  Community focus group: Esk Valley
e NZPolice o Community focus group Pakowhai
. FENZ e Community focus group Central Hawke's Bay
e Stlohn *  Community focus group Porangahau
e TeWhatyOra s Marae visits
e NZDF personnel
*  MET Service
*  MSD Regional Commissioner
*  Ministry of Education

Te Puni Kokiri staff
o MBIE staff

Surf lifesaving NZ
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APPENDIX FIVE: EVENT TIMELINE, FEBRUARY 2023 8-16, 2023

Cyclone Gabrielle bagan affecting Hawke's Bay on February 13", 2023, and had adevasting effact ontheregion For onlythe third
time in New Zealand s hitory, 3 National State of Emergency was dedared onthe 14™ of February 2023,

The timeline below provides an account of the key milestones, decisions and coordination efforts of Hawke's Bay Civil Defence
Emergency Management, andtheir emergency management partners, inthe Readiness, Response and immediate Recovery
phases (between8-17 February 2023). The Recovery phase has continued well beyondthe scope of thistimeline.

The major damage caused by the weather event happened on Monday 13 10 Tussday 14™ Fetruary 2023 Forthisreason the
timefline below isconcentrated in particula detaii onthat 48-how period

This timefne has been composed based on various agencies’ own post event timetines, documentsreleased to thereview bythe
relevant TLAS and the RegionaiCouncil, {induding IMT recordings, personal logbook notes, internal emails etcj and notes and
documents provided by interview respondents. We have made every effort to cormoborate each entry through muitipie sources,
but the records andrecoliections of respondents are very difficuit to reconcile in some cases.

The timeline should thus be read withcaveats. For exampie time stamps onemails, calls EMAS and media announcements
sometimes differ for the same materiais, given that internet and other outages impacted some actors. The material here is alo
skewed in that it refiects more Hagtings and CDEM Group records thanthose of the other regionai TLAS and their local EOCs. This
is simply because more detalied records were kept by the former,
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Thursday 9 February 2023

¥ nt

. States of local emergency inplace in Auckiand and
Thames-Coromandel Peninsuls asaresultofeariler
floods are extended inanticipation of Gabrlelie's arrival

. FENZ begins monitoring Cyclone and begins updates to

Group Managers and brigade networks.
» Police monitoring Cyclone

with high confidence

Email from HBCDEM Acting Group
Manager/Arermate Group Conerolier to HERC Flood
Forecaster re weaher forecast 9 Feb.

Manoger/Primary Group Controfier] is on ieave ond
| ... con oct 05 the controlier {umtil suck time if ond
When we need 1o 510nd P 0 response and then
onother Quvified proup controller con assume the
duties) [l be sending out an updote 1o Mayors ond
CE's, controdiers etc tamorrow moming after the
MetService upoate ”

Emad from HBCOEM Acting Group Manager/Alternate
Group Controlier to CDEM Group Office suaff_ induding.
“Looks dke it moy be impocting Howke's Boy iate
Mondoy/Tuesday/

" with [the Primary Group Controlier] owoy I'i be
leoding some of the preporatory phase on @ “just in
case’ type dasis”™

“I be crafting up on email tonight to Moyors, CE'S, ond
Controtiers with @ more formaiised intention stotement
that I'lf e sending ot approx. 10om tomarrow morming
[Frigoy 10 Feeruary]”

“1'd recommend having o look at your colendors next
WEek and COMIng up with some wet weather
LoNtingency aptions for your activities on Tuesooy ond

Wednesday *
“For now team, it's important tht we Semonstrote o
coim but comp v of aiways being prepaned

Without overreacting or inciting feor.*

“With Tropicol Cyciones, there is ingh levels of
uncertainty with the trock of these, which becomes
cleareras they drow neorer. 1'm buliding this
uncertointy into my decision meking of taking o
precoutionary ogproach.”

Bush
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Conpiiling

. Metservice issues a heavy rain forecast for 14 February

“Thanks {HBRC Fiood Forecoster], FY1 [The Group _.8

i

-~ \\\\\5\9 AR SR RS S AN E - m,\-\\\\\\\\&\m\

o R e AR IR e
MatService severe wamher outiook as st
e 3.388m Fabruany 2023
HECDEM Group Manager/Primary Group Controfier %
goes onpiannediesve Acting rrangements inplace
Declaration extending suse of localemergency for The duration and amount of rain forecas s highly
TRSS Commuent £ * = dependent onthetrack of Cycione Gabriele (HERC

- Flood Forecager emaii 1o COEM and HERC).
B — s4m
= Emaiifroman MBRC Flood Forecaer to HBRC
Incident Response Manager and H8CIvi Deferce
Emergency Management (HBCDEM) Group Office.
“The fOrecost Oncoming weather certainly iooks
very bad for some parts of NZ. For Howie's Bay,

Met Service are currently predicting heavy rain
with hgh coafidence for Tuesoay. We'l continue
10 wotch and updote.

3.00pm

HOC holds prepiannad guarterly CIMS catch-up
meeting Inciudes anupdate onthe forecast for
Cycione Gatrislie and standby status for the
weekend, Notesthat it i1 kely that the team will
be acthated should the forecast hold

1607
Declarstion extending state of localemergenty for
Auckiandregon

Updateontropical Cyclone Gabrielie postedto
Facebook by HBCDEM Group PIM (the same message
i5 Iater upoated with time stamps on 10 and 11
February 2023).

AR VALV RARCNLNY
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District

*  FENZ movesto twice daily network briefings.
*  Police stands up 5 IMT and begins coordination with COEM groups. Eastern

Lt s 2 LA (e

mmw-h.ubuummﬁn

tan — [

Emaiifrom#DC MBAC local controlier 1o Exec Team {"
& AL

31 HDC advising CIMS Incident Responss meeting at
1pm and asking them 10 SUppOrt attendance for staff
nominsted for HOC HERCCIMS roles ot

Hastings Mayor is advised that preparation work has

. ERT T — 8
Email between Poice Ares Commander andActirg
Group Manager/Arermate Group Controlier re
cycione readiness— and advising of Emergancy
Senvices Coordinmting Committee (£5(C) ang
Controfiers hwi for Monday.
10.08am
Emall fromNEMA to COEM Group Managers ashing
QUESTIONS e resources and offerning SUppor to help
. develops contingency pian if stuation escalates
10.04am
MezService nsues Severe Weather Watch (Meawy ™
Rain} Valid 43 hows from 6.00 amMondayto 6.00
am Wednescay.

.-\\s\-m‘x\\\s\‘\\

Oy
!
¢
’
’

On call HOC tocalControtier briefsHagingsCEthat  — ;&
weather forecasts are farming up andthas thisw il be
a signficam event. CE confems happy withCounc!
CONTinuing preparstion work over the weekend,

11.00am
HBCDEM Acting Group Manager/ ARernative Group .. i i
Controller meets with Halcopter HB snd Rotofoce
at BridgePato understand best approach for

@

ARSI

planning helicopter suppirt during an emergency
event.

Email Group Emergency Management Advisor wuwz
Information) 16 Group Office Staff. Circulating notes
from COEM Group/NEMA Public information
Managens Meeting corier that moming

gush
Entureriat icusal
Conslting

centre
command in support of the 1ocal Polce District) beng prepared.

10 Februwy 2013 * . Policecommence moving staff, AWD vehicles and gener stors 1o kéy omnons

dto 24/7 swtus Police MOC {centralised

8.3%m

Acting Group Manager/Axernate Group Controlier
emaiito COEM Group Jomnt Committee, Councd
(s and Loal Controbiers.

informs iocal Mayors and Chief Executives that
Cyclone Gabrielie is tracking towsrds NZ and poses
risk 10 Hawke's Bay. Qutiinesther irgergiontc
prepare for responge sctivation by the Group,
including

“Under the generol response principée of ‘think big,
oct eprly’ 1 istend on toking @ precounionary and
BYOOCTIVE pPrOCH 10 this ighly pubiic weother
forecast ™

“My immediote focus is primaniy threefold.

1K 9 our nities’ prep 53 by
ENCOWDGING peopie 1o take Proctical steps centred
oround keeping safe

2. Reinforcing trust ond configence in Howke's
Bay's coorgingtec emergency manggement
9 and sy

3. Undertoking gency/
mmmxssomwwmmmm
1o gy impacts coused by TC Gobrielie ™

12.01pm

SecondCycione update postedto Facebook by

HBCDEM Group PIM inchuded information under the

following headings.

*«  Background Inguding ink to metsenvice com
(tropical cycione activity)

v Forecast Heawy rain wateh frombamiton 13 Feb~

GamWed 15Fed
*  Possible mpacts
* Whatwodo
¢ Link to getroady govt 2 substes
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Friday 10 February 2023

12.17pm
HACODEM Acting Growp Manager/ARernate Group
Controlier emails Rastings (£ andlead Team o
inform them that CDEM i coing prep wark and
monitoring forecast. Request to ensurethe emaid is
forwardedto elected members. 113

COEM informs Welfare Partners re event messiging.
MSD receives amsii ot 3.15pm

i

0
4

g_
T
P

Email HERC incident Response Marnager 1o HERC E
Asset Management Group Providing summary of - S
Iikely impact and preperednes for weather svent, :
ncluding. E_
“Impocts include roin, strong wings, orge sweill and
$torm surge. It should be noted thct ot the moment
there is o hiph fevel of uncertointy in the forecost ang
the roinfoll predicted is currently within o wide band of
151t03.200 event.”

4.00pm

HDC Group IMT Planning masting with Lol
Controtier, Response Manager, PIM, Weltare,
Pianning and Romtering functions 1o dacuss spproach
for the weskend

1.14pm
HBCOEM Group informs tha LifainesCommittes re
evernt messging Adviseswil check inon Monday
Afternoon 1o dixuss the evere, thee preparstions and
anyconcems.

|

12.17pm
HBLDEM Acting Group Manages/ARémare Group
Controdler liasesw th the on-aali PiM to ensure
weathey information has been shared and PIM can
1ESpOND Lo facalmedia enguiries

Gad— 1ome
HBRC Incident Response Teams Meeting briefing

for those inthe OMS structureto discussCycione
Gabrielie. No notes of recondings found

Afterncon
Key messagessent by HBCDEM Group PIM 1o local
councli PiMs, rursi advisors, counciistaff and other
Bgences Mesmagesa o sent 10 communtty
champiors.

3.15pm
Email Group Emengency Management Advisor
{Weifre) to Wefare Coordination Group (WCG)
Advising of preparations, messaging and pian for a
WCG meetirg onthe afternoon of Monday 13 Feb

3.22pm
Group Emergency Management Advisor (Pubiic
informaticn) 10 EOCPIM andCourcit
CoOMMUNICAtIons stafl. Reparts that acommuncation
activity plan hasbeen developed with pisnned
updatestor 10 and 12 February. Timelne of events
over SOCials and website has been planned. First

A109M e Facebook post 1o the community issued re Cyclone
Emaii from COEM Group PIM o all PIM contacts in all D 80 8 & s has hewn posted
Bgences with comms sdvice. © 4.32pm
5.00pm s HBCOEM Group Response Manager raquess | See
MDC holds aniMT planning meeting. E0es H accommOodation avaabity report.
Saturday 11 February 2023
Engigent marapemerit -
»  FENZ Ares Commanaer for
Hawke's Bay hasadvised no
sdditiona! resources wene
deployed into Havwke's Bay

priorto 13 Feb. However, they
did internally move resources
withinthe Hawkes Bay Area -
primasiyto WaFoa

¢ AddivionalSt Johns staf
depioyed from Glsbomne.

et

10.17am 31 February 2035

* HBRC Flood forecamer sends
emaiito CO controtiers
stressing that communities
shousd “toke approprigte
oction”™.

#t 1 32am 11 Fabruary2023

w.mwﬁnluo-
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% Inberngticnet

Saturday 11 February 2023

5.29am
Fhone calt Acting Group Manager/Alernate Group —E
Controtier toHOC Local Controfier. Acting Group v )
Manager/ARternate Group Controtier & advisedthat E SR
HOC will activate its EOC today to commence
planning 107 SVBCUATION Managemernt.

7.29m
Emaii HBRC Flood Forecaser 1o HBRC Duty w——
Marnagers, COEM GroupOffice and others. “Just s
heaos up thot we ' prowde @ more comprehensive
Jorecost after 10 am on Soturdoy. There is ¢ NEMA
briefing ot 9.50om with gn update from Met Service.
There's stiif Jots of vorsotions 1n the rginfail moce)s,
With risin pregicted starting Monday ond iosting into
Tuwesdoy Our river forecast models pregice forward
Jor 48 hours, 50 we'li 5201 10 hove 0 better hondie on
the impoct ioeequ/}in.‘

-
-
-

11.06am
Email National CoordinationCentre inteligerce
Manager to COEM Group Duey Officers and
inteiligence Functions. Reguest for information
about lacations of 8t-risk communities critical
infrastructure. COC foaations.

1135am

HBCOEM Group sends ot initls Skrep and Action
Plan Outiines thae the Oyclone is S iower and closer
1o NZ than intisily forecast. EXpecting Some o0t e 8
NEMA and nationairesponse gearing up GECCin
monitoring mode and w il moveto coardination
Monday 13 atSam.
NCC decidesto actvate EOT on Monday given
weather predctions.
GECC staff on site preparing command centre and
monitoring focecass.

12.01pm
Acting mmm/mm Controier
to Nationai Coordination Certre Irtelligence
Function, providing MBCDEM Groug's inmak Action
Plan and Stuation Report inresporse 1o email at
11.06am.

i
|
’

MetService Wind Watch Issued
Strong Wind Watth
Vaixd 24 hours from 6 00 pm Monday to §.00 pm

Tuescay

sompm = 5]
Email NBAC Flood Forecaser to HBRC Duty
Managers, COEM GroupOffice and others. Passes
on updateto MetService forecasting. “ Met Servae —
model updotes show substoatial gredicted roin )
from Mondoy 22.00 to Tuesaoy 04.00, moving
from North to South”

SRARS

Bush

Consuttmg

-
-

6.53am

Acting GroupManager/Arernate Group Controlier

rece ves draft text for anEMA. Respondsthat he

will “prodatiy oniy send one if we o o a red

worning ond /or moke ¢ ceclorstion, which ! sl

think is umitkely”

10.12am
MetService Severe Weather Warning insued
Heaw RainWaming - Upgraded from Watchto
Qrange Warning
Vatid 24 hours from 10 00 sm Monday o 1000 am
Tuescay,
10.4%0m
HERC Flood Forecaster to HBAC Duty Managers.
COEM Group Office and others. First comprenersive
by-catchment y of the potentisl

effects of the event, asforecast. Concerms raisedre
Esk, Te Ngyue, Wapatik. Wapatki sreaforecas
has 32 mm/iy during the night, withtotal st all
stations arcund 200 mm. 4 or 5 hours of inmense
rain S nght will resuRt in 8 sharptise very early on
Tuesday. Peopie inthese areas should stay updated
for further forecams on Sunday and Monday

morning.

1L.16am
Email Netonal Coordination Centre Resporse
Manages to a8 egionaitesp

sgencies Forwaething MetService presentacon
_delivered at that morning's 9, 30am National Multi
Agency Briefing.

11.57am theoughout the afternoon

Four Facebook post from HBCDEM GroupPIM re

wep&em
NEMA's Get Ready wetsite with heeps of
information snd svailable in multiple languages.

s Tags eschofthes councils and the Multicultursl
Assoviation rawke's Bay Inc.

*  Work cut what supplies you might need and fing
outwhat to goifthere isnopower « finks 1o
SEUreaty QOTN relevart stes

+  COyclone Gabriefie Update which inciuded
information under the following hesdings.

*  Background ingluding link 1o metservice com
(tropial cycione activity)

*  FOrecsst Heawy ra nwaming omnge from noon
Man 13 Feb ~noon Tue 14 Feb, Strongwind
watch from 6pm Mon 13 Feb-6pm Tues 14 Feb

*  Possible impects

* Whattodo

» StormYips

9.5%m

Met Service says cegardiess of the storm's everntus|

track, there is avery high risk of extreme and smpactful

wenther over the upper North isiand e Saturdsy
night, spreading to south and central New Zealand by

Monday. it expects upto 400 miliimetres of rainto fall

in the regions, mastly on Mondsy.
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Sunday 12 February 2023

MetSecvics 3-Day Forscat Accunulsond Ralofall a3 o Sundey MetService Severe Wember W mches and Warnings Update issued
Fab 122033 S 32pm 12 Fabevary 2003

ingident management

¢ FENI sets up air dask
* FENI pradgepiowm staff to

Wairce.
"ﬂkm‘ﬁw-nc.ﬂmﬁnl Mep  MatSarsice Sevar Weasther Wit hes and Wikrings ised
#5931 5.0%m 12 Fetwumy 2023 10 Ofiem 12 Febiuary 2023
852am ;&&—”" hu:;:DCM Gr G
- oup Controlier

HERC Flood Foracaser 1o HEAC Incident Response Manager and Acting Group calis meeting for 10 30am
Manager/Aremate Group Cortrotier and another Alternate Group Controliar. wee E of districy leadership
Sendsout 8 short catchment-by-catchment updste of the potertialeffects of committes, Emergency
the event, asforecast, ‘ ServicesCoordnating
“Just o heods up that [f Met Senvice forecost stays as it is, this wiki be o g Committee, regonal
substantial svent, arriving eariler than previows predictions 3 controllers, CEs, Police, 5¢
Very briefly o5  storting point. . John, MSD, HBDHB,
Heowy rain starting Ipm Mondoy, continuing to noon Tuesdoy. 250- 300 mm 3 NEMA FENZ
in ronges, 100-150 mm on piging ;
Woiroe - Syr 10 10y of river mouth. Woy morg roin Up odove Wolgremoons E___ 8.59sm
~ Tramper safety, Tuhol notifications. Roin moinly in Western cotchment : Email Acting Group
Waipaties 10 Esk ~ +50 yeor roinfoii. Likevy require Esk Aoliday pork ¢ Manager/ARernate
evacuation. Check if anyone in Mukarere Girls Schoo! ; Growp Controfer reples
Heretoungo Ploins — substontiol surfoce ponding fikely alito 852 email.
Ngoruroro/Tutaeiun = Migh risk ot ploces like Mongoone/Rissington, / "My inéniaf intention
Ohowa/Shaniey rood, Morpeiakoho, and ony Smodl strecm with short time of ‘ is to keep Emergency
LONCEntrOnon Coorgingtion Centre
Waorst case for NG/TK up t0 50 yeor on Tuesaoy. Concern for Hohepo at river ! and Emergency
mouth. What advance time do they fieed for evocuation? ¢ Opecotions Centres at
UTT ~ 50 to 100 yeor in main rivers, including down to Red Sridge. St too - monitoring todoy
early to tell for Red Bridge. ) with an escalotion to
Southern Coast = na significont issves ’ coordinaring
Beoring in ming thot ne rain hos follen beve yet, dut it is raining 9 tomtorrow. "
Auckiand/Coromonge :

This could chonge sutstontiolly if Met Service titer their prediction.*
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9.00am
Phone cail. Acting Group Manager/ARernate Group
Controdler to #DC Locs! Controtier advising tkely
evacuations Ezk Valiey and Wapatikl Recommends

I
&

4
L
4
.
HOC activates EOC and IMT. ) 2 9.57am
] 4 HBCDEM Group Facebock post re grab bags,
Email HBRT incident Response Manager repliesall getting
10852 email
Cyclone Gatrietle Update which included
*Note that | hove possed on info re Hohepo to [Crf re @ b g h
consigeration o evacuate as they need o3 much 4 ¢ mmmw”m‘
ing &5 possitie. Aiso ider Wolpatoki motor 4 *  Forecas (Heswy rainwarning onange from noon
Comp - wos pocked yesterday 17" H Mon 13th Feb to noon Tue 14th Feb, Strong
’ Wind warning from SpmMon 13th Feb 1o
10.00am /
; 12pm Tue 14th Fetl)
Updeteonforecas from HBCDEM notingpossible . oy ¢ Possiisimpacts
impaces on Rissington and Waipat i HBCDEM Group %8 *  Whattodo
Controlier advises likely evocuations for Exskand 4 *  Storm Tips
Wanapatiki. Recommends HDC EOC actvation. 1 *  Linksto getready govt N2 and metservice com
y sites
Morning . *  Taggedall5Councis
Wairoa loral Controtier informs staff local EOC will *  Mapfrom MetService
L4
sctivate on Mondsy. +  "Oyclone Gatxielie get prepared Hawke's Bay™
s *  Grabbag coments and Hinksto NEMA's Get
1017am . @ Ready webste, Consumer N2 Guice
On call Controfler at HOC advises CE that the £0C and * Information and A0VCE 0 Snswer queres
about sandbags

IMT witi be stood up inthe aftamoon. Comroltier
graftsnotecn inent premeeting. Notesthe needto
SUPPONt Hasting's disTrict communities with
preparstions, esiableh communiations pian and
Support those with welfare needs by connecting to

*  Linksto rsdiostations incase of emergency.

ARTRVRRRRI NN

suppmmml P N Y Ll el s
10.23em _8
HERC Flood Forecast sends update 10 HBCDEM Group and all agencies P)
s
Woiroa intluding Waik - 6 to §hours of heavy rain from Nooa 5 10.30am
Monday. Loke ievel 10 ST0MT 10 rise wery eary Tuesoay. Genesis power shows Lake ot %—— GECC meeting.
B4% fuil. Wil likely be over 100% ioter Tuesdoy. Danger for trampers. Need to vacote ’ Notes thae 60
the ores e rampers have
p been evmoed
“Waoiroa River~ 5-to-10-year event at town. (ower terraces from Frosertown 10 neer ; trom Lake
roviway dridge moy be subject 1o inundotion ’ Wal
“Esk/Wolpotiki and other coastol aneas ~ sudstantiol roin Monooy to Tuesaay, so wet 2
on Wed/Thurs Consider vocoting Esk holiday pork ong ory other ot-risk areas. ’ Meeting: GECC
) ¢ staff 1o discuss
“Side streoms iikely 1o be flash flood prone - Ohowa/Shaniey 100a, Whorerangl, ¢ rostering
Margekaiaho, Mongoone/Rissington. Tukituls and Centrol Mowke's Say ~ substontiol g .
roin in ronges, up to 500 mem in totai, 350 mm in mavn 24-howr peniod from Monday ¢ staffingand
noon to Tuesday moon ; akcalation ot
“Ukely 10 couse >50-yeor river ievels. Consider observotions of erosion on Waipows ot s GECC activation
Wolker Roog Other areos likely siip, roog ciosures, riverbank erosion, oebris duiid up 4 stans
ot dridges " 4
r
HBRC Fiood Forecaster to MBCDEM Group Office, HBRC incident Responss Manager and ¢
others e
Sendsout » second comprehensive catchment-by-catchment update of the potential ;
effectsof the evert, asforecas. ’
;
L
QijPage
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11.30am
HBCDEM Group Controtier’s meeting & GECC.
Meeting notes record that roading resourcesand
equipment are postioned, a3dticnal generaton
have been secured o Drovide remote Actessto
water. ACTion oI NOted 1o advise Esk Motar Camp
that evacuation is recommended. Operational
readiness for {DCS to be sat up if needed Mesting
notes unmailabie

HOC EOC/IMT pre meeting. Confirms CE approves

formalcermre smndup, tasking for seif-avacuation,

records needto understand COC capacity, asks for
sitrepby Spm
3.30pm

Fuli HDC EOC/IMT briefing. Gabriele siower and

cioser 1o NZ than initally forecas. Expedting some

ficoding

*  NOMC/NEMA — nationalresponse is ramping up.

« HBCDEM GECC - in monitoring mode and will

. Mmove to coordination at 8.0Cam on 13/02.

*  RedMet service warning possibie with decison
his afterncon Group to manage evacuation
slertsifneed be

*  Update fromHBRC enginesr advises2S0-350mm
inrangesEsk and Waipatikl Monday to Tuesday
substartial ram. 300mme rain for Esk
headwaterswhich is highrisk. Eskoale Motor
Camp shouid De svacuated. Herstaungs Piains -
1ocaised ponding. Naguroro/Tutaekuri - sull
eariy days and urcertain.
RissngtonyMarackakaho - will be nighttime 50
preparation wiitbe needed on Monday morming.
Tukituki - st earfy but possible soues ot
Haumoans snd Red Bricge areas Totheck
arcundtides/swelis- big swell but not ahigh
tide.

*  Interest regarding 5andbiags - NOt & priorty at
HBCDEM Group. Kennedy Park on standby and
has somecapacity.

= Policepossibly standing IMT up & 3.00pm. CIMS
team sexup

+  FENZ advises USARteas alreacy depioyed
elomyhers with further deployment to
Wairoa/Nuhaks pianned. FENZ will nesd haods
upon CDCs,

*  NIDF must becoordinated by Group.
Operational schaduie will now require local
Statusreports by 5. 00pm and then tw ke daiy at
9.00sm and300pm.

*  Action points- Ergure Esk Motor Camp is advised
that evacustion recommended. Operationat
readinessfor COCs, f necessary. Tasking 1o
prepae styep and Acton plan based ondaE 1o
hand.

Bush |
Erbecrustional
Consydtang

1L.30pm
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11.35sm
Meeting. GECC staff to discussrostering
arrangements, staffing and escalationof GECC
BCUYaTON SAtUS.

12.00pm
Trree COEM Group Office staff depioyed for 7 days
in support of Aucidend COEM Group |Auckiand
Anniversyy eventireturn 1o the Mawke's Bay.

2A44pm
HECOEMG Facebook post with information on
sandbags.

3.00pm

HODC full IMT meeting at HOC officesbegins. Intly
w.‘ 'm

3.46pm
Voicemai HOC Locad Controtier to HBAC Incident

Response Manager to acvise they touched base with

the Esk Motor Camp and that they had compieted
their sef-evacuntion

4.10pm
Email Group Emengency Managemernt Advisor
{Ufelines and Recovery) 10 Lifetines Commatee.
Advisesthat GECC witi move to Coordination Mode
810800 Monday.

4.30pm
Mesating: GECC Incidert Maragement Team. No
recording svatisbie GroupControlier confirms his
intert sndobjectves, intent isto Coordinste the

HBCDEM Group response 1o impacts caused by Cycione

Gabritie Objectives ace;

*  Maintain situstionsl sw i enessand consoldsted

action planning (alignment),

+  EnableEOCsto axabish inorder to deliver
coordinated emergency management functions,
and

* - Keep the pubic Informad snd provide timedy
warmings.

4.30am

State of local emergency declared over the Northiond

Email HBRC incident Response Manager 1o GECC

inteligence, GroupController, HBRAC Executive

Leadership Team and HBAC Flood Forecaster

inctudesthe following | i of concerns.

*  Esk, TeNgarue snd Wapaticicatthments -
recommend evacuste motor camps on Bk

* Advice 1o Hohepa 1o comsider evacuston

L flooding 8 dAve Taradale,
working with Napier City Councit on solution.

¢ Coastalerosion and over Lopping 3 TeAwangs-
may wish t0 consider safety of thisares in
overtopping event

*  Resilience of Waker Road Tukinuss River to
extended flood conditions: determining faiire
SCENAIo MBPPING.
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5.27pm

"

Emait Operstions Manager Nations! COOranation  mee E 5.30pm

Centre to all COEM Group Duty Officers. Reguest for
information on activitiesto support Prime
Minisersmedia nmerviewsthe following morming.

6.19pm
Contact mapdewithcampste ownes again, corfrms
will evacuate guests in the marning of Monday 13th,
But will remain onste Accepts risks of this decision.

6.25pm
HOC Asset Manager aliocatesresources for Three
Waters andtransport for Monday mormning

1.07pm
HECDEM Group Facebock post repesting key
messages.
Group PIM responding via Facebook to community
questionsre sandDagging etc.

8.00pm
BOC Councliior and ieadership team briefing over
Teams Update on planning and stuation Key poins.
Hukatere Grris, Te Awangs and Clifton campgrounds,
earlyremoval of greenbins from Waimarama. Video
basedcommuniations message to be recorded

10.13pm snd 10:19pm
HBRC Flood Forecaster to HBLDEM Group Office,
HBRL Incioent Controtier ard others.
Sends out athird comprehensive carchment-by-
corchment update of the potentisl effecis of the
event, 3sforecast. A foliow up emall with additional
information i sent at 10:19pm
“Met Service mode! updotes show substontiol
pregicteg rain from Monday 2200 to Tuesouy
04.00, moving from North to Sowth. Moaps in
emoil show the forecast extent.
“Esk Flood Harerd - If roinfoll is consistent with
focecast, theme is likely 1o be ficoding semilor to
the gxtents shawn on the flood hazard maps o3
shown Houses on Shaw Rood moy de ot sk
Cowld de similor to March 2018
“River nses will likedy take ploce lote Monday ond
into Tuesday movming.  Ngoruroro River mouth
susceptible to inundonion with combined mver
Jlows and iorge swedls. Tukuld (including Lower)
and Centrol Howke's Boy ~ Scbstantial roin in
ronges, contistent ISmm/hr from Mondoy 2om
W ight, then . A sng to 30 mm/he
Sightly iess in the lower piins (Tikoking,
Ongoongo). Substemtiol torols Up 1o 500 mm in
totol, 350 mem in main 24-hour period from
Monday noon o Tuesaoy noon Likely to cowse
>50-yeor river ievels. Consicer observations of
ecosion on Wolpowa ot Woiker Road *
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Entornaticanal
Consultng

AANRAARRLAL AR m SCENR 43\ssn E\\\\-E E .\\\\\me\'\@ ST

I
K

ARENARAY

A

Al
RN, l#
{

Independent Roview nto HE CUEM Group s fesponso to Cyclone Gadriol'e

Contact made by HDC Operations Manager with
Walpatiki campsite owner. Not expecting to
evacuate. Confirmed not aware of heaith issues for
thOSEOn SIS DUt OVersaas Campers may require
BLCOMMOTATION SUPREOTT i the evert of evaxuation

i

Email HERC Incident Response Manager to GECC

intelligence Added Mangaone/Rissingtonto |is of
concernsto COEM andreiterated concenmns rased
earlier in5.11pm email

{

Briefirg to the HECDEM Joire Committes from Group

and Local Controtiers and Emergency Services

Coordinating Committee Agenda.

* Opening (COEM Group Char)

¢ Group Controtier Upoate (Acting Group
Manages/Anernate Group Corrralier)

¢ Questions and discussion

* Distussion onHBCDEM Groupirtentions for
mutusi Supporn for deciarstion decisions.

* Regional Leadership Group. MPs and iwi liaison

i

GECC IMT stands down for the night prior 1o moving
from ‘monitoring’ to ‘toordinating’ at 8am Monday.
Controtier's intent 510 provide 24-howr cover for at

feast Monday and Tueaday.

843pm
Email HERC incident Response Manager to GECC

Intefigance Confems original e of areasof concam

raised oy HERC.

10.34pm
GECE Controt function issuesHECDEM Group
SitRep2.

10.44pm
Group Controfier to Local Controliers. Forwards
the HERC Flood Forecaster’s updates from
10.13pm and 10.19 pm, whichwere not able 1o be
inciuded in SitRep 2
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MatService Javers Westher Watthes and Wermnings Updete MetSarcca Sevens Wasther Wazhas and Wrrmings Upame
issued 10 1Sam 13 Febrary 2023 issued 3. 1Sem 13 Feprvary 2023
ingident marneement

. 1B heaw ranand strong wind warnings and watches issied by Met Service acrossthe North isiand including
Auckiand Northand, Coromanded, Bay of Plerty, Glsborne and Hawhe's Bay.
. Many schools across the North istand are tiosed and some Alr N2 fightscancelied

607em ___ B 8.008m
HBCDEM Public infarmation Manager 1o Local r Group Controlier activates the GECC in "coord inasion”

Authority Public information M““ maode. HDC EOC/IMT meeting coverng key priorities.
“Oux prefereace is the advertiserent of. r Controtier brisfing to the GECC
COCs/evacution centres to be done iocally first .

{ie. on council Facebook poge). Prease notify,/tog i 22 "M impacts Mahr.. Frasertown/Woiros
HBCDEM andt then we will share to our channels. - River, Arapounu - Whininols, £sk cotchment
The reason for this is becouse not all councils Y possitiy argund 015003, roim bands on ranges
want {0 open ond publicise evoc centres ot the ’ orpund 400mm. Tukituki peok possily 0150hrs
same time.” ‘ from Red Bridge 0ng downstream, ecsterly swells,
9.00am o possibility of rurei/urbon fiash fiooding
HDC Theee Watars mesting 10 preparefor — 28 9.05em
ectivatonfwesthe rescres pic. SUcke ks <= HDC SitRep emaiied to GECC Inteland Lifeines-
POrtaioas and generators on standdy. Lomms 4 ; A
summary inciudes priority Sction preparing comms.
m;‘:‘;’::‘ "’"’::‘ off ":“’““ ’ for seit-evacuation at Cape Loas and Maraekakano,
E— Esk camphas self-evacuated to truck s1op, Waipstiki
Regional Pubix Services Lend mesting with the . beachcamp will e asked 1o svacuse thismorning
Group Controlier. Updates frony ‘ farge group of residents ¢ ocean beach will be
*  Group Controlier. Situation update ¢ encouraged to seif-evacuate
* Police Have stood upther intemal Civil p 9.0%m
Defenceframework snd sricture A ~—  State of local emergenicy declared over the Opotii
*  TeWhatuOra, Hesth system very full atthe Distrt.
moment . -
¢+ Regional Public Servize Commissioner Keen for v v
R:‘ﬂl”KMlmwb&fwm " Emaitfrom GECC PIM to GECC Inteiwith PiM Status
on IMT E - Reportfor Mondsy 13 Feb including using social
*  NITA Outiines beg sources of mformation for media & primary comms channel, phone Lrige berg
State Highway impacts - finakised, EMA may nesd to be issued i SOE deciared.

*  Ministry for Pacific Peoples Moblising owr
teams and doing caliouts 1 our Pasifiks people
in Tarawhit and Hawkes Bay

*  Ministry of Education Nodirective for schools
10 close, but principais and boards make
decisions at the jocal fevel

A\ — e
Swate of local emergency deciared over Tardwhini

Morming
CHBDC activanes EOC and setsuprosters

34 |
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‘ Mondey 13 February 2023
10.158m 10.30am
MetService Severe Westher Warning Updated Hesw —— @il GECC ESCC and Controliers Meeting, Discussiors
RainWarning ~Orange. Valid 24 howrs from 10.00 00' Tahaded
amMondayto 10.00 am Tuesday ) L
Strong Wind Warning - Orange. Valid. 18 hours froem « - Noted MetService areconsiderng moving 1o 8
6.00 pm Monday 1o 12.00 pm Tuesday &___ RED warning for Hawke's Say
11.00am Updatefrom 4BRC Flood Forecaster.

Miniqer for Emergency Management and National
Director of Civil Deferce Emergency Management

hold pressconference onthe natonal response.
1122am

EmaiifromHBRC Flood Forecaster to HB Emergency
{information) and HERC Incicent Response Marager
with maps and info about mpaemﬂ\mrm
(updates at 11.51 and agan at 12 35).

Group cmmwmmmmw
pro-forma andguidance for dedarations of statesof
local emergency.

Metservice Wave Warning for Cape Turnagain to

Mahanga issued Validfrom 12 00pm 13 Februaryto

200am 15 February. 12.12pm
Glengarry rainfaliorange siarm received in Hydrotel.

12.35pm
HBAC Flood Forecaster 1o MBRC Incident Response
Manager, Providesa mapigentifying 19 areas st
scrowsthe Hawkes Bay Region at risk from flooding.

) 1.00pm
Dexcision maxie 10 stand up nightshift E0C at Napler
CityCounciiwith Controlier, Weltare, Ops, andPIM
ing 2000-0800Nrs.
funning

At the request of the HECOEM Controfier, NEMA
Regrons! Emergency Managemernt Advisor depioyed
10 Hawke's Bay 10 Suppon response

EENZ and Foice deployunasto fioodriskarems during

afternoon and evening 10 door knock advising
Evaruations, inclusing three untsto Eskvalisy. Areas
covered by Police and FENZ ars highrisk coaal areas,
Esk, State Highway 5, Tangoio, Riirgton, Puketapu,
Ocean beach, Waimarama, Marsskako and freedom
ampingsites 3.00pm
" Deciaratonof state of locad emergency for
Whakatane Digrict. 3.150m
Met setvice Upgrades weather warning to Redfor
the period of 24 howrs from J0sm Monday untit
Tam Tuesday moring. 1t forecasts 250 1o 350men of
rain in theranges and the eastern hills southof
Napier, withpossbly upto 400mm inthe Rushine
Range No changeto predicted vo lumes from eadier
forecasts. 3.38pm
Declaration of state of local emergency for Waksto
Distrit, 3.3%m
Declaration of state of locsi emergency for Haurski
Districe.

Bush
", Interationa!
Consuiting

—&3
—@

CCNN

l
12000m ____ il

———

+  StiN1250-350mm of rain in the ranges, possbly
higher inthe Ruahines

*  Only 300-150 in the iowiands and urban areas

v KeyNooding riskisin inmermediate areas -~
Maraekakaho, Oksws, Mangaone, and Esk Esk is
& particulsr concern

*  Asignificant % metre ssorm surge possitie.
Midnight hightide, sweli and high river levels
may coincide Te Awanga anda{ltonmaost 3t
tigk.

*  Discussonsto cominue throughout the day,
including the Joint Commattee, onneed for &
declarstion of a state of ool emergency. GECC
Response Manager to provice EOCs withpro-
forma andguidance

“_an ‘lllg'll

-9

- AN

S

-
-

Facabock post with video from Hastngs kaumatus re
preparedness.

12 A8pm :
HBRC Flood Farecaster 1o HBCDEM Group Office,
MBRC incidert Response Maneger and others. Sends
out a fourthcomey B L-by-cachmert
update ofthe potertial effects of the evere, as
forecas
“SolT Crange heavy 1010 Worning and strong wing
warming, forecast. Expect 250 to 350 mem of roin in the
10023 and the egstern hills south of Napier, possidly
up 1o 400 mm in the Ruahine Range, oad 100 to 150
mm elsewhere Peok intensities of 10 to 20mm/h in
penergl, but 25 to 40 mmy/h obout the ronges This
evening ond overnight Monday. Foretast Eostto
southeas? winds is forecost 1o be severe ot times, with
gusts reaching 120 am/h in exposed ploces ™

1.24pm and 4.42pm
Facebook post from HBCOEM Group PIM with updated
weather snd forecast impacts. Which inchuded
mformuonummem headrgs
Background intluding lnk to metservice.com
+  Forecast (Heavy rainwaming orarge from 10am
Mon 13 Feb to Tam Tue 14 Feb, Strong Wind
warningfrom 6pm Mon 13 Febto 12pm Tue 14
Feb] Later in day updated to Red Heavy Rain
Warning from 108m Mon 13Febto Tam Tue 14 Fet
Possible impacts, What to do, Storm Tips
Links 1o getready §Ovt.n2 and metsenvice COm stes
Tagged ait5 Councis and Te Whatu Ora
Map from MetService
Road cloture messagesand link to NZTA webste
Civit Deferce Centreson standby snd preparedto
open  nesded

L
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M‘ISWM

4.00pm —
GECE IMTMeeting Ag E nancmoetcmronmmmmn

s l ‘ HBRC incigent Response Manager and others.
+  Group Controiler update, & %
« Situstion update inteltgence), . Met Service hove increcsed the rainfall
+  Planning update, ’ woming level for Howke's Bay from Qrange o0
*  Satetyupdate ¢ RED. This ingicotes 0 possidly more widespreod
*  Operations update (Lifelines and Emergency e extent of the rainfell. The rainfoll rotols remoin
w |‘! poate, : i

. elifare uj ’ "
o Cogiauick o ’ Rainfoll ond Worer ievel warning digrms have
- I et _ 4 been occuming in Northern Howkes Boy

updets. 5.00pm 4 (Roinfoli ot Fairnvew), Mongaooe ot Rissington

Regional controiiers meeting. Covers updatesfrom
HERC, Wairoa, Napier, HDC, CHBC and HBCDEM

(meon annui warer ieved), Esk ot Woipungo
(olert ievel, i ¢ 56l below meon onnuol water

|
b

Group. tever} *
Concernsre infastructure, public infarmation, 5.35pm

MANAgement Mmesaging, POWer CLtage. G g Waka Kotahi advisas GECC that SH2 isclosed st Devil's
Discusand possbie need for deciration of asute of 4 Eibow dueto asip, cutting off access 1o Waroa.

v

emergency. Decided no indications to say they could
NOTCOpe OF thae extra pawers wererequired “Too
eonty”.

Event would challenge ol rivers but shouid
manage 8smost food schemesdesigned for 1/50- or
1/100-yesr everts Dixussed possibiity of targeted
deciarations for Nigh-7isk Sress 1O SUPPOTT mandamory
evacuations but decdedthat any decison should
refiect aregionalrespords EMA not dizussed.
HDCEOC Sirepand Action Plan - support welfare
needs, defiver communications plan, Baisewith

Telemetty Alarm. Green Alarm [mean annusl

event) for the Mangaone River st Resingron
6.00pm

HDC Transport manager advisesroad closures. Napier
to Wairoa closad with ne detowr inplace Parks and
resenves being Cleared and acessrestricted Thiree
Waters montoring rainwater into wastewater system

and attending 10 events. SOMe pOwer OuUtages.
6.20pm

GECC Inteligence Marger's log notes
Councils siow in providing information

=

~

CDEM and affected communities. SUPpOrT aseet regarding COC focations.
teams. Walros running COCs thamsebes,

; y = Hastings using Zports centre on Raliway Rd
Meeting: GECC Controliers and ESCC Meeting. q ity 100, 3051,

Agenda:
HERC Flood Forecaster update

*  Napier setting up Pukemoimokl Marae
*  CHBhave Waipaws Municipal Theatre, 500

* - Councii Updates{HBRC, WOC, Nepier CC, MDC. persons
CHBOC) ¢ - None are publicisedcurrenty.
*  Emergency services update (St ilohn, Poike, Te 6.22pm

Whatu Ors; no representative from FENE)
*  The controbier sought the views of Local
Controllers onthe prospect of 8 proactive

HBCDEM Group Facebock post re roadclosures,
with Tink to NZTA information.

I |
L

deciaraton of 3 state of focyl emergency, nating E_ 6.209pm
that the preference of the Jornt Committee isa Emplishesween HBRC Hydro Team Lead and HBAC
fegionail approsch, None pushed for a declarstion ; Flood Warning Duty Otficer re Wakoa team Noting
:ﬂ?’:::.?;mmmmmunn $ SH2 Napier to Waikros road now closed and “aierms
mm& ond fost”.
Mastings DinrquMeummcom @ o——
Control and COEM (ntel - summyary inchides Hmsmuppagsnwvieuwmm
spreadshest of COC status, established Hagings Controlier of HBCOEM made earfier inthe afternocn.
Sponcmeaspmycocfotmmm 7.00pm
S5 E HDC opens a CDC andhas 30 beas City Ass
Emouhomhanwubwrmwcioc helpingto staff the HSC overngie.
Control; port cicsed to ail lang-based Operations in Seif-evacuate meaging has gone out. Shaw Road,
1mw~mmmmmn¢nm @ Esk Vatiey~ FENZ and Police have visted regarding
—— EVRCUBIONS.
mn-nmsmwmmwm Rissingtorn- tributariestising. Nodeciarstionto be
- Facebock message forwaroed from PIM to COEM made stthistime—any decsion on thisto bedata
weltare and intel , driven, )

96l Pag:s
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e

GECT PIM Functionto EOC PiM and Local Councli

Communixstions

C TThepr Jox publicising jon centres.
Ouyr preference is for the sovertisement of COCy/
evocuation centres to be Jone iocaily first fie on
council Focebook poges) - piease notify/ tog
MECOEM ang then we will shore to our chomnels.
The receon for This is becouse not ol councils
WOnt 10 open end pudiicise evoe centres ot the
some time.
[t/ when more ond more open we will collcte tis
info and continue shoring in £8 posts. 7.30pm

Orange warning upgraded to red dueto Lroader ares
of interge roin- submartial rainfalinranges
Advisesthar aregioralControlier meeting washeld -
3t 5.00pm andthat everything appears generally in
hand. Rivers expectedto get upto around 50-yesr
jeveis- particularly iInCHE and Heretaunga The
systemw il betested DUt should Nat overtop sicp
banks, 7.38pm
Deciaration of state of locsl emergency for Western
Bayof Plemy Dimriat

AR,

_&
r
s
£

TA6pm
Telemery Alarm. RedAlarm (1 20-year evert) for the -
Mangaone River at Rissington. ;
)
¢
7.50pm ’

Emaiito HDC and MBRC from enginees - Esk river is _8
of seriousconcern Esk st Waipunga &t 4. 67m at Tpm
risingfast, peak level in2018 was 7.16m.

HERC Flood Forecaster 1o Hasings EOC and GECC
*Exk at Woipungo is atd 67m ot 7pm, rising fost

Peok levei in 2018 wos 7 16m
rsim — (3
Y

SRAWARRRNY

Email HERC Flood Forecaaer 10 EOC and GECC
“Mongoone just passed red ievel, still nising very

levels ot Fietchers ang Burnt Enldge are rising in the
heogwaters

9 soom —/\
Declaraton of state of local emergency for Bay of
PrentyRagon B
2.33pm ¥

HBRC Flood Waming Duty Officer to HBRC Fiood ;3
Forecasters “Worer ieve/ updote Asar8 30 a lotof y
telemetry olorms hove gone off. _8
Red Alorm (1 20-year event) foc the Mongoone ~
Hiver, and $tili rising : 5
Ovonge Alorm (1.5-yeor event) for the Esk River ot ;
Waigunga Briage ?
Green giarms (Annual event) trending more centrol “ s
than northern now g
Waipows river rising but not at aiert levels, aithough ’

| 4

’

'

Buuh
Enternztiousal
Consutting

ANVANANOMRRRNAS Kh e

7.0%m

HBRC Fiood Warnings Duty Officer to HBRC Fiood
Modeiler. “Esk @ Woipungo Bricge on o steep rise
and will probodly reoch orange olarm in next hour ™
7.30pm
Briefing by HBCDEM Group Controfier to CEs and
Mayors. Meetng includes iocal MPs, partner

agences including Police, MoE, Xainga.ora, Te Puni

Kokirs, HEDHS, Ocanga Tamar ki

Notes. Redepioy assets if posgbile and
operationaise plan, consider who we wili needto
evacuse andwheretotakethem

Lifelines - there wil be power outages.
Reminder that evacuation centres are for sheter -
NOT NECess iy 10 have beds availabie
Reportsof low fusiavaiiability. Port closed -

including to @ ship that was dueto defiver fuel - but

there shouid il be encugh supply
Loca! Coneroliens to decide around using marae in
adaiion 10 ary CDCs already planned.

Hastings Mayor - concerns sround coastalares (Te

Awsnga/Haumoans) Wants socal medis
MESSAQING OUL 10 Them g iventhe heightened
Toncerm.

CHEB Mayor - red warning hepful as heps wan
decisions around sef-svacumion Wake: Road
identified as sres of concenm.

Napier Mayor acdvises il t handwith planning in
Napier.

Discusson around triggers for deciaration of state

of emergency. GroupControlier advises T sbestto

avoid any declration at night if possbie Should
only be used f addtional powers ire needed to
force evacustion of inthe event of amajor failure
of assets.

HDC IMT meeting covering key priorities, suppor
10 commun ity and stafing.

8.01pm
Telemetry Alarm. Orangs Alarm (1 S-year event)
for the Esk River at Waipunge Brige.

Briefing mesting for slectad members and

leadersipteams Areasof concernreman Esk and

Rissingronwith potentisito exceed 2018 ficod
levels
Meeting Mayor Hagings, MO counciliors, Rural
Board, CE and scvisors.

Around Spm
GECC IMT reverts 1o a skeleton crew for the night.
Groyp Controlier hands over to ancther ARernate,
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9.15pm
Ministry of Education to Group Controlier, forwarding 3
notification from the Acting Principai Mukivere Girls’
College Students have beentransferredto
Pukemokmoki Marse
~A short time 0go ! receved o phone call fram [our
Moste! Mancger]. who hod been wisited by Palice ang
Civil Defence. As o precoutionary measure, an
evacustion of the hostel has begun

HEAC Flood Forecaster to Haxings EOC and GECC,
“Mangoone ot Rissington now obout 50-year ieve™
“Current ievel 9.14m and aely 10 continue o rise

§

& e Aaaaat

HOC Controiler & Response Manager attena GECC for
& briefing with emergency services GECC Group
Controlier stays on site.

HOC Controller advisesre concernregarding Esk and
Rissngton FENZ deployingunitsto check. Controfier
advises themthat Hagings Sports Certre is primary
COC but if not safieto travel they are to call Growp
who will srempt to assis.

Note Bay View Hafl {King James) availabie if needed in
Napier srea.

HOCEOC/IMT moved from Warren Strest to the
GECC Office buliding in Hagings.

Information recehed that Rissington approaching
2018 leveis FENZ ol tesn tasked to check area
informaton from Darky Spur Road - Police advise
two trapped Incar between sips andthey are
attempting to assist Possitie N2OF sssezarce
{Unimog} needed o,

Phone call. Esk Vaiey Motor Campto HOC Local
Controlier. Owner acdvisesthat river about to goover
10p of banks and he s evacusting He is 1ag oneout
ofthe site

11.00pm
HDC Controlier requeas Police Clear Swamp Road
and check Hukarere College {confirmedcien).
All contact with Wairoa Digtrict Counc Il EOC is fosz -
attempesto reestablghc WCations
unsuccestul.
[OTE1M ATANT DOWEr AN COM MAUNKATIONS Outages
commence aross region
All contact with Waircs Dirict Council EOCis 1o -
TEMPLS IO reestabish CommunCRions
unsucceshi
intermittent power and COMMUNCETIONS OLtages
COMmmMEnce across region,

HOC Controlier asked FENZ 10 door knock inEsk
recommending people saif-evacuste.

Bush
Intornaticmsl
Conguiting

i
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11.300m

Monday 13 Febeuary 2023

9.00pm
S persons present at evacuation centre
Pukemokimoki Marse (Napier] - evacusted by FENZ

-4 (nated inControtier updme &.15am).
‘ MetService Severe Westher Warning Updete
e Heawy Rain Warring - Remains Red
4 Valid 14 hours from 9.00 pm Monday to 11.00am
’ Tuesday

“*Forecast Expect a further 200 1o 300 mm of roin in
the ranges south of the Napier to Taupo Rood ond
obout the eastern hilis south of Napier, and 80to 130
mm eisewhere. These roinfoll amounts are on top of
whot hat olready folien. Peak intensities of 10 to 20
mm/hin generol, But 25 to 40 mm/h obout the ronges
tonipht ond eorly Tuesdoy maring Note, further
s showers expected during Tuesdoy, some cowd be
% reaw”
-
Phone zall. HDC LocaiControtier to Napier CC Local
7 Controtier. No sues srd Napeer 0C has asseed with
Shaw Rosd evacuation in the Exk Valley.
10.21pm
FENZ Group Manager 1o FENZ Locad Controd Certre,
Tasking of Esk Vatiey se¥ evacustion, “There 1 risk of
the Esk River rising quickly and occupants/home
owners within the fiood zone are oavice 10 self
evocuote. Muksere Giri Coliege a3 self evacuated
{confirmed by Police}. Comp ground oiso Seif
evacuoted (Comp mancger is on 5ite ong would like
contoct). Show R need'to confirm house in this Rd
have aii Seif evocuoted Assess oll properties within
the Fiood zone shown inthe Mop. Aovice Esk River is

CL O EN

EJ—

ot risk of rising ropidly ond.
1. Seif Evocuotion is recommended; 2. Evocuote to
Ovil Defence centre Puk imowi Marge Riverpend
R

10.32pm

Emait GroupControlier replies alito $:42pm emal
from HBRC Flood Forecaer regarding the levelof
the Mangacne River 3t Rssngton “Thandks. just
tolked to FENZ/Police/HOC stoff to ciarify if anybody
hos checked on peopie out there, If not they wiil tosk
someone to do that ™~

FENZ assers e taskedto check thislocation.

Telemetry Alerm. RedAlerm (1.20-yeur event) for

the Esk River at Waipunga Brioge.
11.04pm
—— HEBRCFlood Forecazter to Central Hawke's Bay EOC
Oy *The 00 0N the Wolp 13 loching rother
inous, (f o the fo roln e(s]". “The

i

Jorecast woter level for Woipowa ot the town with
this rainfolf & soll around the SO peor lever.
Waipawn ot the town is still iow and just starting to
rise Il continue to monitor through the night and
updote if the neat oform fevels ore reoched.”

S e
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1.30pm e 57

HBRC Flood Forecaster to HBCDEM Group Office,
HERC Incidern Resporse Manager and athens.
Sendsouwt 8 fifth comprehensive Catchment-ty-
tachment update of the potentii effects ofthe @_

event. asforeas.
FERT " — 8
FENZ Group Manager to FENZ Locsi Control Cantre.
Tasking of assemment 10 CONfrm river levels and
advize homeowners withthe low-ying river plan &
prepare Tas: inciudes.
1. AssessRiver Levels and 1iood potential 2t bricge 8 s

Taane

AR

2. Self-Evatumero frienas or family
3. Evacuateto local community centre
4 Evacyateto Ol DefenceCertre
2 Pukemokimoki Mame, Riverbend Ad, Napier
b Hastings Sports Centre, Railway Rd, Hastngs
5. [Specified soorestey

"

7.27am 14 February 2003

Critical falure ofHBRC's telematry System caused by
a power {3andback up power) failre atthe
Kaxhuranaki telecommunications repester ste This
resuited in dam beng unabée to be transmitted from
rainfall and water ieve! mon Roring sites inthe
southern Hawke's Bay catchments The extent of
the missing information was net evident urtsl £
approximatedy 4 am System reboctswere 4
attempted but not suctessiul. From : o :

Throughout the day calisfor rescue and assisance &
¥ia 111, 105 and COEM channats are overicaded sad :
duplicated. PolCe cOmMUNCAtions centre iogs 300 1
jotis (not visibie to GECC). Surt i desaving/Coast §
Guard/locsl jet bost club activated to aisst. .

100am . [
Wairoa River iseves itschannel. =

e |

FENZ sdvises reponts of surface fiooding around i
Tongoio. Unit going Out 10 investigate. PIMsare B.—.
monitoring socisimedia for any reevant chatter
Bround coasal weas, et

Monday 13 February 2023

11.37pm
FENZ Local Control Centre to FENZ GroupManager.

Confirming that crews have underaicen the Esk Valiey
sef-evacuntiontasking. “Crews hove touched dose with

[Owner] from compground *

“Show Rood 2 cors ot {odaress]. No onswer [ the 0oor
after numerous attempts $0 con't confirm if vocoted or

ot 1 person next 10 [odress] is seif-evocunting now.
Rest of Show road looks to be evacvared. Wil ypdate
more when crews retum,”

11.50pm
FENZ Group Manager to GECC Inteligence Function
and HOCEOC inmetigence Funcrion, Fawarding
11.37pm email from FENZ Loca! Command Centre:
Confirmation that FENZ crews have cortacted £3
Valiey campground and hawe scioned a sef-
SVBCUSToN tasking at Sraw Rosd, Esk Valley.

Tuesdoy 14 February 2023

Ingident manapsment

An outage of the MetService rain radar st Mahia
occurred for anumber of hours duringthe night. Data
wascoliected, but not availible inresitime Collecting
data but not sending ol daa 1o Welington Problem
unresoived for some howurs. Created faise readings.
Glengarry recewed nearly S30mm, and Pukecrapa
receiving over S00mm of rain. Napeer Alrport recorded
203.8 mm and Hastings recorded 1438 mm.

Wind gusts wererecorded up t0 90 km/hwzh exposed
Stations neesr the coast reaching higher such asCape
Kidnappers (131 km/h)

00.50am
GECC Update withNCC. 57 at Pukemokimoki Mare -
torsl capacity 120 Mukarere Giris there sndcoping
OK atthe momene. Treessarting1o come downand
the 0dd power outage - Similar 10 Mastings.
By early moming Repesters arefalling 1o meaaure
river gauges 2/3 of repeaters we lost.

1.24am

HBR( Flood Forecaster to WOC LocalControtier, and

GECC
"The Hongaroa River ot Donerailie Park just hit its
50 yeor level  This is about 1.5 m higher than
Moarch 24, 2022 Ruohitun is just below the 20
year level, and (s still below the Morch 24 evei by
1.7 m, bt 15 stlil rising. Marumary is sbove S yeor
ond rising. Power just went 0ut ot my house, 50
Hmited ineel *
Note Communications to Wairos have been iost
by this time, emadi was unikely receved by the
WOC Local Controfier at thistime.
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1.50am approx.
Phone calls. GroupControtier receneas call fromthe
Police DCC and then foliow up with SAR coordinator.
Car stuck up Glargarry road between 2 trees on
active sip.
Group Controlier calisNZDF to deploy Unimogto
BayViewFire Sation1o assim Police/FENZ wiah
Glengary Rd task. To muster st Soy View st 245am.

st — 53]

HBRC Fiood Forecaster to Mastings EOC and GECC.
“Mongoone is still rising. Rt’s about 0.6 m obove the
2018 ‘evel, ond stili more roin to orrive * Chart
inciuded in emaiishows the ievel has exceededthe
1.50-year everg ievel,

1.58am

FENZ aovises that reports coming inthat upto 1«
1.5m of water at SH5, Eskdale and that there may be
peopie stifl in Shaw Road that need evacuation
People incar/ven on Glengarry Road stck between
falientrees and vehicle starting 1o “floee”,

HBCDEM Group Controlier coordinating with Police
and FENZ and has requested Unimog asssance.
Forward Opeating Base being set up at Bay View
Fire Station and unatsw i respond from there for
both jobs.

Asked f FENZ are comfortable they canrespond
WIhowt the 3ddtonal powers that a declwation
wouldgive FENZ teleGECC Controier additional
powers are not neaded at thispoint.

=k
o

A

2.11am,
HBAC Flood Forecaster responds 1o NBRC Flood
Warning Duty Officer’s 2. 10am email* Wil do the
worning  Power went out of my pioce fora wivle, but
i3 back on now. 2.250m v
HERC Ficod Forecaster 1o Magings EOC and GECC
“Probobtly best 10 consider any house in Esk Valley

moy be ot risk.
Bridge over Tutaeluri River @ Puketapucolispses
and weh-T water fevel recorders Al recorderson
Tutaekuririver have been damaged
Around 230am

NCC incigant Cortrolier beging hewring ‘rumaurs’ of
‘ceopieonthearoof coming from st inthefied.

2.33am
Phone calt #DC LocaiControkier cals [NCC - T8C} ang
advises oftheir intert 1o recommend 8 decia stion of
& state of local emergency.

—X

2.36am
Phone cail. HDC LocaiControtier ca s Mayor of
Hastings andrecommends deciamtion of a tate of
local emergency Agreed Message et 1o this effect
with Mastings CE

\\\\s\\m VARAARS -

Bush
Frtoontlons!
Consuiting

ATAFARARARVRRANR AN LA m. ARTRNNY

Tuesday 14 February 2023

1.55am
Update fromHDC Three Watersteam. Tekahiks

e Stream outsice i1s Danks on St HilisLane 2 Havelack
North, Teamon theway. Passed onto FENZ butthey
have other pricrity Jobs.
Three Waters team still have controi/able to manage
the S1orm witer NEtwork Lo cope withcurrent flows
but large-scaie power cutage in Mahora affecting
operations if stormwater overtiows from network
the Watersteam still Delieve they have cortrol as
the 11000 water NOTFOINE O SPIIover Into privae
property as it stands,
Detention dams in Haveiock North are now hoking
water, Indcating that the hitls above Havelock North

are verywet.
2.10am

HBRC Flocd Forecaster to Hastings EOC and GECC.
“This will likeiy be the highest ever measured on £st™
ong igentifying some poditional houses that moy be of
risk 10 flooding, further to earlier forecasts Intiudes
chorts ingicating thot the Esk River ot Walpungo Srioge
is expected 10 exceed 0 1. 50-yeor event.”

Note. Grouplontrolier immediately requesed FENZ ©
evacuste the adational houses ot risk idertified
focation

HBRC Flooa Warning Duey Officer to HBRC Fiood
Forecaser “Bornt Bridge just olarmed at Oronge and
Folgers Fietchers stili rising 50 It will continue 10 rise 50
peraps warn Waipawo people >

2.248am 1o 4.00am

HBRC Flood Forecaster natices parts of thetelemnetry

network is down and begins Caling hydrology team to

assi.
Approximately 2.30am

Meeting. GroupControdler, HDC Local Controdler,

EmergencyServices

*  Theentire Esk Valley now at risk {2.25am emall
from HBRC Flood Forecaster)

*  Rescueandresponsesoptons wre limted Option
of people sheltering in place during darkness
they haven't got to high ground already. Limit
movemert through Moodwater. Severity known,
scale and extent unknown.

*  EMA deemedunikelto geneste sneffect s this
stage for peopie yiready floosed and cnroofs.
Could create undue paric and movement thvough
fioodwaters increasing sk Decmionto findout
MOfe BV STUBON ON the ground before
sending EMA,

*  Allagreetha a deciation of a tate of iccai
emergency is now warranted, given the
widespramd nature of the event andthe nesdfor a
Significant resporse.

Nl ¥
ABD { ¥ ag

Independent Roview nto B COEM Group s Response ta Dyclone Gadriole

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 101

Item 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

2.45am approx. N B
Phone call Group Controtier 1o NEMA REMA. Woken
and skedto sttend GECC eartier than ireerdedto -
advise ontachnical aspects of dedaraions of ates *
of local emergency, 300sm s
Report of 10 people at Esk Schoot FENZ responding =
May need transpon from fire station 10 Marae E o
{organimed for FENZ vans from Taradale 1o Support). ¢

Between 2.45am and 3.200m _8

waranted.
4.05am

Hastings Controtier ghves NEMA copy of dedaration. 8
matiscopyto NCC for s gring PiMstryingto $
coordinate public messaging re deciyanion, but E_
scme have O power andremateconnection St

John 8o advised HOC Controlier makes calis 1o
Hastings CE and newt shilt controfler. Advisedto

come in 4310m  —e
State of locst emengency Seclared over Napier City.

RepoanEP!Mx&omooa::r T~ Q}

-

1
.

A
@_
1

messope coming theough. In system ot 0508,
messoge sent shortly after U] PR
Chaic of HBCDEM Group deciares a focal state of
emergency for the HBLDEM Group area )

520w
FENZ reports it has logged 19 stommre isted
incidents InHawke s Bay between 3-damaione

AR R AN

Bush
Enternational
Consyitng

Tuesdoy 14 February 2023

2.4%m
HOC Local Corerolier calisPolice Lommand Centre
and advises that Hastings Mayor interxis to deciae s
stateof oo emergency.

3.04am
HBR( Fiood Farecaster to CHBOC EOC Inteffigence
and Local Congrotier.
“It fooks ke the roinfall totols in the Upper
Tukitukl/Waipowa/Makororo ore iess thon

REMA woken and sent 10 Group E0CC 1o advise on 7 predicted There (s stilf some rain 1o arrive in those
technical aspects of deciarations of Iocal emergency. ; cotchments, dut unilkely to be a3 bod os first
3.25am precicted. Woter evels ot Burnt Bridge are ot 5 year
MetService Severe Weather Warning Update —— .... levei, with Woipows ot the town still oround mean
Heavy RainWarning - Remairs Red Vald, 8 hours = annwal. | ran the model with saditione! rainfail, and
from 3.0Com Tue 14 Feb to 11 00am Tue 14 Feb 4 the ievels on the Woipows remained beiow the 20
Serong Wind Warning - Remains Orange Vaid 9 H yoor levels. Bosed on this, I would suggest the risk of
hours from 3. 00am Tue 14 Febro 12 00pm Tue 14 ¢ inundotion oround Woipowa town from high river
feb 3.80-3.55sm Jevels is iow. There may stili be ponding from plisigl
— fiooding.”
HOC Controller goesto the Mayor's addressin H
Havelock North (ating siow drie gven the " Note. This email wassent before scale of the
conditions - wates and trees across the road). HOC g telemetry outage wasknown by HBRC staft sothe
Controiier oS phaine confeact Darwass ¢ resdings relied upon for this anaksis do not refisct
Hastings Mayor, Napier Mayor, locw NEMA s the actuairainfait since 12. 30am, whichwe now
Coordinator 10 apprase the mayars o the s tustion know wis subssantist
25 1t Stands. In agreement that state of emergercy — 40%am

State of lowl emergency deciared over the Magtings
Districr.

4.20am

FENZ Group Manager to Hastings £OC inteligence
Funcrion and ECC Inteiigence Function. Confirming
that (00! Drigade hasadvised that ali residents of
idertified at-risk properties in REsington have se-
SVECUMEILO 8 house on higher ground Folliows on
from 11 40pm FENZ tasking above.

4.48am
Phone cafl GroupControlier to Joint Committee
Chalir recommanding deciaration of 8 stae of ool
emergency for whole of Hawke's Bay COEM Group

Emergency Mobile alert (EMA) ertered into
EMAP system

5.1%m
Emergency Moblie Alert (EMA) sern
*There is serious flooding in the ESK VALLEY from the
ESX RIVER wiich is soill rising. LEAVE NOW [f you are
i 0 iow-lying ares neor the 5K Riverin Boy View.”
EMAR system indicates that the EMA was
successtully sert 10 only 22 devices

widespresd dred cannct access SHS duets “woll of E—
water”.

4.55%m ‘ ) area
Group Controlier's log book notes. “Deécisontoprep ‘} 5.08am
and send EMA for Esk Valiey o recommendotion by 0 i
Emergency Services. Deioy in outhentication

ARliPage
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GECC ¢

Tuesday 14 February 2023
5.32am

MT briefing

Group Controlier advises that a stae of emergency has been deciwed for the region.
Reports of Warca River Nooding.

Napier City Council advises that Three Waters are starting 10 134 tollets at
Pukemokimoki Marae have failed sono lorger an option and 3-4 familes have been
moved to Kennady Park. Pumps stations have falled and more flooding 1lely.
Stlohns aovises Mameny! and Tamatea extensive flooding with an ambutance in the
water. Multiple catis in Napier. Vehicles sccessd iyt and will need Unimog aessance
Potice advise that reszues o Esk and surrounding area main priority Police SAR, NZOF
and FENZ unabie to get to everyone Peopie onroofs on SH2/SHS

FENZ advizethat they are satting upcommand certre 3t Bay View Fire Station Polce
SAR will bethere with Coastguard and Surf Lifesaving NI, Al svaiiable SAR statfbeing
calied in Nilrescue until dayight hours for safety of staft. FENE havecrews onthe
ground inWaroa bue unciesr on SEUation because of communiations issues. Definte

b

increase ncaikright scross district.
¢ PuketapuandEsk bricge falures.

«  Concern for Esk water supply and Haveiock North detention dams

CETELLEEEPTIELRTPELL IR IIESE

signed, bridgesiost, Whirinaki Esk Drinking water
Supply has 1ot power, need for Portaloos, need &
000N SUPPOIT 1O EMBTZency Sevices ¢

im0

HDC Three Waters advisesconfident Havelock North
detention dams are performing as they should, but
this srhefirst timethey've beentested o these
lavels

Mangamu Retention Dam haspotentialto overfiow,
#and the Three Waters téam may not be ableto
regulate spilway 10 Mangarcs Stream which may
exacerbate fiooding in the area

They advise EOC 1o warm residerts downstream,
Whirinaki/Esk drinking supply. Lost 1/2 volume on
both, Indicatesmains.
faiire/inarument failure and possibie lossof waner
supply

6.37am

HBRC Incident Response Manager 1o GECC
Inteigence

“Just to ocwise we are removing part of the stop

boni between Toipo stream and fagoon farm to

droin Toroaaie. This will fiood logoon farm ~ NCC

now.”
NOTE. This tasking wascanceiled before being
undertaken, 7.15am --.csza
HERC Incident Manager 1o MBRC Flood Forecaster.
"Ngararoro/Tusoekurl 510p dank overtopping doth

LR LSS L XN

v
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5.57am )
Messages from NCC and HDC mayors are releeed,
noting that a ste of local emergency have been
deciared Advise of Egk vasiey flooding, Rimsington
SVaTUBKIONS aNnd POWEr OUTAEes BOross d ey it
Peopie urged 1o stay off roads and conserve water,
83 wastewater faciliDes sre 8t CapacRy.

6.30am

Walohkinex maraebeng evacuated. Napier ({10
possiby a2 HDC

6.37am
HBRC Flood Forecaser to Cerntrai Mawke's BayEOC.
“We've hog major reiemetry failure some time in the
night Our reodings on the Wolpows need 10 bt
checked Do you hove onyone who has recently
ariven over the Woipows ong Tukituks Rivers ong are
they abie 10 recoll how Ngh the river wos (st
approximate, i 2. seversi metres beiow the Jeck, or
very close 1o the deck). if not, 00 you have someone
who couid hove 0 quick ook ond report back?
“There iz oiso mayor flooaing in Esk and Puketopy

6Alam
HBRC incident Response Manager to GECC
Inteligance "Tutsekri River running at 1.100 level.
“Teiemetry river QouQes not working <manuoiy
checking level ™

7.29am
HBRC Flood Forecaster to HBRAC Incident Response
Manager

D= e garuroro River) ot Fernmitis suiirising tow

tiae has passed, this is @ mafor issue ™
. 30am

sides ot Mission PS [Mission Pumpstation, on the 4 7
lonawarg side of Tuioekur! River stopbonk at Awototo, . MetSenvice Severe Weather Warning Update
Justupstrecm of rollway bridge] * oy Heavy RainWarning - Remains Red

ALY

Bush |
Interr@bicesal
ConmaAling

Valid 4 hoursfrom 7.00 am 10 11.00 am Tuescay

Strong Wind Warning - Remains Orange
Vaiid 5 hours from 7,00 am to 12.00 pm Tyesday

it
-ij
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Stote of nationai emergency deciared over the

" Northiand, Auckiand, Waikato, Bay of Plenty,
Tatrawhitl and Hawhe's Say COEM Group Areas. This
superseces state of oGl emergency declared over
the Hawke's Bay Civil Deferce GroupAres.

Note The Nationai Coordination Centre {NCCI now
becomes known asthe Nationad Crisis Management
Centre (NOMC).

BASam™

Meeting. GECCIMT

Situstion escalsted overnight from about Sam

CMC iz considering recommending & state of nationsl
emergency be declared [Note thisocturred st
B43am)

Active resouss happening |ed by polce, supported by 1
NZDF Unimog. Say View, Esk vatiey sres of concern,
Tarsdsleright now overfiowing - ok town side May
sacrifice 8 stopbank 1o protect Tardsie [Note this od
not ocow ] FENZ have been inundated since 3am
limited seach andrescue capacity.

ECC are still building the inteligence pictre re
evacustions. Muntiple Districts ave niow being advised
10 evacuste~- Taradale, Nopier, Omahu, Rustan iwha,
Wairoa

EMA Deing sent now (note mobie network ssues

2 major issues noved,

Havelock Nofth - water retantion dams full, never
been to this level before Planning in everz of failre
Tukitui River still rising. HBRC modeling the rainfail
Mobiie networks are down across the wider region
111 network istongrom sed due 1o mobile oLrages.
111 catis are beirg tringed - for e« imboa i firs
and criticsl infragructure second.
Hospital at capacity, Rafing issues and some water
ingressinmowards. Dire stuation

Activating Maraesto support Weltare MSD centres
here areciosed dueto power aiwes CO payments
have been activated.

A request for N2OF support sent 10 NCMC (Unimog
NG Aviation assets}

GECC staffing concerns, COEM Staff members homes
flooded and cars One personwith COVID
Controliers IMT
“Police updote from IMT. Sam priority was Esidale
Pon Poc rescue. Oamory Rd oiso ¢ nisk o5 peopie on
roofs. Weiohiki second sofe forword poine. Putorino
peopie tropped in house. Neighbours helping with
rescue. NZOF chopper on route ond Unimog
“Rood ciosures ~ just to pubilc or o150 emerpency
seraces?

evocuotions. CHE set up two weifare centres ond
currently RO major infrostructure issues

. FENZ upaate from IMT COEM Meeting. “Inundoted ot
Jom. Limited seovch and rescue. Alr support requested
Assist police ot Eskooie. Pink for Eskdole, Putoring ond
Dertmoor. Muitipie woiting dispotch. (ooking for more
ossers.” )

Bush
Dredes raaticned
Tonsuitang

Tuesday 14 February 2023
7.3%m
T s @ 8.00am
(aNSPOW e TEPONts total ks of power to Hawke's i oty vy

, 8.29%am
(’ 3 HECOEM Group PIM announces that Eskriver isin
. fiood and pecpie are beng assiged.
8.43am
Ale New Zeatndreport to the GECTthat they have
a5t communications 1o Nagler Arport andrequest
BSSEBNKe regarding STatus.

$.08am
HOC Lifelines meeting. Agvised Napier DHS
generstor isdown.
Active rescues ocourming inthe region Police lead
agency for resoues ECC stiibuibing the fust
intelligence picture. Regioncut off and bridges
cown. Wates retention dams full sbove Haveiock,
never baento this iave! before Planning nevers of
13ilure and dowrstream effects Riversup crossthe
region, may sacrifice s10p bank 10 protect Taradaie.
Mobile networks are down Currently 3cross the
wider region. Triaging 113 caiswih el For e«
Himb calisfirst and critical infragructure second.
Some MSD centres weretemporarily closed dueso
power failures. MSD contact centres operating. CO
paymerts have been activated 111 networkis
compromised due to mobile outages.
Health~ Hosptal 3t Capacity, sTaffing lssues and
some water ingress into wards, Dire situstion,
Activating marsesto support Welfare

AR RELR TR LR R W @ RN RRNRRRNL Y x”\) @

State of ool emergency purpontedly Jeclwred over
the Waios District. Dueto communicstons
outages, officials were unaware thae COEM Group
and national deciy ations had 3 iready octurred.

_ S.10am
WakaKotate a0vises agoingt 3% non-emential trave!
in the upper North istand.

\\s\\\‘b

AR

1"
HERC Incident Response Manager 1o Group
Controtier “Oveértopping now occarming opposite €T -
recommend evac.”

ARHARARLRNRR VLR RN RN
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—dad

9.30am
NCMC Multi-Agency Sriefing (online) stténded by
Group Controlier. National priorty 1o commit N2OF
35362510 effect active rescues, then suppornt for
CoCs.

Group Controfier update.

Extensive heavy rain and flooding

Muitiple road closures and ridges either 105t of
unsafeto use

Multiple areasare now beng sdvisedto
evacuste~Taradale and Napier, Omabhu. Bay
View and Esk Valley is 3 particutar areac?
concem. There iscurrently no accessto Wairca.
Multipie sctive rescuss &re underwey,
Stopbanks are either overtopping or at rigk of
breaching on the Tutaekuri and Ngarwrororivers
Power outages

No cell comms, which neads to be sorted ASAP
Telemetry systems are providing fimited fiow
dats

Request for NZDF support sent 1o NCMC
(Unimog and Aviation assets). Intelligence is
beirg riaged at the moment, but we need eyes
in the sky, Have RAT Unimog inthe region, being

usedby Police Upto 50 x RSE workers require
evacuation from locsipicking plar.

10.15am
Group Controtier meets HDC Controfier. Rursl areas

e the man concerm and top pricrty is
establishment of (OCs gventhe likely number of
evacuees Wili needto have PIM support. Major
issue around no redipbie communications and & is
aifficu 10 make outbound calls.

HOC controlier tasks {MT 1o establsh COC at HOC
faciiities Also incking at atemative rursi COC
locations in casethey arenesded AdvisastharTe
ArangaMarae 535503 likety COC.

10.16am

HBCOEM Group PIM aovises "Residents of Terodalie
ond those on the south side of the Tutowkuri River to

evocuste onc go 1o Righer ground immediately
Fiood protection systems of the Tutoekun Riverare
Jfotling to contain woter. Get to higher groung
immedtotely. " Emergency mobiie aien issued.

1W057am

MetService Severe Weather Warning Update
Heawy ReinWarning no longer in force
Strong Wing Warning noionger inforce

priorives, inchuding bridge integrity.

1L12am

Vodafone advises 30 cedi sites inthe central North
isiand are down.

11.008m
HOC controtier tasks assets to Continueworking on

AN SN
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9.45m

HOC Transportation team advises extensie list of
brioge androad closures Waste coliection has
been cancelied Accessbie parks andreserves
being checked

9.3%m

Group Controlier responasto HBAC Incident
Resporse Marager's 9. 29m emal “Unoerway”

9.40am

Artempt 10 send EMA ordering evacuation of
Taradale and south of Tutaekur | River. Use of
HMBCOEM login faiis | suthenticator delayed). Police
and FENZ authorisedto send EMA on behaif of the
GECC. FENZ advise that they cannat send dueto
COMMUNICARIONS OUtag &

9.55am

Policecome back to the GECC withmore queries
on the EMA and decision is made 10 pass to REMA

and get NEMA to xtion REMA gets message
through 1o the NEMA Montoring, Alerting and
Reporting Certre

10.12am
Group Conoier 1o HBRC incident Response

Manager “Ger one of your eagineers o the Napier

Fire Stotion to get eyes in the oir ASAP.*

B
§

Emergency MobdeAlert (EMA) sent.

*Resigents of Tarodaie ond those on the south side

of the Tutoekur River to evacuate ond go to
Migher gr ely. Fiood protecti
systems of the Tutoekuri River ove failing to
contoin woter Get to higher ground
immediately.”

Note: EMAP system indicates that the EMA was
successully sent to only 95 devices

Emergency Mobiie Atert (EMA) sere

E — 103%m
“Howke's Boy Civil Defence Emergency

Inde pendent Koview nto HE (CDEM Group § Aesponse to Cyclone Gabriolie

Menogement Groug oovise residents of Terodole,
Jersoistown gnd Meanee residing souwth and eost
of Anderson Pork 1o evocuote. This aiso opgiles t2
residents on the south bank near Waiohiil ong

Omony. Fiood pratection systems on the Tutoekimt
river are foiiing to contain woters. Ga immediately

10 your megrest hill gng take grobd dogs and
animals. Sociol Media (Focebook) is the primary
source of information due to COMMS OUTDgES
Pleose move now”

" Note: EMAP system indicates that the EMA was
successully sent to only 165 devices

g P age
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11.24am

FENI reportsthat
“Muitiple peopie on SHS in Howie's Bay are
tropped in vehicles ond in houses, and peapie ore
trogped awoiting rescue in Puketapy. There are
olso many houses fiooded in Eskdole ond
Whirinaid which con 't be reached by rood as the
bridge oroess is washed out *
“Helicoprers oren's currently able to rescue
peopie tropped on (0Ofs Jue 10 the High wings.
This &5 o0 ongoing Situation, ond we ore
monitoring it closely .

FENI Mawke's Bay district manager reportsthat,
“in the last 12 hours, Fire and Emergency has
logped 366 storm-reicted incidents in the
Howke 's Boy, including rescues... multiple
peogie on SHS were tragped in vehicies ond in
houses and have been rescued People are still
ropped owaiting rescue in Puketopu
“There pre 0iso many houses ficoded in Eskdale
ong Whiringki which con't be reached by rood
his stoge :
“At 7_19am, Fire ona Emergency wos colied 1o o
landsiige ot 0 home in Putoning, Mowke's 8oy
One person has been reporred os trapped ond
Fire and Emergency kas been unabdle 16
determine the status of this person
“Locel brigades have been unadie 10 OCcess the
praperty 10 corry out ¢ rescue. fire ond
Emergency hos cepioyed o locol Urbon Search
ond Rescue (USAR) team with eguipment by
helicopter
“Fire and Emergency personnel gre currently
0ssessing how widesaread the domoge 5. It is
uncleor yet how many houses have been
offectec This is on ongoing SIIUCTION, and we are
monitoring it clasefy. )

“Fire ang Emergency wrges peapie to anly colf
111 when iife ond safety are ot risk to enswre
propie who urpently need heip can get thvough .
0 Our communications centre.*

Sush
Intorngstbional
Consulnng
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Three Waters advisesthat Hasing' s detertion dams.
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12.03pm
HOC IMT notes state that the weather haswell-exteeded

@ —— forecams andHawke's Bay s sgnificanty impacted.
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“On Tuesdoy ing the focus 1 ined on weifare
with octive ond , foll by the
protection of critical assets.

Omohu ond Torodole residents deing evocuoted (Leve!
of the Tutaehuri River and Ngoruroro River
Overtopping Stopbanks).

Hawie's Boy Regionol Council engineers ore
comstontly Gssessing river levels in reiotion (o oreas
POgEr EYOCUOTION ROTICE

Evocuations ond rescues ore continging in £xk Voliey
(Rissington and Woiohikl were previously evacuoted).
Flooding riskin Wolpowo hos triggered evocuation.
Aivother suburbs — residents may choose to seif-
evocuate {f they feel unsofe.

if possible. evacvees should stay with fomily ang
friends.

if thot is.not possible there are evacuation centres.
Hastings Sports Centre is open now ond Fiaamere
Community Centre in Hastings from Ipm,
Woimaramea School, St Joseph's Méor! Girls ' Coliege,
Naopier; Tometeo intermediate, Nopier, Centrofines
Stockum ond Woipaws Municipol Theatre,
Parongahow Hail, Tikokino Community Hall, in Central
Howke's Boy More ore being set up 03 neeced.
Some communities have opened halls, schools and
maroe.

Defence Force pssets are on their woy to Howse's Boy
and octive rescues ore underway *
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1242pm
HERC Incigent Response Manager 1o GECC
inteligence Funcuion ana Group Controlier
*Stoff have inspectedthe Toragole stopbonk
between briages ong hove assessed that the main
stopbonk is sound )
We hove confirmed that the water levef is droping
We have found that the stopbonk mm:mum

Group Cntrolier 1o MayorsChar and (Esof Hawke's

Baycouncils ) —
“Apoiogies that this is iote, we have been inundated
with whar | wili simpily describe o5 an ungrecedented
regional scafe event. This will be the iargest inident
thot regions has [sic] experienced in many yeors ond
the impocts ore ikely 10 be ongoing end severe on

Our communities, :
, 5 ebutments 1o the SHS0 (Waiohiki] dridge on doth
communicotions,
We have iimired no refiobie mobiie right ona true left.
coveroge.

This leok is flooding through Torodole as per the
scenaric mop. The team is sand banking the
oDUtMEnts Ond will moke o further ossessment as to
regoras safety
AL this time we are not in G position to istue on ait
cheorong the evoc notice showld stoy in pioce
&t will be ot feost severol houry 10 undertake this
work”

_ 12.45pm approx.
Repons fromOmanuvitiageto GECC for
vulnerabie persons requiring assisted evacustion.

1248pm
MetService reieases an update ADOUT the weathey

There is @ widespreod pOwer Outoge with indkcations
Aot it wili be Ogys or weeks before this is resolved
There ore mullipie roads closed and or bridges iost.
Woiroa is effectively isoiated.

Police are monpging multipie ochive rescue situations
being mancged by FENZ and Police. This is the
priority and focus, 1o Support situdtions where Iife is
ot risk.

Staff are actively trioging intelligence thot is coming
into ¢S 50 ThGT W Cam respand o the highest nisk
ond highest priority situctions

We hove FENZ and HBRC staff in the 0ir [0 ossess
criticol flood infrasteucture and peopie ot risk.

..““Q..“...\-\-.\.““n..n“...“..

We drdered an evocuotion of parts of Nagier due 10 @ —  wormings “Nopier Airport hoa its second wettest
imminent theeet of the s202 bonk overtopging ot ) day on record with 175mm of rain in the 24 hours to
Waiohiki. HBRC staff are assessing the condition of 4 Som this morming That's more than three times the
the stop baniks and we might be cbie to ofiow people s Fetruary overage.*
10 return home s00n. 2 1.00pm
The Ngarurord Is over topping ot Omany ond | IMT meeting GECC. ~ Notes inchude.
crdered the evocuation of thar community. # Z :

inteiligence chasing information, NEMA to
We are working hord now 1o stond up as many COC's check Woka Kotom, chosing councils
0% wet Con ond 1o monage fogistics around food and regaraing water, Weifare COC iists required,
chothing. fegig informationcoming in. Weifore teom
Foel suppiies are deing monoged 1o ensure thot we

on AUETMDErs o5 Don't

o 3 : fight everyone busy

have ¢ fuii picture of community needs.
Maroe 10 coys setup. Coli centre seTting up.
Evocustions 1o Kt Jonns for meckcol patients.

NZOF are sending stoff ond vehicles and the sirforce
NHS0 is either on scene or will be $hortiy I SUppoOrt
rescue efforts, We pion 1o use this to do o wider

“Approximately 120 peopie ot Waiohk)
survey of the region 1o work out whot we don t " ore food/dlentets et
Anow, 03 there ore many ports of our region that we mmm g

CONMOT COMMUAICOTE WILR NOY GOCESS.

We are supplying as much information g5 we con vig
the PIM teqm DR are seriously hampered by o lock
of communicotions. We ore suppiying the mecio as
much 05 we can as we con. Pleose )

Liz Lomberr is ausisting me in the GECC tocoy and 1.17%m

£dan will toke over ogain tomight. fan McDonoid will State of National Emergency dedared for Tamrus
ais0 hopefuily be Back in the region efther today of i district.

Tomomow.

£ will try to keep you updoted o5 dest ! can as th
conginves 10 unfold, but it comtinues to be aynomic.*

“Phone ond internet cover ore limited ond
impocting communications from and to EOCs
ongd GECC. Further bridge ond 1008 tlosures
Some oreps gre without water.”

e S s e

7
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Walrosupdateto GECC via FENL Partial stop bank
breach, 10-15% of thetown inundated. Need food,
water, generators, next 7 ays. Approximately
4,000 peaple intown, 8.000 people indistrict. 1x
registered hefcopter undertaking rescuss SH2 @
Mohakabridge sgone No cortact with Tal or
Ruatiuri, somecontact from Nuhska, Rosds 1o the
north notasbad

4.35pm

Police have set up a Major Operations Centre (MOC)
a1 Police Naticnal Headquarters i response 1o
Oycione Gabrielle Provides logistical, resource and
COMMUNKATION SUPPON for 8l diricts under
emergency managemen
Police announce thee ancnine form has been set up
for peopie 1o register the names of family or friends
uncontactable in storm-affected areas.

“Cycione Gobrielle has severely impocted

Slectnicity supply and communications in pares of

the North isiond, perticuiarly Tairowhiti gnd

Howke's Bay "

612pm ____

RBRC Counciliors update emaded fromacting Chief
Executive - more detadied Stfepw il be providedto
Joint Committee Mayors/Chair at their meeting at
7.30pm tonight. States inpart.

“A Iorof roin ang high wings hove combined to
LOUSE fivers L0 rise Bng, (n SoMme COSLS, OVertop their
banks. This has hoppensad on Tutoekur! River ot

T ing some fiooding, Severs! dridges
severely domog iuding Puketopu, Brooifieics,
$H50 ot Weiohild. SH5 10 Toupo ond SH2 1o Woiroo
closed by flooding s0 Napier effectively cut off ot this
time*

5.30pm
Mayoral (mayors Napeer snd Hastings) briefingwith
Unison and Transpower,

7.00pm
HOC Action Pian - Supporting welfare nesds deiiver
comms, beg in planning for recovery, reesablsh
commun ications.

Bush
Interngtional
Consuitang
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2.57pm
MetService Severe Wenther Warning issued
Heaw RainWarning - Orange Vaid 13 hoursfom
1.00 pm Tuesday to 2.00 am Wednesday

3A42m
EmaiifromMBAC Incident Response Manager to
inteigence (GECC), GroupControiler and Napier
CityCouncil EOC staff.
“Urgent messape for ier, Tornoole bonk
hos deen inspected ond is safe.
Peopie com return 10 the evocudtion orea The water
fevel has subsided significantiy and will continue to
iower overmight”

§

GECC IMT meeting.

*  Widespread damage many bridgesgone
inciuging some new onesinCHEB, HOC have iost
12 bridges.

*  Rivers fabing

+ Focus onrescues safety of Jife many helos,
boat rescues todey

+  GECC and EOC commun ications problems
continue.

*  Additionsibridge androad ciosures Unimog
using SH2 Bricge-depth of water at Links Re
roundaboi. Our staff are using Unimog service
10 gethome etc.

* 30 pump stations inthe HOC wastewater
Systemarecompromised dueto lack of power
or overfiows.

s Moving 1o weltare and cleanup

« Water suppiies sre mited- Napier, Otane,
Waipawa, Wapukumu

* . Wastecoliections cancefied Parks snd public
SpAcesThat are accemitie e bangchecked

¢ Wastewater generaiy not openational

*  Law angOrder patrols in Napier/ Hazings
wonight

«  Continuetocopy inNCC [NCME] 1o intel, IMT
meetingnotes

07 iv
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T0%m G HBRC incident Response Manages to GECC
PIM notesthe Wairos River hasburst ks banks, inteligence, Napier CC Controlier, some MBRC staff
inundating 10-15 pertent of the town “This is @ heads up to aiiow for prep pending final

*“With no power or phones, the ondy
COMMUMNCaRIon is wo soteilite phone. There is
very limited sipplies of food ond woter with no
arinking woter supply due to the flooding..
“The Mohoko Brioge on SH2 has been
domaged, cutting off Wairoa from the south.
With T - Gisd y impacted by
1he cycione the roods noath is aiso impassobie,
“In central Howke's Soy, the Woipowe ond
Tultuis Rivers hove topped their banks andt
there is o high probobiiity of the stop bank
foiling with continved roinfosl
*The town woter supgiy hos foiled due to
fioootng and the communizy gre refying on their
emergency suppiies ..
I Hastings and Napier, sround 16,000 peopie
are without power, and, becouse there is o
sencus Transgower gnig issoe... it couid be days
or weeks bafore power is returned 10 oll
customers.
“The Ngoruroro River overtopped its bonis,
resuiting in the evocuation of Omana. Eorlier in
the oay Tarodole and ports of Meconee were
evocuated given the jeve! of the Tutoekun
River, however that olert wos Lfted ot 4pm and
resigents were oavised they ¢could return home.
“A number of Bridges remoin impassadie,
inciuging Femhilt Briage (Omahy), Vicarage
Rood {(Puketopu), Woromid (Toradole) ong
Brooifieigs Brioge (Meeonee) ang the Esk
8nidge north of the SHZ Intersection with SHS.”
8.00pm

HDC Action Plan Supportng welfare needs,
supporting HDC asset teams, MaNtain Qurent state
of Louncii stes, providing aSSIRaANCE 10 VIKUSES,
eariy-sIage recovery.

HBCOEM Group advisesa Crecautionany Svaruanon
of Haumoana and & Sreet inNapier dueto high
tides and swels 2.07pm

HBCOEM Group waming about resdents of Tardale
repeated vis Emergency mobiie shert.

“Hawie's Bay Cwit Defence oovise residents of
Terodaie & those residents on the south side of the
Tutoekuri River t6 evocuote to higher ground
immediately. £lpog protection systems on the
Tutoekuri river are failing to contoin water. Go
immediately ond toke grod Bogs ond animols and
get to high ground asap. For further information
refer to Civil Defence or local radio stations.

EMA was stopped inthe EMA Portal by the GECC.

Hush

" Inborngticnsal

Compunting
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pavice from our engineering monoger. (re
inundotion of Te Awa area - possidie evacyation)
We have been maintaining wotch on the stop dank
Breoch neor Awotoro which has flooded Awatoto
today ond progressively bullt up- We repaired the
stopbonk of The golf course and tiNs is now over
1opping and woter in migrating north towory the
C1085 COUntry drain, The Lr05s country droin Dos Two
PUMPS Dperating and field crews on the ground that
1 wont hoid hos the woter moves ocross. HBRCis
refueiiing the StoTion which is rumning iow on fuel
Our understonading is that inundation of from the
river has stopped. And 0 this is migrotion of
-extsting flood woter. Field staff ore concerns with
fiooging in the the Aws areo ond cre recommending
on evocuate if you con and dlod 111 inemergency.
Stargly for further information. *

7.30pm

Meeting. GroupTontrolier beiefing (via MS Tears)
the HBCOEM Group Joit Committee and counch
Chief Execitives.

745pm

Police advise welfare functional lead of deceased
person ot Sayview.

7.45pm

Napier Ciry Council Corgrofier to GroupControiler.
“URGENT Support required to 2vocucte Awetot
1 Torgeted Houses thot neegd evocuating Awatoto
Mouse numbers that need immediote
evocuation 210 through to 274
2 Wider evocugtion will be hhely
Friends and fomily in the first instonce, if urgent
plegse go to the Pukemokimoii Mooe
4 Resourves required.
2 Support to evocuate e g door knocking
& Emergency text message
¢. Unimog support to evocvate”

-

— 8.04pm

E o

LRARLRA R

indepondent Review into HB COEM Group s fesnonse to Cyclone Gadriolie

Emergency Mobile Alert (EMA] sere (an inadvertent
repeat of EMA sent at 10 3%am)L

“Mowte's Boy Owii Defence Emergency Management
Group oovise residents of Tarodole, Jervoistown and
Meeanee resicing south of Ancerson Pork 1o evacuote
o Mph ground - This 650 opplies fo residents on the
protection systems on the Tutoekun river ore failing to
contain woters. Go immedictely 1o your nearest hili
and take grot Dogs ond animals. Social Medlo
{Focebook} is the primary souece of information due 1o
comms outoges. Please move now”

EMA wa's stoooed inthe EMA Portal by the GECC

AR08 i Pags
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821pm
Emergency Mobile Alert (EMA) sere. “CORRECTION
Howie 's Bay Ow Defence evocuation oavisory for
Targoale and the Tutackun River was oeigyed in
senging aue 1o cell phone tower outoges If you
hove nat cireody evorueted. you do not need 10 do
58 If you Aove olready evacuated piegse don't
retum untl you ore odvised it is safe”

8.47pm
Response from GECC Controfier 1o Napier EOC
Controlier's 7 45pm emall re Urgent support
needed inunastion of Te Aws ares - evacustion
" We escoicted] to Police who indicote they have no
obility to ossist of this stage uniess there is
immedizte thraot to life they howe no capocity 1o
respond this SituGnion ond people shousd seif-
evocunte on foot to the nearest COC
if {ife is ot risk thea peopie should cali 111.
Unfortunatedy, we hove no Sopacity of this end 1o
send GECC staff ot thys stoge.
1 have askea Folice 1o tosk o Unimog to the area (f
ovoilobie 1o assist. Thot areo is too smoll for on
EMA, the network coveroge would be for wider
{ebout 0 Sim radius around @ cell tower) and wouwd
g people vily 50 we go aowse on
this method at this Time. if you have the copacity to
send stoff door to door that is what we would
odvise”

MetService Severe Weather Waming Update
Heaw RainWaming - Remains Orange Vald. §
howurs from € 00 pm Tuescay to 2 00 am Wednesday

Police snnouncethat a person has been found dead
on the shore in Bay View, Nopler.

3.00am
HDCEOC briefing notes tasking and objectives,
Inciuting nead 1o gain urdestanding on ongoing
welfareneeds

§
|
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|
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HBCDEM Group PIM Facebook posts update. power
Out, advice on evacusting. Stay off roads, bridges
damaged, no Napier 10 Hagings access Water
update

Connection with Wairos and updste from the tesm
there

Evacuationrequest TeAwa estate

Linksto CDEM website for Civil Defence Evacuation
Centres

UpdatefromFENZ

Roading update

No severs westher watches Or warnings in pixe

Bush |
. Eeburristional
Congultang

aswanwr |1

11.55pm

Policerepors a woman in Putorino hasdied after 3

bank colaped ontoher home.
“Podice wsited the property following & missing
persen’s report ong undertook rescue efforts but
were unsuccessfiv.
Anncunce that Watro is compietely isoioted
following the impact of Cyclone Gobrielle
overnight, with ¢ Joss of lifelines to Napier ana
1o0ds,
“Evocuations hove token place in Ruotoniwha,
Woihirere ang Ormong Rd eorfier in the doy  Those
Dreas ore now oecessibie but are covered in sitt,
Tokiwa is isoloved by warer ”
“Woiroo only has ane doy's worth of food, and
enough drinking woter for two days. We hove
made o request to NEMA for enough food ond
water to supply the a¥strict for seven doys, " the
Controlier soid.
The aistrict hod deen inundated ond aithouph
ieveis ore receding there is o iot of silt and forestry
sigsh, which will iegve the community with a
“lengeny” clean ug.
“In Nastings ong Nogier, the couse of power
outopes has been linked to the flooding of the
Redciyffe substation cousing the Trorspower
metwork [o 9o down. Unison reported outoges for
60,000 customers across Hastings, Hoveiock North,
- Nogiey, north slong eost coost 10 Tinire ond south
to Woimdroma. it is expected 1o toks some time
before power is fully restored Goross the region.
“A number of the region’s ceil towers ore being
operated on baitery supply Sliowing some network
coveroge although this is stili intermittent. Modile
communicotions ore stiil out in Woiroo with
response reams relying on rodho and FENZ

cating vio satellite phomes.

“A number of brigges remain impassobie ond there
15 5tifl no oroess between Nostings ond Nopier.™

Med:aBrieting for Mayor of Hagings.

@& sam

5SS SN

Independent Aoview nto HB CLEM Group § Response to Oyclone Gadriole

MetService Severe Weather Warning Update
Heaw Ran Waming no jonger in force.

1091 Page

Item 6 Report on the independent review of the HB CDEM Group’s response to Cyclone Gabrielle

Page 110

Item 6

Attachment 2



HB CDEM Group response to Cyclone Gabrielle - Bush report

Attachment 2

Wednesday 15 February 2023

8.00am -
GECC Morning briefing notes. Walros
communications report water pump required.
FENZ and Police continue rescues in Esk Valley.
“State highwoy 2 ot Takapou is blocked.
“Coostal route (SH 2 between Hostings ond
MNapier} opens oniy to gency service vehich
- roil bridge hos washed out ond concerns the
rood bridge moy be damoged
“Unk 8d is flooding under oround 1.5m of water
(expressway closed between Hostings ond
Napier).
“3 persons missing, 2x confirmed deaths.
“Evocuations in Te Awo and Wailohiki
“Process for missing persons and reconciliotion
is online system (7). Power storting to come back
on
“Woirog and Nopier are isolated. Wairoa has
some power but no rooding.
“Nopser has no power, no rooding, ond need
food moving to Nopier”.
Lifelines meeting. Power is now the key ssve.
Unison odvises thot the Redelyffe substotion is
badly damoged ond connot occess the plant
Prigrities are ogreed for emergency power
supply.
Transport odvises thot the prionties are to gain
understonding of damage and occessibility
constroints on the rural network, clecr urbon
roods and assess regionol routes ond bridges
Three boiley bridges ore requested from NITA.
Water supply is being supported by diese!
generotors. Stll some oreos without water”

Li10em
E0C NCC meeting on teams. priornties are intel for
situstionsiawereness, COCs, welfre, rostersfor
STAINg Limaations areno power nd most
communkaticnchannes down.

Coneiilzing

S

T T T A

MetService Foreaast Oclone Track Mapaa st 7.27am 4%

Fabryary 2023
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GECC issues imelgerce updete inciudes

*  River levelsarecontinuing to fall acrossthe
bosrd withthe folowing petterns.

¢ Narthern sites have dropped 5 to 6m from their
peaks and are now flowing new 1o an annual
flood evert ievels

*  CentralandSowthern sites have dropped 2 10
3m belowther pesks but are il flowing ot up
10 80 orange 1.5y level

* Flooding Updatesinciudedthe fotiowing active
evacustions

¢ Wairoa Esk Valiey/Whirinaki, Te
Awa/Brockfieids/ Awatoto, Pukemokimoki
Marze/Maumosns, Wapows- Wslkier Road,
Porangatsy, Dartmoor/Puketitin,
Walohk/Omahu

_ 945am

NEMA REMA fliest0 Wairca with NZDF and meets
with Mayor and(E.

LG 4
LAG
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‘

saensl |
HOC Controller briefing IMT. Updates for
aliCiMs functions

RN

8.00pm
HOC Action Plan Ongoing wettare needs,
SUPPONt St teame, respondto CDC service
requests marean schedule of food &
resource detveriesto isolited communities.
Notes sports park standoy for

acommodanon S11pm

From (HBDC EOC to MBRC incident Response
Manager Highlghtingthe excalating risk of

the Waipowa River dvertingandmaking &5 ™ B
way Jown the oid river bad /Papanu| ea. ’
“Flogging @ risk thot’s rising for us, we have
been alerted thot due to the Waipowa river
breoching and the fiow now diverted down
into the Papand thot the woter continues 10
flow past Eisthorpe road {This is under water),
and we have lost Tod Rood brioge, the flow is
now past Otane ana is gffecting those around
Orumpeel Rood, who ore concemed (f the
woter ievel continues 1o rise they moy be
Sflooded ond so may SN2 past Drumpeei”™
“We ore in contoct with the resigents, and
they ore seif manoging evecuotion if
needed”

CANSLAS AR NSRS

ATAATAREARALL LA AL EARAEL AT RCRNES

e
HDC Controlier briefing to MT. Objective
noted ascomprehansive reporting.
COMMUN KOG plans.

MatService Savers Weather Watth (ued 7 Sem
Fabruary 05

- Entocvationsl
wongidteng

Wednesday 15 Februory 2023

10.30am
ﬁ'— GECC E5CC meeting notes.

“More flooding experienced south of Napier, Some coatoct with
Wairoa

“Wolohiki evocuating

“Pukemolimold moroe evocuating to Kings force church (?) opprox
400 people

"Hastings sports centre aiso open

“lssues with comms network (cel towers, spavk, vodofone)
“Regrono! counail report Tutoekun breoch, near Te Awo, working 10
reinstote the stop bonk, sMoll one of the poif course.
“Nopier moin issue is Te Awp orea. Food, diesel, petrol needed,
70,000 papulation, query ore national ievel doing stuff
“Centenniol everts centre online os COC. 500 pax, War Memonpi
centre moy also be octivoted

“Source of woter ot Links Rd? not cetermined yet
“Diesel ong petrol stocks being tronsferred (Nopler?).

“CHB priority is 3x towns no woser for 2 doys, flow of taniered
woter end portaloos, is clunky but is working 3 CDCY, but
Walpuiurow deing stood down. Waipawa nver broke in 3 pioces,
around 185 Aouses impocted, rapid Jssessment is Aappening now.
“Police focussing on Moraenw, Te Awo ossisting with extroctions
from flood offected houses,

“Wolohili - Unimog there ond evacustion ongoing, ongoing comms
issues

“Resp g 10 ruvel es. heilicopter rescues are being
controfied by RCC. Missing person system/mechamisa is 105
number. Direct intel re. Pinmal ong Moroenui thot evoc's are
needed ASAP due to cross-country droin issues

St John olso struggling with comms.

“FENZ assisting with rescues and evocuations. USAR deployed in
£k ong Omgronul, undertoking Ropid Domoge Assessments
"Wider intelligence coming in, but information flow 5 @ stropgle,
still in rescue ond evacuation moge, Concerns re. fuel ond iogistics
Troffic itsues foccess ond movement control). NZDF basing
themselves out of Hastings Podce station, setting up loter toooy
ongd another 10 x Unimog's expected ™

Thursday 16 February 2023

Fabrusry 2022

11x
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HOC IMT meeting including updatesfrom sil
functions. Tomacana showgrounds have been
requistioned under COEM Act a5 the primary

AISLIoN D 10 IMPaCTed CoMmmMuUNties
705 m

Newstalk 2B radio interview wth Group Cortrodier

Sam
TodayFM radic inteniew with Group Controier

Sam

GECC IMT notes. ﬁ
anmm«mmm
or iond. Cnticel infrastructure. food stuflfs hove
aovized will be oble 1o support Woirog from the
north Pianning underway for ropid building
assessments. HOC ond NCE, links into FENZ Ops
coprginating ropid refief 1o Wairoo. Bring
Suppiles together first THEN depioy outwords.
HB showgrounds identified os the hud.'
“Pofice. missing peogie, there are iists ot welfore
centres, assisting the ropid refief system,
undertoking régssurance potrols. FENZ Poiice
oand USAR are checking homes by sector {using
aistrict sectors ) quick first sweeg, then 56-50
more people rescued from Swampg Rood
“Moving isoioted pecpie 10 sofety now., hoving
issues with welfore requests
“Air support being run theaugh NEMA RCC
Frionity One rescues con be orponised through
the FENZ LCC. NZDF. 100 ot the port, [Cwl
undertaking rOuTE recon GNG trEmsponT

7 W E’:‘ PR S S S L S SR

helicopter work Sndcommunty requess.
H- s
GECC IMT Meeting.
SN e

wirehouse packnge. either is dispotched by oir G

B~
I

s
GECC Rural Welfare meetrg. Discussed

Thursday 16 February 2023

m-—-H P

GECC and EOC meeting updatesce power, phone
‘and Internet coverage remain imited. Vodafone and
2degrees 2ill down, Spark intermittent. Updates on
WANSPOrt network, Theee waters and wage
management.

HDC Action plan Welfare neads, safety of staff,
Publi information, consider Songer term recovery,

Mediabrieting with Group Controier, Chair of the
COEM joint Committes, Mastings Mayor, Napier
Mayoe and Emergency Services | eads

:

HBRC Incident Response Manager 1o CHBOC Locai
Controtier and GECC Inteligence Function, “We hove
had eyes on the ground and understond the itsue
Good inte/ from delicopter fiight. CHBOC- madilising
AR t0 SN2 NBRC mobilising resources to Walker Rd
oren. Reviewing modeliing scenario for further intei:
possibie escolotion af odditional ares based on
timing 10 stem inflow

Wako Kotohi ovalicbie for mochinery Support
Understong USAR ete evacunting *

10.30am

Regional leaders’ meeting for CEs, Chairs, CEs,
Police. FENZ, W8 GECC Controfier

Rural Radio nterview with Group Controtier

12pm

Radio New Zealand midday repart with Group
Controlier

priorities =

13000t links to Napier, and power to Nopler.

Tronspower oovise 2-3 doys, but up 1o 2 weeks. Reaciyffe grid exit point hod shouider high
warter theough it; progress is being mode to dypass this *

“Waka Kotohi working on the expresswoy

“Fuei STotions being used 10 MOENtove critice! services only.

~ Media conference onticipoted tomomow marming.

“Police still in response moce. FENZ prionitiés ore wide 0red assessments, rapid damoge
assessments, ond buviting assessments (24hes/&8hrs/720rs)

“Nopier weifare numbers presently. 350/700 Ce ioi MHoll, Waor Memorial on stondby,
K Joseph’s 400 pox. Boyview 40-50 or the pub.

“CHE welfore numbers 45p0n Walpawo with @ bodl woter notice in pioce. Ctane and
Woipuwturoy ove under woter restrictions. C atout Porengo!

“Hasting's welfore numbers 350 pax ot Sports centre. mer?).mwmmm

e R O e s

12iPage
Bush
Entoyysytiomal
Consuliing
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Further GECC updates Aeriai reconnaissance
plamned for transport network. Signdficant portion of
rural NEtwork yet to be inspected due to Siips and
destroyedbridges. Three Waters ident ified rural
areaswthwater supply problems. Watewater
running ongenerators. Public speces clean up

needs gssessment for wiger aistnict.”

HOC Action Plan Undersanding wettare neads,
ensure ssfety of staff, stechecks, focus onlonger
term recovery, inform putic where to atean oritesl
fac-based information

Gam
Updates onelectr ity supply and priorities Mobile
and internat service providers report siow
Iimprovement bt chalienges inrural aress,
Transpor repans urban roads are mostly free
fiowing, but there i extersive damage to the rural
network. Cleaing SHS 1o open for critesisenvices,

Sam
GECC Controtiers hancOver NOTes Sxpressway Now
cpensto Pakowhal road, buiding nepectors n
Havelock North
HOC Action plan. Information, wellsre, busnes
continuity of Councl, waste, bullding inspactions

12pm
HDC Mayor, counciliors and CE updae

130pm
Lifelines meeting with further updates.

3.00pm
Teams meeting Regional CEs and Controfiers Mayr
Hastings doesFacebook uptate for social meda

T

S.05pm
HERC Incident Response Manager to Growp
Controller and HOC EOC Inteligerce “Updote on
warer Hising at Pold Paki . Some one 13 door
inociing soyng there hos deen o dam berst- this is
not correct. We have had engineer in helo looking-

continues there is 1o dam Bregi, a0 water from Noruror 5o
7.30pm — L& & thet hos been confirmed. We ane oware thot

GECC conurollersbiriefing. “power coming on in ports - orchardist Aave opened up ond droined some of
of town. Priarity is meeting peopie’s needs food, fuei, % there property up Yolley Rooc. Forwarded beiow is
woter, jons, Extensive work 10 be done ’ the fiood hazard map for the oreg 50 some

on rooding ang liniing Talrowiti with Warroo. GECC p fiooaing s expected. The water is reportedily rising
has littie knowiedge of what is NOREEning 1 Outiying ? $SO.00F GSSEMPTION i5 TROT there is 0 downstream
COMMUAITIES Gna Neess 1o wark [0 UNdersTand fuli ¢ Blocioge, we have sent fieid crew o investigate

’

ong if we find one will mobile gear 1o remove.”

A
s

MetSarvice Severe Weather Updane issued 17 February
2023

9.45am
8 Email update from HBERC Flood Forecaster re
MetService Update and Pak ipaiki water levels

T

‘x‘._ 1.00pm .
N Teams meeting for Aural Community Board
" M
2
H—— Teams meeting withUnison, Transpower, CEsand
4 HEB mayors.
5.00pm

’A‘— Teams meeting for HEMayors, Chass and(Es
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APPENDIX S1X: REVIEW SURVEY

Attachment 2

METHOD

As part of the Independent External Review into the Hawke's Bay Civil Defence Emergency Management
response to Cyclone Gabrielle, the community and mana whenua were asked for their input via a short
and anonymous online survey.

The online survey was to enable Hawke’s Bay communities to share their experiences on the days
immediately leading into the event and the immediate emergency response stage, prior to the region’s
move toward recovery.

The survey asked a small number of simple questions:

1. Were you impacted by Cyclone Gabrielle?

2. During the emergency response to Cyclone Gabrielle, which of the following did you interact
with and/or receive support from?

3. Based on the interactions you had or the support you received during the emergency response,
what comments do you have?

4. In particular, what could have been done differently or better?

5. Please tell us about any other aspect of your experience during the Cyclone Gabrielle response
that you feel the Review Panel may also need to know about.

The online survey was open to the community from November 15" 2023, to January 15" 2024, A total of
1030 responses were received, across 6 demographic groupings.

Overall, the results and feedback provided did not uncover any significant variations across these
demographic groups and is representative of what would be reasonably expected from the community
in the aftermath of such an extreme event. Key themes and community perceptions, which were also
highly consistent with themes in our respondent interviews and focus groups, included:;

* Low community preparedness for natural disasters, particularly with regard to:

© Where to go for authoritative information

o Community planning for a flood event

o Challenges in stockpiling and caching adequate resources for a prolonged event,

particularly for vulnerable communities and groups
e Heroic efforts by local communities, volunteers, marae, first responders, NZDF, contractors and
some businesses

* [nadequate CDEM communications in the early stages of this event. Specifically, over emphasis
on social media that was difficult for some to access, lack of timeliness of critical information
regarding risks and evacuations, CDCs and regional conditions generally and no single ‘face’ of
the response effort
Lack of maintenance of river management, drainage schemes and flood protection systems
Lack of public warning systems, such as sirens
Poor leadership from the CDEM Group and GECC
Issues with the 111 system
Premature pivot to recovery
Slowness of councils’ response to queries and categorisations during recovery; and
Defensiveness of local authorities post event.
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While we made undertakings to survey respondents that their feedback was confidential, some
respondents offered us their contact details and asked for additional conversations.
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APRENDIX SEVEN: QUICK FACTS: SEVERE TROPICAL CYCLONE GABRIELLE EVENT, FEBRUARY

2023

On 8" February 2023, Tropical Cyclone Gabrielle was named in the Coral Sea. Its formation and
subsequent track towards New Zealand were accurately anticipated by weather forecasting models.
Gabrielle tracked south-eastwards, then turned to the south and brought intense rainfall and damaging
winds to northern and eastern parts of the North Island from 12* to 14" February 2023 before moving
off to the southeast. The strongest impacts were in areas exposed to strong winds and bands of heavy
rain to the south of Gabrielle’s centre — particularly the Coromandel Peninsula, Tairawhiti and Hawke's
Bay.

The Hawke's Bay Civil Defence Emergency Management (CDEM) Group declared a State of Local
Emergency for Hawke's Bay region on 14™ February 2023. Shortly after, a rare National State of
Emergency was declared®, also on 14™ February 2023. All states of emergency were lifted by 14™ March
2023,

Hawke's Bay CDEM Group activated emergency response arrangements, including the Group Emergency
Coordination Centre (GECC), to lead the coordination and management of the response to the Cyclone
for the entire Hawke's Bay region. The GECC was supported by local Emergency Operation Centres
(EOCs) in each territorial authority (central Hawke’s Bay, Hastings, Napier and Wairoa).

Local authorities estimate that, in Hawke's Bay region, around 9,000 people were displaced. Power,
phone and internet outages meant that a large number of people remained uncontactable for days.

Power was cut to over 40,000 properties, almost 32,000 of them in and around Napier, when the main
Redclyffe substation was damaged after the Tutaekuri River burst its banks.

Downstream, people were evacuated from the low-lying Heretaunga Plains surrounding the river, and
parts of Taradale, Meeanee, Pakawhai and Awatoto were inundated. The Esk Valley, Tangoio, Puketapu
and Waiohiki, among other areas, were also badly affected.

A flash flood swept down the Esk Valley as the Esk River burst its banks, submerging properties under up
to seven metres of water and burying vehicles, businesses and homes in silt.

The Wairoa River burst its banks, flooding 15 percent of Wairoa, containing about half the town's
population. Access to Wairoa was cut off after damage on SH2 in the south, and landslides to the north,
A number of bridges in the Wairoa District were also destroyed or damaged

The Ngaruroro River also burst its banks, flooding the settiement of Omahu.

Water supply in Central Hawke's Bay failed, and a mandatory evacuation was ordered for eastern
Waipawa after the Waipawa River rose to record levels. The river eventually breached its stop banks and
flooded over 160 homes in lower Waipawa. Severe flooding also occurred in Porangahau.

Floodwaters damaged rail bridges and destroyed key road bridges on the Heretaunga Plains, SH5 linking
Napier with Taupd was closed following major slips and infrastructure damage, as was SH2 north of

% For only the third time in New Zealand's history.
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Napier and the Napier-Taihape Road to the west. SH2 south linking Hastings with the Tararua District
was also closed. For a period, the region was isolated from the rest of the country.

Gabrielle was the deadliest weather event to impact New Zealand since the Wahine storm (Cyclone
Giselle) in 1968, with 11 deaths overall, including 8 in Hawke's Bay.

It was also the costliest tropical cyclone on record in the southern hemisphere, with total damages
estimated to be at least NZ513.5 billion, of which the cost of insured damage is estimated at a minimum
of NZ51.65 billion*, The total cost in the Hastings District alone is estimated to surpass NZ$2 billion.*’

Following the event, 83 homes in Hawke's Bay were red stickered, meaning entry into the homes is
prohibited, and 840 homes were yellow stickered, meaning access is restricted ®.

By 25" February 2023, the Accident Compensation Corporation (ACC) had received 67 daims from
Hawke’s Bay and Tasman regions and IAG (New Zealand’s largest insurer) had received 2064 claims from
the region.*

* Sowden, Briony (19 March 2023). “Cyclone GabrieBie: The New Zealand flood victims too scared to go home” BBC News.

T Hastings post-cyclone recovery bill set to top $2 bilkion". 1 News.

¥ Williams, Caroline (24 February 2023). "The numbers which show how bad Cyclone Gabrielle was”. Stuff.

“ “Hastings post-cycione recovery bl set to top 52 billion”. 1 News.

“ A satedlive image with the centre of Cyclone Gabrielle north of the Bay of Plenty, taken at 8,20am on Tuesday 14 February 2023, Source:
STUFF
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Organisational Performance Report: Q3 2023-2024

Introduction

This Organisational Performance Report is the third quarterly report for the
2023-2024 financial year and covers the period of 1 January to 31 March 2024,

The purpose of the report is to provide the Regional Council with an overview of
how well we are performing across a number of measures, including corporate
measures, It uses the groups of activities from our Long Term Plan 2021-2031 to
present non-financial and financial performance using a traffic light reporting
approach. It also provides the Regional Council with qualitative information to
understand the situation-specific factors affecting performance.

The secondary purpose of the report is to provide the Chief Executive, Executive
Leadership Team, and staff with information to ensure alignment of the Regional
Council’s work programme across different groups and teams to achieve the
Regional Council’s Strategic Plan outcomes and to ensure a steadfast focus on
performance and accountability.
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Organisational Performance Report: Q3 2023-2024

Executive Summary

This Organisational Performance Report is the third report for year three in our Long
Term Plan 2021-2031.

The period between January and March 2024 was poignant and significant as it marked
the one year anniversary of Cyclone Gabrielle on 14 February. Across the rohe/region,
commemorative events were held to pay our respects to those who lost loved ones,
homes, livelihoods, pets and livestock as a result of the cyclone.

This quarter saw the release of two key reviews related to the cyclone. The first was from
NIWA that outlined the Flood Frequency Analysis associated with Cyclone Gabrielle.
Results of modelling has shown an increase in the probability of a flood the size of
Cyclone Gabrielle happening. This modelling will be used for future infrastructure
development for the flood resilience schemes, The second review was the independent
review of Hawke's Bay Civil Defence Emergency Management (HBCDEM), led by former
Commissioner of NZ Police Mike Bush, and released on 25 March. The review,
commissioned by HBCDEM Group Joint Committee aimed to identify learnings and
opportunities to improve resilience for future events. The review recommends significant
transformational change,

Over the page are some significant highlights and some challenges from across our
corporate service metrics, level of service measures and activity reporting within our six
groups of activities.

Highlights

. The draft Regional Land Transport Plan 2024-2034—Moving us into the future-has
been completed and was adopted for consultation on 18 March after a huge
amount of work by the Transport team and Regional Transport Joint Committee.
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Bus passenger numbers are up this quarter with all GoBay routes
reinstated from 29 January. This resulted in an additional 341 runs per
week across the network.

The Climate Action Joint Committee received the results of the Hawke's
Bay region’s greenhouse gas emissions from 2021-2022 in March.

The Biodiversity team successfully concluded work at 10 Priority
Ecosystem (PE) sites. Three of these are newly established deer-fenced
areas, while the remaining sites received significant pest plant control.
Notably, four PE sites fenced last year have attained ungulate freedom
through culling.

NIWA conducted Marine High-Risk Site Surveillance in late March at the
Inner Harbour and Napier Port, and no marine pests were detected.

HBRC hosted the annual Nursery Managers Conference in March that
gave us insight into how other regions’ nurseries operate, what
challenges are faced and how we can make improvements.

Over $630,000 in direct funding was procured to assist with mapping
erosion in Wairoa {from MPI); support feasibility into nature-based
solutions for flood mitigation (from MfE), and sediment source analysis
(from DoC).

Our Rural Partnerships team ran a survey over January and February and
received responses from more than 200 farmers, growers and
landowners with properties greater than 20 hectares, representing over
240 properties. The survey identified ongoing challenges for pastoral
farmers, particularly with remaining fence damage, tracks and access
issues, and impacts from erosion.

Preliminary upgrades to the Ngaruroro and Upper Tukituki flood
forecasting system have been completed.

Organisational Performance Report: Q3 2023-2024

The new four-hour Emergency Management Essentials course, which is
the first course in the new training programme, has rolled out with
positive feedback. In total 135 people have attended across the councils,
with 332 booked on to one of the 18 scheduled courses. At HBRC, 29 staff
have received training with 14 booked.

A consent decision has been issued for the Central Hawke's Bay Managed
Aquifer Recharge project. Resource consents are now granted,

Tranche 3.1 of the Upper Tukituki Flood Control Scheme Gravel Extraction
project has been completed with a total of 271,459m’ removed.

The Environmental Education team held two public twilight sessions
during Sea Week which were well received.

A year after the cyclone there is only 8 kilometres (of a 176 kilometre
total) the Hawke's Bay Trails Great Rides left to repair. Remaining work is
on the Puketapu loop.

Chailenges

Due to the unusually high volume and complexity of requests related to
the cyclone, only 63% of LGOIMAs were responded to within our self-set
target of 20 working days. We have received over 60% more than we
would normally receive year to date.

Uptake of the Erosion Control Scheme remains down in part due to
landowners still facing challenges from the cyclone with many prioritising
essential farm infrastructure over any secondary projects.

The nursery upgrade programme has resulted in a shortfall of poles this
season and some landowners will miss out, Catchment Advisors are
working with these individuals to investigate alternative options.
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Corporate Metrics

Our people are our greatest asset working to deliver services to meet

outcomes outlined in our Long Term Plan 2021-2031.

Our work supports our community, and it is important we ensure customers

have the best experience possible with the Regional Council. We are also

working to reduce our corporate carbon footprint,

This section provides a snapshot of:

staff numbers and turnover

reported health and safety incidents
LGOIMA requests

customer experience

digital media reach & public engagement
corporate carbon footprint measures,
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People and Capability

Employee count (permanent staff only)

: ‘
= e

37+ M wwrarar || 37 50 B worora
9 ¢ o)

Employees m vs prior year FTEs \iﬁ% vs prior year

* this includes 17 stoff ond 16.8 FTE in the Regionai Projects team, the majority of whom are
part of the infrastructure Progromme Monagement Office for the Flood Resilience Programme

Employee count and FTE (all staff)
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Thirteen new employees joined us this quarter, bringing our total number to 317
permanent staff. Three new fixed-term staff were also recruited. We also have 10
casual staff available as and when required in various sections of HBRC. We had 15
internal staff movements, all into permanent roles that were either higher level
positions (promotions) or new roles in other areas of the organisation. This isa
positive way to retain our talented and experienced people. Some senior roles remain
challenging to fill in the current market; our biggest struggles have been with Senior
Project Managers in the construction space, Senior Scientists and Senior Planners,

\These roles are in high demand nationally, j
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Turnover (all staff)

108 59

New starters over past 12 months Resignations over past 12 months

ﬁmles and recruitment \

The number of vacancies (39) is 11 higher than last quarter, despite much successful
recruitment. It is influenced by the number of resignations (see below). Of the vacant roles,
15 are part of our fiscal savings plan, with HBRC committing to have 15 roles "on hold' at any
one pointin time. Of the 39 vacancies there are only 24 that we are actively recruiting to.
Resignations

We have had a higher number of resignations this quarter—35 up from 12 in the previous
quarter, Five of these were retirements of long-standing staff members. Succession
planning was in place for several of these key roles, allowing knowledge to be passed on
before staff exit. Exit survey feedback shows those leaving HBRC felt valued and had the
tools to be successful in their roles. The most common reasons for leaving this quarter were
relocating, family and career progression. Of the 13 surveys completed, 7 were movingtoa

Qom higher remuneration package. /

Employee turnover (permanent and fixed-term staff only)
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Health, Safety and Wellbeing (HSW)

Incidents reported
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Staff wellness

The Chief Executive held an ‘all staff’ meeting to all sites to acknowledge the
anniversary of Cyclone Gabrielle and once again thanked staff for their efforts
over the last 12 months.

HSW engaged Employee Assistance Programme services to be on site to
support all staff, including CDEM, as the cyclone reviews were published. Some
managers have held group sessions to deal with the outcomes and to provide

tips and tools to deal with conflict. )

.

Organisational Performance Report: Q3 2023-2024

Health & Safety Incidents*

The majority of incidents this quarter were injuries to staff, wasp stings,
bruising, and abrasions. The incident management system alerts all incidents
recorded, reported to the Group Manager, direct line manager and the HSW
team. Every incident is investigated by the HSW team and corrective actions
applied, Near miss reporting numbers up this quarter which is a positive
trend to acknowledge.

Corrective actions this quarter
« Diligence for antihistamines/epi pens if required, wasps are problematic
at this time of the year.

¢ All public incidents are investigated. One person was trespassed from
HBRC. A debriefing for staff involved was carried out ensuring personal
safety first,

¢ Spotters are engaged for activity when working on drains/mowing etc.

¢ Vehide repairs are coordinated by HRBC Fleet Manager and Works Group
Administrator.

Training for staff

This quarter, Health and Safety workshops included:

e HSW Driving - trailer, 2-day 4WD, 2-day 4WD refresher training, forklift
operator, LUV, Quad/ATV refresher, river crossing refresher

¢ emergency fire warden and fire extinguisher training

¢ advanced first aid

e HSW risk management,

Item 8

Attachment 1

*Other Health & Safety incidents captured but not reporfed in the figure mclude: environmental

incidents, harards, improvementfideas, and public complaints
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Customer Services

LGOIMAs by HBRC Group
Local Government Ofﬁcial Information and Mee".ng Act W Azt Management a integrated Catchment Management  Corporate Services
(LGOIMA) requests w COEM ® Policy and Reguistion = Executive Advisary Group
57
47
LGOIMA requests have reduced in number this quarter at 29—down from 47 in - 4
the last quarter. Many requests remain complex and cyclone-focused, 3 29 a 3
l . : : . . . | =
Customer experience ‘o Bac e S - s . i ‘o S S
f \ 202122 2022-23 2023-24
This was a quieter quarter for the Customer Experience team after an intense
quarter two. January showed lower call volume and enquiries due to a shorter Contacts handled Customer satisfaction rating
work month overall. February/March volumes increased in most contact areas RO p—
as expected. MyWay topped the call category in February/March, edging out s  Inbound calis 9
rates enquiries. This is due to the fact that MyWay is becoming busier with 6491 uPositive  u Negative
customers having to call back to secure a ride. Staff are working hard and

focused on achieving targets when they can, The team resolve 61% of ‘@' Emails '
Q\ooming calls. ) M 2106
Payments
Response time to customer enquiries* % 371

wome Reponded 00 Time  semm Reporaded Late e Risponded On Time Percemage

Walk ins
480

7 i 10

B Negative feedback & Postive feedback

» o Website :
2% — @ 460 ¢ A :
. MhA
=3 social media 3
o 0% | “5.5 lan fat Mad
82
X022-23 023204
*larget & 10 respond within S warking days 9
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Digital Media

Website*

Traffic to our main hbrc.govt.nz website was steady this quarter,

Topics with significant increased views on ‘

the website in Q3 were: Top 10 pages on

e Pest Hub up 66% - supported by a hbrc.govt.nz this |
series of organic pest plant posts on S el
Facebook) - Homepeee

2. Rates

. Sustainable Homes up 60% - likely 3. River levels & flows |
seasonal, with clean heating and 4 Rainfall |
wood burner information the most S.Maps & GIS |
viewed within this section 6. Job vacancies |

. both job vacancies and rates up bl ) i
1% 8. Properties & Rates

9, Sustainable Homes

. our regional parks pages also saw 10. Pest Hub

increases in traffic, with Tatraand =

Pekapeka the most viewed.

Top 5 engagements topics (Facebook)

/

w— Number of HBRC website visits

Meificrns

Website*

Gclal media (Facebook)

Organisational Performance Report: Q3 2023-2024

Social media

memee Total reach on Facebook

0.3 08
e 06
0.2 §
s 04
0.3
0.2
0.0 0.0
Sep Dec Mar Jun Sep Dec Mar Jun Sep Dec Mar Sep Dec Mar Jun Sep Dec Mar jun Sep Dec Mar
2021-22 2022-23 2023-24 2021-22 202223 2023.24
“The number of visits 10 our hbrcgovt.nr website does not inciude sessions on other websites managed by

the digital team eg. GoBay, RoadSafe, Consultations, HB Trails ety

Total reach on HBRC Facebook was up 46% on the previous quarter. Qur content
interactions (number of likes, shares, comments and replies) continued to rise up 16% on
previous quarter. This steady increase is a result of having a full time social media advisor

200,000 ¥ 5. Your Community, Your Rates {9 tan} in place to grow reach by interacting with comments from our community.
A total of 2.9k link click throughs were made this quarter, on both paid and organic
£ 1= m 4, Toxic (17§ . : . .
g 140.000 FIRE NGRS AT Jovy content. This was a 29% increase compared to the previous quarter after shortening
= . R Facebook content to encourage people to read further and click the links.
3 100,000 m 3, Offshore powerboat race (12 Mar)
= Our audience growth was significant through this period with 401 net followers, up 57%
. ® 2. Gravel explained video (77 Feb) from last quarter. This increase was driven by our two top posts in this quarter which
50,000 . . .
reached an audience not typically landing on our page (see left).
B 1. Ahurin Wharf dosure {13 Mar) k /
0
10
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Communications and Engagement

Media enquiries

Your Rates
We rw hewking ut

Now we sat retes

@Ilc engagement

There were two consultation topics open for public submissions during the
quarter.

1.

-

Your Community, Your Rates (see top right) opened on 2 December
2023 and closed on 28 January 2024. The consultation focused on a first principles review of
HBRC's Revenue and Financing Policy which determines how we set rates and user charges.
In total 541 submissions were received resulting in 1,582 pieces of feedback. Council
adopted the new Policy on 28 February 2024

Moving us into the future (see bottom right) opened on 18 March and is running through to
14 April 2024. The Regional Land Transport Plan is the region’s ten-year plan for investing in
Hawke's Bay's transport system, including our local roads and state highways, With the

transport system having faced huge challenges, there is a significant rebuild ahead of us. /

Jun

[ \ wmen Mod 2 enquiries
Communications and media 150
Over the quarter, 22 media enquiries were received and 22 media A
100
releases were issued. The team continues to handle large quantities of / \\
work with the Civil Defence Review and various infrastructure 50 \»\‘/\ /
programmes being the largest. A N
o M - S v .~
. J 382 23%43
2021-22 2022-23
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%
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Media releases
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Corporate Facilities and Fleet, and Air Travel

Vehicles

/151 Total fleet vehicles
153 |

156

2 3 Total hybrid vehicles
24 ‘

\

14

prior qir prior year prior gtr prior year

2 Total plug-in hybnd vehicles 8 Total electric vehicles

2 | 3 8 ’ 9
o

prior gir prior year prior qtr prior year /

ﬂehkls and fleet \

There has been a drop in vehicles (from a high of 164 in quarter one) as
we begin to sell off vehicles that have been held over for the cyclone
response. There has been a ‘pooling’ of vehicles which has allowed
better utilisation.

Fuel use

The slight decrease in overall fuel usage is likely due to the holiday
period as staff take extended leave.

J

rCarbon Emissions )

For a more complete picture of HBRC's corporate carbon footprint, an
annual report is completed by EKOS, and independently verified. Thisis a
levels of service performance measure that is updated in the HBRC

Annual Report at the end of the finandal year.
\_ J

Fuel use

— Fuel Use - Petrod (Itres) Fuel Lise - Diesel (litres)

Fuel Use - Quarterly Spend

160k 5500k
«
e
19 L
120k &
v
w o—
& Bok S250k %
= w
Ok AR S A SRR AL SRR AR SR e e S— S
Sep Dec Mar Jun Sep Dec Mar Jun Sep Dec Mar
2021-22 2022-23 2023-24
Air travel w— A Travel Total Distance Traveled {km)
B0k
34,338 oo
Total distance traveled (km) | 40k
1M13% -21% 20k
VS pHor qQir - vs pnor year k
Sep Dec Mar Jun Sep Dec Mar Jun Sep Dec Ma
2021-22 2022-23 202324
Air travel

Travel has increased this quarter when compared to last, however in comparison to
same quarter in the previous year there has been a reduction. The main themes for
travel for staff include working group meetings, conferences, training and Hearings.

12
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Level of Service

Measures
by group of activity

Each quarter we monitor and report on 58 level of service measures across six
groups of activities. The measures and targets were agreed in our Long Term Plan
2021-2031.

Our six groups of activities are:

1. Governance and Partnerships

2. Policy and Regulation

3. Integrated Catchment Management
4. Asset Management

5 Emergency Management

6. Transport

A traffic light reporting approach is used to show how we are tracking towards the
end of year results.

Exception reporting
The exception reporting over the following pages provides commentary regarding
measures that are currently ‘not on track’ or “at risk” of not being achieved at year

end. The Regional Council’s Executive Leadership Team monitors the measures
throughout the year to enable proactive action to improve performance.
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Level of Service Measures

Summary by Group of Activities

ey~ oo N

¥ On track B Not on track (minor) B Not on track (significant) M Reporting not due/not available

Exception reporting

Governance and Partnerships

Measure Target Commentary
Result
Percentage of LGOIMA requests responded to within 20 100% 63% £ This quarter, 22 of 35 responses due were responded to within 20 working days. This seff-set target is over and
working days above the legislative requirement. Delays in providing information were due 1o impacts on staff resources caused

by the Cyclone Gabrielle response and the number and complexity of LGOIMA requests received.

Annual reporting to Council on (climate action) progress  Achieved nfa Climate Action Ambassador has resigned to move overseas and recruitment for replacement is underway. Annual
made on coordinated programme of actions reporting on actions will be in 4,

w

Policy and Regulation

Measure Target YTD Status Commentary
Result
Percentage of resource consents processed within 100% 97.2% " Consents team has processed and issued 71 consents and processed 25 transfers over the quarter. All but two of
statutory timeframe in Resource Management Act the consents issued over this period were processed within statutory timeframes. Two appeals are in process. One

is likely to be withdrawn {Tangoio subdivision/wastewater discharges). The other, Tranche 2 is proceeding and has
been incurring time and cost. It is scheduled for expert conferencing and evidence exchange over the next 3

months,
Percentage of consents monitored each year as per the 5% high S7T% ¥ Of exercised Priority 1, 2 and 3 consents 796 of 1391 have been monitored. This number continues to improve
adopted risk-based Compliance Monitoring Strategy risk combined after the start of the year was cyclone-affected.

14
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Level of Service Measures

Policy and Regulation cntd

Measure YTD

Percentage of significant non-compliance where action is 100% 94.7%
taken in accordance with HBRC's Enforcement Policy
within 6 months

Integrated Catchment Management

Measure

Percentage of land area (by catchment) that operates 100% 96%
under a Farm Environment Management Plan (FEMP) as
required under the RRMP

Additional area of erodible land, planted with fit-for- S00ha 438 4Ha

purpose erosion control species, transitioned to more under
cover
60km

sustainable land use or retired and protected

Additional kilometres of waterway protected annually 20.3km
through erosion mitigation works to reduce sediment,

nutrient and/or bacterial contamination

Sediment foad in tonnes per year in receiving waterbodies  Reducing nfa
(streams/rivers and estuaries). (Source: 201SCO load

automated sediment samplers in prionty catchments with

highly erodible land)

Area of predator control per annum 10,000ha nfa

Organisational Performance Report: Q3 2023-2024

Status Commentary

& Significant non-comphance (SNC) has been identified with 19 resource consents since January 2023, All are being
addressed in accordance with the Enforcement Policy, 6 have been resolved 4 have had enforcement action. 8
remain within timeframes and are being progressed one is subject to a reassessment this is a vehicle dismantier
which has just fallen outside time frames for a reassessment.

Status Commentary

& Covers 96%, or 207,952 hectares of eligible land in the Tukituki Catchment. This result has been static since Q3
2022-23 and will not change before the end of 2023-2024 year.

@  Theareaof land treated this quarter is 28.2 hectares. This is in part due to the rural community still facing the
challenges from the cyclone with many landowners prioritising essential farm infrastructure over any secondary
projects.

@®  Thelength of waterway protected this quarter is 6.7 kilometres. The Erosion Control Scheme does not include
riparian planting but will focus on streambank erosion, hence making it difficult to meet the target.

Again, a slow quarter on the sediment sampling front given the fine weather. Rating curves completed and loads
calculated with accuracy for 13 out of the 18 sites (2 sites decommissioned). One site has been added to the
programme, Pakuratahi Stream @Porters Bridge. The reason for the addition is that this site is downstream of a
forested catchment with a harvest coming up in 2026. Given the loss of field technician resource, the monitored
sites have been scaled back. 5 sites will be managed by Environmental Information and 4 sites by Land Science.,
Nonetheless, this year's SOE will report on around 13 sites.

& Since Cyclone Gabrielle, there have been challenges in implementing the proposed possum control contractor
model. As a result HBRC has communicated with landowners about the need for them to continue with their work.
There have been some areas where this is not occurning effectively and staff are working in those areas 1o ensure
control is being done.

15
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Level of Service Measures

Asset Management

Measure Target

Following a flood event, affected areas are surveyed and  Achieved
repairs are programmed: 1. Following a major flood

event, a flood report will be compiled within 6 months of

the event 2. Major event report outcomes incorporated

into AMP

Major flood protection and contro! works maintained, 3 Achieved
repaired and renewed to the standards defined in the

relevant scheme Asset Management Plan and annual

works programme: 1. An annual maintenance programme

is prepared and delivered. 2. Annual capital programme is

prepared and delivered

Actions from the Regional Water Assessment are Implement-
identified and implementation is progressing according to | #tien on
the approved plan track

Emergency Management

Measure

A 5-yearly independent assessment of CDEM Group's Achieved
capability is completed and shows continuous

YTD

Result

n/a

nfa

nfa

YTo

M E1{TH

Status

Organisational Performance Report: Q3 2023-2024

Commentary

There have been no significant flood events in this quarter, other than at Nuhaka. A presentation report was
generated within a week of the event and remedial activities were undertaken within 2 months. A formal review
of the stream is being undertaken currently with recommendations to be incorporated,

The last major flood event was Cyclone Gabrielle. The Flaod report is being worked on currently through the
scheme review process —outcomes of which wall be incorporated in the AMPs. As this flood report will take longer
than 6-months to be compiled, this target will not be achieved.

The major capital assets of the schemes are being renewed and maintained as per their respective AMP and
maintenance plans. The main maintenance programme is in the contract with Works Group. There is a programme
of works for minor capital and renewals, that is on track. Major capital is being undertaken through the IRG
programme, and has been delayed.

This work continues to be on hold due to uncertainty in central government freshwater policy direction as well as
uncertainty due to the TANK plan still being under appeal,

Commentary

No change to the comments of last quarter other than to add the various reviews for Cyclone Gabrielle will add to
the review of Group capability and future improvements,

16
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Level of Service Measures

Transport
Measure YTD Status
Result
Annual patronage on the Hawke's Bay bus services Maintain 316,340 “
or
increasing

Percentage of urban households within 400m of a regular 100% 100% )
bus route Hastings &  Hastings

Napler = <100%

urbenarea  Napier

Organisational Performance Report: Q3 2023-

Commentary

Patronage has increased significantly this quarter after reinstating services. However, this will not be enough to
turn the patronage into an upward trend.

This measure now covers both Hastings and Napier urban areas. Hastings is covered 100% due to the MyWay
service and operates between 6am-6pm. Napier has less than 100% coverage (% yet to be calculated) on its
existing service noting that MyWay was not rolled out this financial year

This measure is based on Monday to Friday only as there are reduced services over the weekends.

17
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“ - o
Activity Reporting

by group of activity

This section provides an overview of performance by activity using the traffic light
reporting approach. It includes:

. a summary for both finandal and non-financial performance by group of activity
(see figures below)

» individual activity reporting within the six groups of activities

. financial reporting is by group showing operational revenue and expenditure
(budget vs actual), and commentary.

. financial reporting is year to-date

Performance Summary

Non Financial status {by 31 activities) Financial status {(by 6 groups)

Governance ang
Partnersieps

e
e sargerment. IR B
Catzhenent Management il Management
e« B
3 Asser Management
—— |
Mcf;-r'ne'ﬂ Emergency Management
mpont T
o —
Trarspoet | &

Corporate Services/ - WA ey Lot A U ot
Esecitive Adwiory _ens.-t”.m‘

SwthinSRortemiie = within S-30%

Governance and Partnerships

Policy and Reguistion

B DAtk B N o Yok (menaw ot o0 wack ingefcmt £ Mot wpored
-
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Governance and Partnerships

Community Representation and Leadership Community Sustainability

@ There were 3 normal council meetings, 1 extraordinary council meeting, 9 % HBRC promotes sustainability using incentives, education, advocacy and leadership.
committee meetings, 1 Hearing and 8 workshops. 15 of the 22 fell in March making In the year to date, the Sustainable Homes team has processed 457 applications; 87
it an unusually busy month for the Governance Team. Notable topics included: the clean heat grants ($59,004); 7 clean heat loans with a subsidised interest rate
CDEM CEG and Joint Committee's consideration of the Mike Bush-led independent (539,000) and 363 Sustainable Homes loans ($2,570,000). Loans are paid back by a
review of the HB CDEM response to Cyclone Gabrielle; adoption for consultation of voluntary targeted rate on the property. A review of the scheme was completed
the Regional Land Transport Plan by the Regional Transport Joint Committee, and and is a Three-Year Plan topic. A Climate Action Joint Committee meeting was
the Hearing and Council’s subsequent decision to adopt a revised Revenue and hosted by Napier CC on 11 March and received items on community carbon
Financing Policy concluding a nearly 2-year review of how we fund our activities. footprint update, Napier District Plan and natural hazards data gap analysis.
There were 25 LGOIMAs registered during the quarter, compared to 48 in the last Internally, the HBRC Sustainability Group is championing an HBRC-wide Rideshare
quarter, App to provide a platform for staff to share rides to and from work, and reduce our

broader environmental impact. The app is due for go live at the end of April. No

Tangata Whenua Partnerships reporting on Environmental Education (including Enviroschools) this quarter.

Regional Development
@ HBRC maintains active relationships with tangata whenua through the Regional
Planning Committee (9 appointees) and the Maori Committee (13 representatives),

ToOgErEWhANGS DS VOting TP ON B ot ess of AL TH quarter; tnre REDA has formalised its reporting and accountability lines with Matariki and isin
:;s“;ni;::eﬂng B the process of having its priorities agreed with Matariki. The funding agreements
: with the five councils are in the process of being signed. The new Business Hub at
101 Queen St, Hastings is operational and all operations (including finances) from
HBRC have been transferred to REDA,
Ongoing funding for HB Tourism is a consultation topic for the Three-Year Plan
2024-27.

Governance and Partnerships finances

a0, s 000

T ] @ Operating expenditure is behind budget due to the annual contribution to the Regional Economic
Actual ‘, 5,593 | 4,890 | 703 _ Development Agency not year processed pending final wash up of establishment costs, and due to
Budget | 5,465 6,044 (579) delays in tangata whenua engagement activities from capacity constraints within iwi groups.
+ . -
Variance | 129 1,153 1,282
% variance | 2.4% | 19.1%
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Policy and Regulation

Policy Planning Compliance and Pollution Response
The Policy team has been undertaking business as usual i.e. TANK and OWB plan I} Cyclone-related work is still ongoing which mainly now is issues of non-complying
changes, making submissions to Central Government Legislation and supporting works to some degree. New staff have settled in and making a noticeable
other parts of the organisation with policy related work. difference. This includes the increase in monitoring of consents and, with the drier
Further reporting on the Kotahi Plan and TANK Plan Change is included in the conditions, monitoring water-take exceedances. We are almost up to now up to full
Strategic Projects reporting section from page 27. FTE, just looking to appoint a team leader for the rural team. Most big industrial

sites are now operating, some still at a reduced capacity. The Pollution Response
team's workload is still high, including dealing with cyclone related activities like
Consents illegal earthworks/structures and other general non-compliance with our rules like

i

. The Consents team continue to process resource consent applications as per RMA. Regulatory Implementation

Two applications were processed in excess of the statutory timelines over this

ot g o e o Tt e At

this period. Replacements have been recruited. One has been brought in to focus X =

on recovery projects such as Transport Re East Coast and Regional Recovery ® Regulatory Implementation (previously Policy implementation) has been a focus
again in this quarter since being suspended due to Cyclone Gabrielle. A new role

that are bei ided for via Orders in Coundl.
BRI : " has been added to the team as a Programme Manager Regulatory
Implementation. This is already proving to be invaluable to the team. The focus in

Maritime Safety this quarter has been on Dam Safety Policy Consultation, TANK implementation
and the Catchment Context Challenges and Values (CCCV) component of the Fresh
Water Farm Plans (FW-FP). We are currently waiting for further guidance on how
@  The 2024 Navigation Safety Bylaw has been published. Recruitment is currently central government propose to amend the current FW-FP regulations. Cross-
underway for a Deputy Harbourmaster. Planning is underway to ensure all areas council working groups have been established to work collaboratively on TANK
across the region will be visited to assess and improve maritime safety standards. implementation and CCCV.

Policy and Regulation finances Status Financial commentary

. $61.1m of the YTD expenditure relates to the Cyclone Gabrielle sediment and debris work, which is

Revenue Expenditure Surplus/(Deficit) 100% funded from external income (subsidies & grants). This work was not included in the Annual Plan,

| $000 | $000 | $000 as funding agreements were confirmed outside of the Annual Plan budget cycle. Funding YTD for the
Actual 59,859 68,125 1’732 silt and debris removal is S61.9M.
1 i Excluding the sediment and debris work, Policy & Regulation BAU is underspent ~51.7M, which is
Budget ( 8,974 | 8,959 | 15 mostly in the Planning team due to staff vacancies and delays in contract development with PSGEs for
Variance | 60,885 (59,167) 1,717 the Kotahi plan due to ongoing impacts of cyclone recovery and legislative changes. Fees ?nd charges
¢ 4 4 - 4 are under budget by $1.2M, mostly due to higher levels of consents and compliance activity on non-
% variance  678.4% -660.4% chargeable work (eg. advice on recovery).

n
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Integrated Catchment Management

Biosecurity and Biodiversity

Status Commentary

<) The Biodiversity team has successfully concluded work at 10 Priority Ecosystem (PE)
sites. Three of these are newly established deer-fenced areas, while the remaining
sites received significant pest plant control. Notably, four PE sites fenced last year
have attained ungulate freedom through culling.

The Biosecurity team has successfully accomplished several critical tasks:

- the Kaimanawa wilding conifer programme has been completed.

- an aerial spraying operation was carried out in CHB to combat the alligator weed.
- 21 site visits conducted, focusing on ground control of Alligator Weed.

- maintenance of all bait stations in the river berms network has been diligently
performed.

- Predator-free Mihia has effectively safeguarded 6,500 hectares by removing 150
possums from the Reserve and the Grandy Lakes area

- NIWA conducted Marine High-Risk Site Surveillance (MHRSS) in late March at the
Inner Harbour and Napier Port, and no marine pests were detected.

Catchment Management

Status Commentary

Currently, Catchment Advisors have been focused on finalising inspection reports
related to fencing projects completed over the summer period in preparation for
native plantings in winter. The rural community is still facing the challenges from
the cyclone with many landowners prioritising essential farm infrastructure over
any secondary projects, potentially impacting our ability to spend this year's budget
fully. The team are being creative and 'selling’” what we can deliver for the
remainder of this financial year. What has become evident is the overwhelming
demand for poplar and willow poles from our rural communities. Holding the
annual Nursery Managers Conference gave us insight into how other regions’
nurseries operate, what challenges are faced and how we can make improvements.
To address the pole shortage, approval and rapid progress of the nursery expansion
sites at Johns Road and Takapau Road (Waipukurau) have occurred, with 15,000
stools expected to be planted this winter,

Further reporting on the Land for Life is included in the Strategic Projects reporting
section from page 27.

Organisational Performance Report: Q3 2023-2024

Environmental Science

Status Commentary

=] Science work in line with the annual operating plan is progressing well despite staff
vacancies (currently 3 with one new recruit joining July 2024), Staff have responded
to change in focus from research and investigations into the drivers of
environmental state, to cyclone-related science needs. Over $630,000 direct
funding was procured to assist with mapping erosion in Wairoa following the March
2022 weather event (MPI), support feasibility into nature-based solutions for flood
mitigation (MfE), and sediment source analysis (DoC). The Science team is beginning
to focus on the upcoming State of the Environment report which is due for
publication in June 2025.

Environmental Information

Status Commentary

@ The Environmental Information team has collected all relevant data and inspected
and repaired sites over this last quarter. The team is fully resourced, and various
training as been attended as required. A busy but productive 3 months.

Rural Recovery

Status Commentary

@ A key focus for the team in this quarter has been receiving and analysing a follow
up Impact Assessment Survey. The survey was completed over January and
February 2024 and recelved responses from more than 200 farmers, growers and
landowners with properties greater than 20 hectares, representing over 240
properties. The survey identified ongoing challenges for pastoral farmers,
particularly with remaining fence damage, tracks and access issues, and impacts
from erosion. The team has been working closely with established catchment
groups and collectives and supporting emerging catchment groups to share
information, tools and resources to support sustainable land use options.
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Integrated Catchment Management

Integrated Catchment Management finances

ol A Ul st foocicommenary |
$000 $000 $000 Status Financial commentary

l 1 ] ‘ Erosion control, biodiversity and environmental science are the main areas underspent and are mostly
Actu;! | 21,5_70 | 19,443 4 2,128 ® timing related (mix of budget phasing, impacts from wet weather delaying projects and political
Budget 20,957 22,402 (1,445) changes), but also in part due to staff turnover. The right weather conditions are required for planting
1 to catch up on the planned spend by year end.

Variance | 613 | 2'959,_ 3,573 ‘ Operating funding is ahead of budget due to additional funding secured for cyclone related work in the
% variance 2.9% 13.2% ‘ Environmental Science and Rural Partnerships teams.
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Asset Management

Flood Protection and Control Works (Rivers, Drainage and Small Schemes) Open Spaces
® ™ activity is managed by Scheme managers in the Operations team. @ The Open Spaces team has undertaken activities within the relevant Asset
Maintenance work is in progress as per contract with some delays due to Management Plan. Repair works on the cycle network continue and are expected
contractor resourcing and ongoing Cyclone Gabrielle repairs. Two Senior to be completed next financial year.

Engineering Officers (Drainage and Rivers) have been replaced with new staff,
Work continues on pianning and development the Strategic Enterprise Asset
Management system, and is expected to improve efficiency and reporting.
Further reporting on the new Flood Resilience Programme and IRG Flood Status Commentary
Protection Progra is included in the Strategic Projects reporting section fi
938: 27on e USSPCRiDjecis £ s i The Coastal Specialist role has been filled and the team is expected to have less
. resourcing issues. The annual Westshore nourishment programme has been
_ completed, and monitoring is underway for the rest of financial year. Progress has
Flood Risk Assessment and Warning been made with coastal monitoring with the aim to get Coast Snap stations
installed by the end of year. Buoy maintenance and contract work is on track.
Further reporting on the Clifton to Tangoio Coastal Hazards strategy & included in

Coastal Hazards

Status Commentary

) Preliminary upgrades to the Ngaruroro and Upper Tukituki flood forecasting the Strategic Projects reporting section from page 27.
B system has been completed. The previous system has been disestablished
(VDAAS). Planned calibration has not happened due to resources tied up with Regional Water Security

other priority work. The telemetry upgrade project has been actively worked on for
both instrumental selection and financial affordability,

Status Commentary

IS Reporting on the Regional Water Storage Programme is included in the Strategic
Projects reporting section from page 27.

Status Financial commentary

& The majority of the underspend is in the cyclone infrastructure repair work, where $92.5M was
budgeted in Opex for the total programme of work ($69.4M YTD), while expenditure YTD this finandial
year is $17m (mostly in capex). An additional 529M was spent in the 22/23 FY.

Excluding the cyclone infrastructure repairs work, BAU operating expenditure is $4.1M behind budget,

Asset Management finances
| Revenue‘“ Eﬁpendlturﬁ Surplus/(Deficit)

: $000 H $000 ! $000 which is mostly driven by the postponed Tangoio forestry harvest, delays in the Regional Water
Actual 19,255 16,574 2,681 Security Programme, and timing delays in the flood protection and open spaces maintenance (phasing
= —1 ) T ) 1 of Annual Plan budget).
Budgetw 75'537- 85’“,2,- (9'904)_ Operating funding is behind budget due to insurance and NEMA claims for cyclone infrastructure
Variance  (56,283) 68,868 12,585 repairs still in progress, and linked to timing of expenditure. Excluding the repair claims funding, BAU
) : ? ! funding is $1.4M ahead of budget due to carryover of IRG grant funding for flood protection level of
% variance -74.5% 80.6% service upgrades and Upper Tukituki Gravel extraction, and MBIE supported cycleways repairs.
23
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Emergency Management

Hawke’s Bay CDEM Group HBRC Emergency Management

) The recent Cyclone Gabrielle reviews had an impact on all CDEM Group staff, who @ Work is underway to look at the next generation hazard portal.

appreciated the support from the staff wellbeing committee. There has been good The telemetry upgrade is outlined on p22 under our Flood Risk Assessment and
progress working with the other councils in developing the community HUB model Warning activity.

and making improvements based on feedback from communities. Staff are
AR 7 So far, 29 HBRC staff have completed the half-day Emergency Management
iewing welfar. nd ational guidel consultati th the oth
RIS MIERSr S PSS B ORETN DN IIGINS 1. e, Essentials course conducted by the CDEM Group office, with an additional 14 staff

councils and welfare service providers. The new four-hour Emergency Management > 2 =
Essentials course, which is the first course in the new training programme, has iembers schisduled fo.r future sessions. Work i UM toidantity snd traln
rolled out with positive feedback. In total 135 people have attended across the staff who will be mobilised to assist the Group ECC during a response.
councils, with 332 booked on to one of the 18 scheduled courses. A reviewed work

programme and implementation of review findings is currently being developed by

CEG. The tempo will not improve in the short term and the wellbeing of staff will

need to be carefully managed.

Emergency Management finances

Remue‘ Expenditure Surplus/(Deficit) Status Financial commentary

: $000 3 3000 } 5000 . YTD overspend is due to ongoing cyclone recovery work (cost allocations to be reviewed and refined
Actual 6,370 9,529 (3,159) before year end).
Budget 4,674 5,098 (423) CDEM Group expenditure is underspent $250k due to staff turnover and vacant positions held.
_ i 4 , Funding is ahead of budget due to finalisation of the NEMA welfare claim for costs incurred in the
Variance 1,696 (4,432) (2,735) Cyclone Gabrielle response ($0.6M), and the collection of administration fees from Regional Recovery
%variance  36.3% -86.9% fndmg:

HB Regional Recovery funding

Revenue Expenditure | Surplus/(Deficit)
$000

$000 $000
Actual 42,762 42,772 (10)
Budget - - 0
Variance 42,762 42,772 (10)
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Transport

Organisational Performance Report: Q3 2023-2024

Passenger Transport Transport Planning and Road Safety

Status Commentary Status Commentary

Reinstating multiple fixed bus services late January 2024 has been a significant step .
forward. These services have resulted in a significant increase in patronage over the

last couple of months. A business case for Waka Kotahi NZTA to support the new

August 2025 network has required additional work and unplanned cost from

consultants to put this together.

Total mobility patronage continues to exceed expectation mostly due to the current
concession subsidies offered.

Transport finances

The Regional Land Transport Plan (RLTP) opened for public consultation on 18
March 2024 and is running through to 14 April. The RLTP is the region’s ten-year
plan for investing in Hawke's Bay's transport system, including our local roads and
state highways. With the transport system having faced huge chailenges, there is a
significant rebuild ahead of us. Putting together the plan and public consultation
document involved a huge amount of work by the joint committee and the HBRC
Transport and Comms teams. The draft RLTP aligned well with the draft Global
Positioning Statement once it was released.

Roadsafe continues to deliver and support regional safety initiatives. With the help
of an external contractor, the reach HBRC is achieving is very good. A significant
amount of time and resource is currently focused on planning the Hawke’s Bay
Youth Road Safety Expo on 6-10 May 2024 at the Pettigrew Arena, Taradale.

R R W Rl stotis Finoncalcommentay
$000 $000 $000 Status Financial commentary

Public Transport is overspent by ~$1M due to the higher than planned indexation on the bus service

Actual ! 6,499 i 6,943 i (444) | contract over the last few years and increase in on-demand costs. Increased income from Waka Kotahi
Budget 5,554 5,500 54 grant funding and the carryover of surplus funding from 2022/23 (one-off) is helping to cover this cost
) 1 H 1 1 pressure.
Vartance 945 ] (1,443) ] (438) The balance of the overspend is related to the Total Mobility programme, where costs are significantly
% variance 17.0% -26.2% greater than originally planned due to increased demand.
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Corporate Services

Information and Communications Technology (ICT)

Status Commentary

@)
.

A new Chief Information Officer took up the role in February 2024, A change
proposal to restructure the ICT team aimed at streamlining workflow, enhancing
efficiency and reducing headcount was submitted for consultation, with an
outcome expected in Q4. The Project Lifecycle Management module of our
financial management system, TechOne, has gone live and will be used to manage
the projects in the Flood Resilience Programme. As more TechOne madules are
used across the organisation, the importance of agreeing consistent data
structures is increasing. As such, an enterprise agreement on TechOne set-up is
being defined. HBRC has confirmed a 2026-2027 delivery date for IRIS NextGen,
and work to define the plan and project approach is underway. This needs specific
focus in Q4 to remain on track.

Further reporting on internal change projects—Synergy and SEAM— is induded in
the Strategic Projects reporting section from page 27.

Corporate Support

Status Commentary

. No report provided.

Risk, Quality and Assurance

Status Commentary

@ No report provided.

Item 8

Organisational Performance Report: Q3 2023-2024

Finance, Treasury, and Procurement

Status Commentary

The Finance and Procurement team has been busy again this quarter. A lot of work
has gone into the Three-Year Plan with finalising the budget model, Council
workshops, and preparing parts of the consuitation document and supporting
documents. We have also created a rates calculator to allow ratepayers to see their
current and proposed rates side-by-side. Procurement has been busy creating
management reports for Group Managers to help improve procurement processes.
A huge amount of development has been happening with TechOne reporting and
dashboards which is making the finance system a lot easier to use. Work has
continued with HBRIC to understand the processes with all investments and where
they will sit going forward.

Communications and Engagement

Status Commentary

«<

The work of our fixed-term web producer and social media advisor continues to
pay off (see page 10 for impact). These two members have brought the Digital
Team to five (full strength) and also resulted in the team being able to take on
far more internal graphics and design work than ever (with less of the three-
person team spent on web and social media work). The Communications team
continues to handle large quantities of work—with the amount of
communication around the Civil Defence Review and various infrastructure
programmes being the largest.
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Executive Advisory

People and Capability

Status Commentary Status Commentary

i N

The P&C Advisory workplan focus areas are leadership, sustainable workforce and
people experience. Our leader’s forum planned for May 2024 will bring together
our people leaders for a strategic conversation about the future direction of HBRC,
how our work connects to our vision and values, and how we can implement the
ELT top ten priorities. Connecting leaders with each other in this way builds
relationships while boosting engagement and a feeling of meaningful work. We are
also inviting some aspiring leaders as a development opportunity for the first time.
Recruitment continues but is slowing down as the Infrastructure Programme
Management Office is nearly fully resourced, allowing time to work on talent
planning and proactive recruitment strategies, The technical training framework
has all required data collated and is being themed ready to present to the
Executive Leadership Team. Preparation now turns to the performance and
remuneration round for 2023-24. Performance Management 101 was well received
by our leaders.

Updates from the Health, Safety and Wellbeing team are on page 8 of this report.

Organisational Performance Report: Q3 2023-2024

Maori Partnerships

No report provided.

Strategy and Governance

Status Commentary

The Governance team was busy servicing 22 council/committee meetings or
workshops and administering 29 LGOIMA requests. Improvements to the LGOIMA
register, processes, roles and responsibilities and associated training were
delivered. The Strategy team worked closely with the Finance team to conclude
the nearly 2-year rates review induding processing 541 submissions, a Hearing in
early February, and drafting deliberation reports to support decisions at the end of
February. The Strategy team also worked with the Finance and Comms teams on
the Three-Year Plan development culminating in the consultation document, 3
draft policies and 11 supporting documents adopted for consultation on 10 April.
The Climate Action Ambassador spread her time between us and the Planning
team to draft the climate chapter for the Regional Policy Statement, The Climate
Action Joint Committee was held 11 March. Retirement and relocation has
resulted in recruitment for two of three roles in the Governance team, the Climate
Action Ambassador and Performance Analyst roles.
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Strategic Projects

This section provides an overview of HBRC's key strategic projects that are tracked by the
Project Management Office, within the Strategy and Performance team, and reported on
a monthly and quarterly basis. These projects were selected by the Executive Leadership
Team because of their significance in terms of investment, risks, benefits, and
interdependencies.

The current list of strategic projects® include;

HBRC Flood Resilience Programme (new)

Recovery Claims

IRG Flood Protection Programme

Regional Water Security

Kotahi Plan

Land for Life

Enterprise Asset Management (internal change project)
Synergy (internal change project)

O N DY E WP

Clifton to Tangoio Coastal Hazards Strategy
TANK Plan Change

[
o

In line with good project management discipline, particular emphasis is given to
scheduling, budgeting and risk management.

Key:
® On track @ At risk
® Off track @ Not available/not applicable

*The project summaries ore on pages 31-32
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Hsltcﬂoodm?m

All programmes and projects are currently tracking to
schedule and budget, however continued progress is
contingent of engagement related risks not
eventuating. These risks could impact on both
schedule and budget. Opportunities to accelerate the
Land Category programme and pumpstation upgrade
programme are actively being explored in line with
Government expectations, Further acceleration of the
current programme will come with potentially
significant risks and additional cost. Recruitment of
the Programme Management Office roles continues,
with contract resources being used while recruitment
is ongoing.

Project status ®Schedule ®Budget ®Risks

Cyclone Recovery Claims
No report provided.

Project status ®Schedule ®Budget ®Risks

The Kotahi Plan

A Regional Planning Committee meeting was held on
13 March seeking approval to formally progress the
Regional Policy Statement work. This approval was
given. Progress continues with PSGE contracts,
Updates and changes to national direction on
freshwater management continues to be a key project
risk, however this is a risk for all regional freshwater
plans and HBRC is keeping abreast of all developments
in this space.

Project status ®Schedule ®Budget “ Risks

Regional Water Security Programme

CHB Manaoged Aquifer Recharge: a consent decision
has been issued. MAR resource consents are now
granted. A media release was issued following
resource consent decision. This was a joint
communications with Kanoa, CHB District Council and
Tamatea Taiwhenua, A tender evaluation was
completed for MAR drilling services with a detailed
design phase to commence. Technical Site
Investigation Proposals have been received and are
being reviewed. Landowner engagement is ongoing in
preparation to site investigations/detailed design
phase. There has been a budget review in light of
extended concept and consenting processes, inflation
and escalation of construction estimates. A Go/No Go
decision point needs to be made when detailed
designs have been confirmed and costed for
construction and three-year operation.

Heretaunga Water Storage: is awaiting funding
decisions.

Project status ®Schedule ®Budget © Risks

Clifton to Tangolo Coastal Hazards

Work is being completed in preparation for public
consultation - which is planned for September 2024,
CoastSnap - citizen coastal monitoring - is being
procured,

Project status ®Schedule ®Budget ®Risks

Organisational Performance Report: Q3 2023-2024

IRG Flood Protection Programme

The delay in progress caused by Cyclone Gabrielle and
the ensuing repairs has had a significant impact on the
programme, Physical works for the Ngatarawa
Stopbank Upgrade has now been completed. The
development of Cultural Impact Assessments for
Moteo and Omarunui are underway. Planning has
recommenced for the Clive River/Farndon Road
erosion remediation. Planning haw recommenced to
progress East Clive to fully consented status. Project
briefs are being developed to get Geotech
assessments and detailed design completed for a
number of other sites, Tranche 3.1 of the Upper
Tukituki Flood Control Scheme: Gravel Extraction has
been completed with a total of 271,459m° removed.

Project status " Schedule “ Budget “ Risks

Land for Life

The Business Case has been finalised, which completes
Stage 2 of the project. The project plan for Stage 3 has
been drafted and communicated with stakeholders.
The securing of funding is underway with The Nature
Conservancy (TNC), and a Sustainable Food & Fibre
Futures funding application has been submitted.
Discussions are underway with TNC for philanthropic
donors. Acommunication and engagement plan is in
the process of being implemented.

Project status ®Schedule © Budget * Risks
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TANK Plan Change

During this quarter mediation has progressed with three
days of mediation being held, and a further four
scheduled. The court process for scheduling mediation
dates continues to be frustratingly slow despite these
frustrations being shared with the Courts by muitiple
parties. Despite the slow progress work remains on track.
There have been significant costs incurred through the
mediation process as expected and previously mentioned.
It is expected that these will continue through to the court
phase of appeals.

Project status ®Schedule © Budget * Risks

Synergy

The Three-Year Plan financial reports have been
completed, dashboards continue to be developed,
current ledger structure sound, and internal loan
ledger reestablished and under review. Payment plan
functionality has stalled until a clear ordering of
Synergy priorities is agreed upon.

Project status ®Schedule ®Budget ®Risks

Organisational Performance Report: Q3 2023-2024

Enterprise Asset Management

Consultant-led workshops have been completed with
information collected to begin build. Finance and EAM
integration has been defined and options are being
investigated. Project Lifecycle Management module is
in post go-live support. There is investigation into
further support with asset register population.

Project status ®Schedule ®Budget * Risks
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HBRC Flood Resilience Programme

The programme is to build flood protection

schemes over four years in areas deemed unsafe

to live in without improved flood protection.

These are known as Category 2 and are in:

* Wairoa

® parts of Heretaunga (Pakdwhai, Waiohiki, and
Ohiti Road/Omahu)

® Whirinaki

® Pérangahau.

Cyclone Recovery Claims

This is a project to recover asset and business
interruption losses anising from the impacts of
Cyclone Gabrielle and how we wall maximise
recovery of costs to replace assets through our
insurance policies.

The Kotahi Plan

Developing a combined resource management
plan for the Hawke's Bay region. It will refresh
how we manage the use and protection our
natural and physical resources looking at all
aspects of the environment. This includes land
and freshwater, air, the coastal and marine area,
dimate change, biodiversity, urban form and
development, natural hazards and risks, energy,
transport, and infrastructure. Kotahi will combine
and update the existing Regional Policy
Statement (RPS), the Regional Resource
Management Plan, and the Regional Coastal
Environment Plan into one, while also giving
effect to the new policies, planning and technical
standards from central government,

Regional Water Security Programme
Investigating water supply options aiming to
ensure Hawke's Bay has long-term, climate-
resilient, and secure supplies of freshwater for all.
This supports the Kotahi Plan and includes:

* setting up a Managed Aquifer Recharge (MAR)
trial in Central Hawke’s Bay to determine
whether MAR is a viable water storage option
and can contribute to water security in the area

® exploring above ground, medium-scale water
storage options in the Ngaruroro catchment for
and on behalf of the community.

Clifton to Tangoio Coastal Hazards Strategy

Working in collaboration with coastal
communities and local entities for more than eight
years to develop the Clifton to Tangoio Coastal
Hazards Strategy 2120. We now need to confirm
which council or councils will take charge and lead
this work, and are undertaking consultation,
proposing that HBRC should take charge of coastal
hazard adaptation between Clifton and Tangoio,
as recommended by an independent Funding
Review. This would give the Regional Council the
mandate to finalise the Strategy. This includes
consulting the community on the full implications
of implementation, such as the timing and
detailed costs of physical works, and who pays for
what through the councils planning processes,

Organisational Performance Report: Q3 2023-2024

IRG Flood Protection Programme

1. Heretaunga Fiood Control & Drainage Scheme
We are reviewing and where appropriate
upgrading flood protection assets across the
Tutaekuri, Ngaruroro, Lower Tukituki and Clive
rivers, with the intention of increasing the level of
service with regard to flood protection across the
scheme.

2: Upper Tukituki Flood Control Scheme; Gravel
Extraction

We are removing gravel from the Upper Tukituki
River to improve flood protection in Central
Hawke's Bay. Decreased demand for gravel has
seen a build-up of gravel (aggradation). Extracting
gravel from the riverbeds helps increase river
capacity and reduces the risk of water inundation
of neighbouring properties during a flood.

Land for Life

A pilot on up to five farms with loans offered to
landowners to plant trees on marginal land that
can earn a return and enhance regenerative
farming practices. Run in collaboration with The
Nature Conservancy (TNC} and the Ministry for
Primary industries {MP1) to accelerate erosion
control work and extend the programme to more
farms.

TANK Plan Change

Proposed TANK Plan Change (PPC9) will add new
rules to the Regional Resource Management Plan
to manage water quality and quantity for the
Tataekuri, Ahuriri, Ngaruroro, and Karami (TANK)
catchments.

synergy

The enhancement of already implemented
TechnologyOne modules to ensure a stable
foundation for the future stages of the

TechnologyOne ERP deployment at HBRC,

Enterprise Asset Management

Aims to embed an Asset Management
Information System that integrates into and
expands on the Enterprise Resource System (ERP)
that was introduced during the Finance Upgrade
Systems & Efficiency (FUSE) project. The goal is to
improve efficiency, allowing us to confidently
identify assets (both spatially and uniguely within
aregister), manage and maintain our current
infrastructure through whole-of-life, and assess
risk to determine when changes or additions are

required.

w
[
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How Metrics are Calculated

Employee count (p 7) is the total count of all
permanent staff employed by HBRC. This includes full
and part-time staff. This is calculated as at the end of
the quarter.

Full time equivalents (FTE) (p 7) are the total
permanent FTEs as at the end of the quarter.

Note: the above two metrics were amended in Q3 2023-24
Prior to thot, the count included those employed on casual
{eg students) and fixed-term controcts.

Turnover (p 7) is calculated by averaging the staff
count (previous end of quarter staff + current end of
quarter staff divided by 2). This is then divided by the
number of resignations. Only resignations or
retirements of permanent staff and fixed term staff
(before their contract end date) are included in this
figure.

Note: All other P&C metrics are provided by the P&C
Manager using information from TechOne

Health and Safety Incidents (p 8) are all the incidents
reported in HBRC's health & safety software
Hasmate.

LGOIMA (p 9) are all the LGOIMA requests that are
registered in our LGOIMA register in SharePoint,

Daily feedback (p 9) tracks the customer satisfaction
score by date. This data is sourced from Zendesk

Social media ( p 10) metric counts reach from the
organic or paid distribution of Facebook content,
including posts, stories and ads. It also includes reach
from other sources, such as tags, check-ins and Page
or profile visits, Reach is only counted once if it
occurs from both organic and paid distribution.

Website and social media (p 10) data is sourced from
Google and Facebook analytics

Media enquiries and media releases (p11) data is
sourced from the internal Comms Log in Sharepoint

Vehicle numbers and fuel usage (p 12) datais
provided by our internal systems and our fuel
suppliers.

Air Travel (p 12) data is provided to HBRC by our
travel agent,
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