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EXECUTIVE SUMMARY

Transportation is a significant contributor to economic growth and social development by
connecting the Cook Islands with the rest of the world and enabling inter-island shipping and
airline services. Exponential tourism growth over 20 years demanded increased air travel and
shipping to bring fuel, food and supplies into the country. This has led to increased gross
domestic product and placed the Cook Islands in the position of graduating to a developed
country status.

The Cook Islands Transport Sector has enabled this growth with oversight from the Ministry
of Transport (MoT), operating on a reduced budget for the past 10 years. MoT relied on
support from the New Zealand government since self-government in 1965. In civil aviation,
New Zeeland’s direct oversight of the country’s sector ended in 2012. Meanwhile New
Zealand has continued to assist the country through bilateral and multilateral support with
technical advisors in the aviation and maritime sectors. The global landscape has changed
significantly over the last fifty years requiring more strategic governance of the sector. As a
member of the international community and bodies such as the International Civil Aviation
Organisation (ICAO) and International Maritime Organisation (IMO), the Cook Islands
subscribes to international conventions, protocols and agreements that must be incorporated
into national legislation and rules. The Cook Islands Meteorological Services (MET) also
follows standards and rules set by ICAO and the World Meteorological Organisation (WMO).

At the regional level, the MoT receives technical assistance from the Pacific Aviation Security
Organisation (PASO), and training from the Singapore Civil Aviation Authority and Singapore
Maritime Authority. Technical assistance is also provided by the Secretariat of the Pacific
Community and the Secretariat of the Pacific Regional Environment Programme.

At the national level, the Ministry of Transport (MoT) is both a policy maker and regulator for
the transport sector in the Cook Islands. As a policy maker and sector leader, MOT must
prioritise the development of a National Transport Policy that incorporates air, sea and land
(road) transport for the country, including MET Services. This requires strong policy direction
from the Minister and Cabinet, together with strategic insight from the MoT Secretary and
Public Service Commissioner. The transport sector as an enabler for economic growth must
maintain safe and secure aviation and maritime sectors, and provide accurate weather and
climate information for residents and visitors to the country. The sector also has the
responsibility to protect the environment and oceans from aviation and maritime operators.

A National Land Transport policy is absent from the current transport sector, creating a void
in strategic planning on road uses and land for road infrastructure. Road construction and
maintenance is the responsibility of Infrastructure Cook Islands (ICl). While ICI have
developed a National Roads and Drainage Policy to guide the design of road infrastructure,
the Ministry of Transport needs to develop a National Land Transport Policy to inform access
to the road system by private and public transport, rules for road use, types of motor vehicles,
disposal of motor vehicles, with linkages to road infrastructure.

Leadership and governance of the sector has faced challenges with the absence of technical
capacity leading to the Cook Islands being 6% compliant with ICAO standards and Civil
Aviation Rules last updated in 2010 — despite annual ICAO updates being released. The
Maritime sector, requires changes to IMO conventions and protocols to be incorporated
regularly into national legislation and maritime rules. The last updates were in 2014.

At the organisational level, while the MoT workplace culture seems positive and employee
engagement surveys over the last four years indicate staff have 100% confidence in the
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leadership and management of the organisation, outstanding issues in the civil aviation and
maritime sectors highlight the absence of strategic leadership and management to address
these issues. The MoT (and country) have been fortunate that there have been no major
incidences in these sectors. Civil aviation and maritime sector stakeholders have primarily
complied with international safety standards set by international bodies, despite the absence
of robust oversight from the sector regulator (MoT).

The importance of strategic and workforce planning within the MoT was not evident with heavy
reliance on technical advisors and external funding support to undertake core functions and
update Standard Operating Procedures (SOPs) for the regulator. The assessment found that
this was not a sustainable approach for effectively leading and regulating a critical sector.

This Report provides a total of 24 recommendations to address key findings. A Capacity
Development Plan and implementation plan is also provided. There were no costs associated
with these recommendations as the work to be completed will require MoT to work with other
government agencies and stakeholders and continue foundational work prepared by Technical
Advisors (TA). MoT Senior Managers have the capacity to lead and implement these
recommendations given the extensive training and support they have received from
international workshops and TA coaching respectively.

Key Areas Recommendations
1. Policy and 1 National Transport Policy to be developed incorporating Civil
Legislative Aviation, Maritime, Road Transport and Met services
mandates (5) | { Legislative amendments to reflect Road Transport policy and
regulatory functions
T Civil Aviation Rules to be updated
I Maritime Rules and Regulations to be updated
1 Transfer secretariat functions for the Sale of Liquor Licensing to
the Ministry responsible for administering the Sale of Liquor Act
2. Leadership 1 Land Transport must be included in the Transport Sector
and 1 Developanor gani sational structure
governance structure
3) 1 Develop governance protocols between sector stakeholders to
clarify roles, responsibilities and accountability
3. People i Develop an MoT workforce plan
development | Implement performance management within MoT
3) 1 Develop an MoT training and development plan
4. Financialand | § Work with MFEM to cost the delivery of MoT core functions
Resource 1 Develop property maintenance and asset replacement plans
management |  Develop funding agreements to ensure MoT is adequately
3) resourced
5. Information I Maintain effective databases to ensure data integrity and
management regulatory functions are done
and ICT (3) 1 Communicate international conventions, national laws and safety
information
1 Develop a communications plan with target audiences, information
type and mediums/channels to use
6. Risk 1 Develop an MoT Risk Management Plan with key business risks
Management and mitigation measures with Disaster Response Plans to respond
(1) to specific hazards/disasters
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7. Business 1 Develop standard operating procedures (SOPSs) to effectively
Processes (4) implement conventions and agreements
9 Ensure SOPs are reviewed and updated regularly
1 Maintain quality assurance systems and continuous improvement
practices
I Maintain an effective system for handling complaints
8. Stakeholder 1 Identify national, regional and international stakeholders in the
engagement sector and develop protocols between stakeholders to clarify roles
(2) and responsibilities
1 Develop agreements with partners and service providers to

strengthen regulation of the sector and service delivery
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1. BACKGROUND OF THE ASSESSMENT

1.1 Description of the context in which the assessment was conducted

National
Te Kaveinga Nui -The National Sustainable Development Plan (NSDP) defines the country’s

national vision and goals. The NSDP vision is for the people of the Cook Islands“ t o enj oy t

highest quality of life consistent with the aspirations of our people and in harmony with our
cul ture and €he thirditevation efthe NSDP 2016 -2020 has 16 goals. Goal 6
isto“i mprove taw caefsf ordabl e, reliabl e, S U s in the
Cook Islands. This goal is reflected in a draft Ministry of Transport (MoT) Strategic Plan (2017-
2022) mission statement of “ tgengthening the transport system to be safe, secure and
inclusive of the environment.” The mission is to ensure the country has access to a reliable
and modern system that regulates and controls the movement of transport through aviation
and maritime, including understanding the environmental weather conditions that safeguards
the public from adverse conditions and minimises risks across the transport sector.

A Cook Islands National Transport Policy has not been developed. The draft MoT Strategic
Plan was developed in October 2017 with technical assistance (TA). The Plan needs to be
finalised by the Secretary. The MoT has the responsibility for leading the transport sector
(Figure 01 refers) as the strategic policy advisor to the Government and regulator. Despite the
MoT Strategic Plan being silent on land transport, the MoT has a key role in leading different
stakeholders operating within the sector through a robust policy and regulatory framework that
builds an enabling, safe and secure environment for all. The transport sector is an economic
and social enabler with airlines bringing over 160,000 tourists to the country each year and
shipping services bringing goods and fuel to sustain the livelihoods of residents and visitors.
MoT ensures international and domestic airports meet international civil aviation rules and
meteorological standards adhered to by larger countries such as Australia, New Zealand and
Singapore. MoT ensure the Rarotonga (Avatiu) and Aitutaki (Arutanga) ports meet
international maritime standards, enabling imported goods to arrive fortnightly and fuel tankers
to import fuel eight times per annum.

The MoT was established as a Government Ministry following the 1995/96 public sector
reforms. It was given the role of policy maker and regulator of the country’s civil aviation and
maritime sectors. Responsibility for meteorological services was later added to MoT. MoT and
other Government agencies (Police, Health and Probation Services) assumed the role of
licensing of motor vehicle dealers and passenger vehicles, including the sale of liquor,
following the abolition of the General Licensing Authority in 1996.

The MoT has no primary legislation, but the scope of its responsibilities are identified in 13
Acts: Air Service Licensing Act 1984; Civil Aviation Act 2002; Aviation Security Act 2008;
Shipping License Ordinance 1963; Carriage of Goods Act 1998; Prevention of Marine Pollution
Act 1998; International Shipping Act 1999; Ship Registration Act 2007; Maritime Transport Act
2008; Meteorological Services Act 1995/96; Transport Licensing Act 1967; Motor Vehicle
Dealers Act 1986; and Sale of Liquor Act 1991/92.

Key stakeholders in the sector include Government agencies, State Owned Enterprises,
private sector airline and shipping operators, Island Governments and civil society
organisations. Figure 01 shows the Current Transport Sector
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Figure 01: Cook Islands Transport Sector
[ Cook Islands Government Transport Sector 2018 ]
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MoT is also member of a Government Combined Law Agency Group (CLAG) comprising:
Police, Customs, Immigration, Health, MMR and Bio-Security agencies. CLAG is responsible
for taking actions to prevent, identify, investigate, prosecute and suppress offences of a trans-
border and domestic nature.
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Private sector, non-government, regional and international stakeholders include:

Civil Aviation 1 Airline operators (Air Rarotonga, Air New Zealand, Virgin
Australia, Air Tahiti, and others)

International Civil Aviation Organisation (ICAQO)

New Zealand Civil Aviation Authority (NZ CAA)

Pacific Aviation Safety Organisation (PASO)

Secretariat to the Pacific Community

Singapore Civil Aviation Authority

Singapore Aviation Academy

Maritime Cook Islands (MCI - private company)
Domestic and international ship operators/fuel importers
International Maritime Organisation (IMO)

SPC Economic Development Division

Maritime New Zealand

Secretariat of the Pacific Regional Environment
Programme

Singapore Maritime Ports Administration

World Meteorological Organisation (WMO)

Fiji Meteorological Services

Motor vehicle dealers, Taxi Association, Bus transport
operators Tourism Industry Council

Hotels and Motels, Bars and Nightclubs, Restaurants
and Restaurants bars, Retail, Clubs, Special and Guest
Room Bars

Maritime

Meteorological Services

Motor Vehicle Dealers and
Sale of Liquor Licensing

= = = =4 =4 = =4 =8 -8 -8 -8 -8 899 _9a_9

International and Regional Organisations

There are a number of international conventions that the Cook Islands are a signatory to. If
MoT fails to monitor and enforce these international obligations, as well as its’ legislated
functions, this can have a detrimental impact on the transport, economic, social and
environment sectors.

International Civil Aviation Organisation (ICAQ)
The Civil Aviation Act 2002 establishes rules of operation and divisions of responsibility within
the aviation system to promote aviation safety and security in the Cook Islands. The Act gives
authority to civil aviation rules (CARs) agreed to by ICAO member states that support the
safety and security of international civil aviation. ICAQO’s ongoing mission is to support and
enable a global air transport network that anticipates and manages projected doubling of
global air transport capacity by 2030. ICAO Obijectives are to:

1 Enhance global civil aviation safety therefore focused primarily on the State's regulatory
oversight capabilities, focused primarily on upgrading the air navigation and aerodrome
infrastructure and developing new procedures to optimise aviation system performance

1 Enhance global civil aviation as the leader in aviation security, facilitation and related
border security matters and

1 Foster the development of a sound and economically-viable civil aviation system which
means leadership in harmonising the air transport framework focused on economic
policies and supporting activities.
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The ICAO Universal Safety Oversight Audit Programme (USOAP) Continuous Monitoring
Approach was conducted in 2013 evaluating the country’s implementation of eight? critical
elements of a safety oversight system.

International Maritime Organisation (IMO)

IMO is a specialised agency of the United Nations. IMO is the global standard-setting authority
for the safety, security and environmental performance of international shipping. Its main role
is to create a regulatory framework for the shipping industry that is fair and effective,
universally adopted and implemented. The world relies on a safe, secure and efficient
international shipping industry through the IMO regulatory framework. IMO measures cover
all aspects of international shipping — including ship design, construction, equipment,
personnel, operations and disposal — to ensure the sector remains safe, environmentally
sound, energy efficient and secure. As a member state of IMO and signatory to 22 IMO
Conventions the Cook Islands is required to update legislation that brings the IMO
Conventions, Protocols and Agreements into national law.

World Meteorological Organisation (WMO)

WMO is a specialised agency of the United Nations dedicated to international cooperation and
coordination on the behaviour of the earth’s atmosphere, its interaction with the land and
oceans, the weather and climate it produces, and the resulting distribution of water resources.
National Meteorological and Hydrological Services work around the clock to provide vital
weather and climate information worldwide. Their early warnings of severe weather
and fluctuations in air quality as well as of climate variability and change, allow decision-
makers, communities and individuals to be better prepared for weather and climate events.
Their warnings help save lives and property, protect resources and the environment and
support socio-economic growth. WMO supports the Cook Islands Meteorological Service
in meeting their international commitments in the areas of disaster risk reduction, climate
change mitigation and adaptation, including sustainable development.

WMO programmes facilitate and promote:

1 Networks of observational stations to provide weather, climate and water-related data;

71 Data management centers and telecommunication systems to provide and exchange
weather, climate and water-related data;

1 Standards for observation and monitoring in order to ensure adequate uniformity in
the practices and procedures used globally, and standardisation of data and statistics;

1 The application of science and technology in operational meteorology and hydrology to
aviation, transport (air, land and maritime), water resource management and agriculture;

71 Activities in operational hydrology and closer cooperation between National
Meteorological and Hydrological Services; and

1 The coordination of research and training in meteorology and related fields.

Pacific Aviation Safety Office (PASO)

PASO is a Pacific regional international organisation overseeing aviation safety and security
oversight across Pacific Islands, against ICAO guidelines. PASO was established in 2005, as
a result of the Pacific Islands Civil Aviation Safety and Security Treaty (PICASST) and is
managed by staff based in Vanuatu with technical staff from New Zealand and Australia. The
Cook Islands is a member of PASO. PASO carries out audits in accordance with the
regulatory framework of the State and ICAO Standards and Recommended Practices
(SARPSs). Recent work carried out by PASO for MoT was updating the country’s CARs.

* Eight - 1. Primary aviation legislation, 2. Specific operating regulations, 3. State civil aviation system and safety oversight functions, 4. Technical personnel qualifications
and training, 5. Personnel Licensing and Training, 6. Aircraft Operations, 7. Airworthiness of Aircraft, 8. Aircraft Accident and Incident Investigation
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Secretariat of the Pacific Community (SPC)

The SPC is the primary scientific and technical organisation in the Pacific and delivers work
related to the IMO Member State Audit Scheme (IMSAS), Pacific Islands Domestic Ship
Safety (PIDSS) programme, key maritime and port personnel training, maritime audits and
safety of navigation. SPC recently carried out work with public and private counterparts on
the preparation for the IMSAS, aiming to adopt a Cook Islands National Roadmap to ensure
the country is ready for its IMO audit by July 2019. The objective of the audit is to determine the
extent to which the Cook Islands gives full and complete effect to its obligations and
responsibilities contained in some IMO instruments to which it is a Party to and to identify
where capacity-building activities would have the greatest effect. The Cook Islands is due for
the same audit in 2022. SPC will be providing support to the Cook Islands Port State Control
- run at a regional level.

Research on other jurisdictions and the review of aviation and maritime best practices was
carried out with some very good best practice examples in Singapore, New Zealand and
Australia. However if these were to be adopted here, suitable and capable staff would need
to be available. The current work programme as recommended and designed by technical
experts since 2013, if implemented successfully, will be adequate to meet international
standards and best practices identified. Monitoring systems, as well as updating legislation,
completing the recommendations and improving all work streams have improved compliance.

1.2 Description of the primary clients of the assessment

There are a number of stakeholders in the Transport sector (Figure 01 pg.8 refers). Each of
the arrangements below are critical links in the MoT work programme and performance.

Governance

The Public Service Act (PSA) 2009 provides for the recruitment and appointment of Heads of

the Public Service. The Secretary for MoT of a Head of Ministry (HoM).

1 Schedule 2 of the PSA identifies the Public Service Commissioner (PSC) as Chair for a
Recruitment Panel with two representatives nominated by the Prime Minister and Cabinet.

1 Schedule 3 of the PSA requires Cabinet to approve employment terms and conditions for
Heads of the Public Service

1 Section 14 of the PSA provides for the appointment of the Secretary for MoT as HoM by
the PSC, with endorsement from the Minister of Transport

I Section 16 of the PSA provides that the HoM must report to the Minister on the functions
and activities of the Ministry giving effect to Government policies and the effective and
efficient performance of the Ministry

Governance - the PSA holds the Minister, Public Service Commissioner and Secretary
for Transport collectively accountable for the overall performance of the ministry.

The Secretary (HoM) signs a three-year employment contract with the PSC and an annual
performance agreement with the Minister and the PSC. The PSC monitors and assesses the
performance of HoOM against performance expectations agreed between all three parties,
where the Minister sets policy directives and expectations. The Minister is responsible for
securing budget for the Ministry to deliver the Government’s priorities.
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Organisational Management and Staffing

Management - the PSA holds the Secretary for Transport accountable for the
management and overall performance of the ministry.

The Secretary is responsible for developing the strategic and business/corporate plans of the
Ministry, including the development of operational policies to guide the work of the Ministry.
The Secretary also recruits and manages employees, contractors and technical assistance
(TA) engaged to deliver the Ministry’s functions, with the annual appropriation (budget)
approved by Parliament.

MoT currently have four divisions: Output 1- Civil Aviation (Taka o te Rangi), Output 2 -

Maritime (Taka o te Moana), Output 3 - Meteorological Service (Taka o te Mareva) and Output

4 - Corporate Services (Taka Taokotai'anga) — (Figure 02 refers). There are 18 full time

equivalent (FTE) staff filling 22 positions on the MoT organisational structure?.

I Section 17 of the PSA provides HoMs with the autonomy to recruit, promote, discipline
and terminate employees (and contractors) to undertake the functions and produce the
outputs of the Ministry

1 Section 26 of the PSA requires HoMs to consult with the PSC to obtain approval for
changes to the Ministry organisational structures

Figure 02: MoT Organisational Structure — January 2016
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1.3 Output 1 Civil Aviation Division (Taka o te Rangi)

The core functions of the Civil Aviation Division are legislated and outlined below:

Legislation or Functions Responsibility
International conventions
1. Air Service Licensing Licensing of air services in the Cook Director of Civil
Act 1984 Islands Aviation (DCA)
2. Civil Aviation Act 2002* Establishes rules to promote aviation Minister, Secretary
safety and security and DCA
3. Aviation Security Act Maintains safety and security at | DCA
2008 domestic and international airports

*Chicago Convention and 19 annexes and Civil Aviation Rules 2010

The Director of Civil Aviation (DCA) position is filled by a part time expatriate domiciled in New
Zealand since November 2017, currently funded through a New Zealand Core Sector Budget
Support programme. A newly established Aviation Oversight Manager position was filled in
2017, along with an Aviation Officer role.

Gender | Years of Service | Position Description

Male 4 months Civil Aviation Director

Male 2 Aviation Oversight Manager
Female 1 Aviation Officer

The DCA recommended a comprehensive aviation sector strategic plan be prepared to
address the capacity and capability of the division. This work commenced in February 2018.
The division must be capable of administering the country’s obligations as a member of ICAO
and coordinate the audit of Civil Aviation Safety and Security oversight, a function previously
carried out by the New Zealand Civil Aviation Authority (NZ CAA), now undertaken by PASO.
Security inspections are carried out by the United States Federal Aviation Agency (USFAA).
The ICAO audit of MoT in 2013 found areas that were lacking, however no significant safety
concerns were identified. The Audit recommended short, medium and long term priorities
which MoT has identified in its 2018/19 Business Plan.

The MoT 2018-19 Business Plan deliverables include:

1 Improving the country’s compliance with the ICAO USOAP

1 Ensuring all flights adhere with international safety standards
1 Managing comprehensive oversight of the aviation industry

1.4 Output 2 Maritime Services Division (Taka o Te Moana)

The core functions of the Maritime Services Division are legislated and shown below:

Legislation or Functions Responsibility
International
conventions

1. Shipping License National oversight of the country’s international | Director of Maritime
Ordinance 1963 shipping and IMO obligations & Compliance
Manager
2. Carriage of Goods Regulating every carriage of goods Director of Maritime
Act 1998 & Compliance
Manager
3. Prevention of Marine | Prevention of marine pollution, the dumping Director of Maritime
Pollution Act 1998 and transportation of other waste in the Cook & Compliance

Islands Waters by vessels and to give effect to Manager
various international conventions on marine
pollution and protection of the marine
environment
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4. International National control of Cook Islands international Director of Maritime
Shipping Act 1999 shipping & Compliance
Manager
5. Ship Registration Act | Registration of vessels nationally and Delegated to
2007 Internationally Maritime Cook
Islands
6. Maritime Transport Ensure maritime safety of the Cook Islands Director of Maritime
Act 2008* and Cook Islands vessels & Compliance
Manager
7. Maritime Transport Regulates the registration, licensing and Director of Maritime
(Small Motorised operation of small motorised vessels & Compliance
Vessels) Manager
Regulations 2014
8. Maritime Rules Regulates offences Director of Maritime
(Offences) & Compliance
Regulations 2014 Manager
9. Shipping Regulates the issuance of infringement Director of Maritime
(Infringement deficiency notices & Compliance
Deficiency) Manager
Regulations 2014
10. Rarotonga Pilot Regulates pilotage, training and licensing of Director of Maritime
Regulations 2017 pilots for the Rarotonga (Avatiu) and Aitutaki & Compliance
(Arutanga) Ports Manager

* Includes Maritime Rules 2014 (x20)

The Cook Islands have acceded to 22 IMO Conventions and 27 Protocols and established 20
Maritime Rules to comply with the IMO Conventions and Protocols.

A National Maritime Transport Policy (NMTP) and Strategic Plan was developed by TA in
2014. The NMTP vision is “Safe, sustainable, secure and environmentally friendly maritime
transport by compliant ships. A respected member of national, regional and international
maritime communities.” It establishes polices to guide planning, actions and strategies to
ensure that local port and harbour safety infrastructure and shipping services to, from or within
the Cook Islands, or operating internationally under the Cook Islands flag - are compliant,
safe and secure, and do not pose threats to the marine environment.”

The NMTP three key areas of focus and 10 key objectives shown below:

1. Effective national legislation for safety, security and marine protection

2. Effective implementation of international and national laws

3. Capacity and capability to provide effective oversight and monitoring of all ships

Ten key objectives:

Effective national law to bring international maritime instruments into force

2. Effective national law and safety management systems for small commercial vessels
3. Safe operation of small commercial vessels

4. Safe and sustainable maritime transport to the Pa Enua

5. To ensure the Cook Islands has an international reputation as a responsible flag state
6. Safe and secure ports of Avatiu and Aitutaki
7
8
9
1

=

Effective port state control

Efficient coastal state services to shipping
. Accession to relevant IMO and ILO instruments
0. Well-resourced and capable Maritime Division

The Maritime Division has two full time staff. The Director of Maritime retired during the writing
of this Report and has been replaced by the existing Compliance Manager. A vacant post of
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Technical Manager was advertised and filled by the former Harbourmaster, towards the end
of this review.

Gender Years of Service | Position Description
Male 15 Director of Maritime (retired)
Male 5 Compliance Manager

The Director is appointed by the MoT Secretary and is responsible for carrying out obligations
in respect to Flag State and Port State Control contained in the Standards of Training,
Certification and Watch keeping for Seafarers (STCW) Convention.

The MoT 2018/19 Business Plan identifies the work programme as:

1 Implementing international requirements to comply with IMO Conventions and standards

1 Monitoring the administration of shipping licenses issued to international and domestic
shipping operators

I Monitoring issues associated with safety and freight rates

I Taking a lead role in facilitating emergency procedures for oil spill clean-ups

1 Coordinating the provision of intelligence and information on threats to the maritime
industry

1 Providing advice on maritime security to government, industry and the public

1 Coordination of the activities of IMO in the Cook Islands in respect to Maritime Safety

1.5 Output 3 Meteorological Services Division (Taka o te Reva)

The core functions of this Division are legislated and an annual budget allocation to meet
national and international obligations which includes the following:

Legislation and Function Responsibility
International
Conventions
1. Meteorological To ensure the provision of Director of Met Services
Services Act 1995- meteorological services in the Cook
96* Islands
2. Civil Aviation Rule Civil Aviation Meteorological Certificate Director of Civil Aviation
Part 174 for provision of meteorological Director of Met Services
information for aeronautical purposes
3. WMO conventions Accountable regulatory regime to meet Director of Met Services
staff and professional international
standards

The MET services have operated as part of MoT since the public sector reforms in 1995/96
with its legislative mandate established through the Meteorological Services Act 1995-96. The
division is led by the Director for MET services with a Senior Operations Manager and
Technical Manager, to provide weather and climatology services for the country. The division
has ten staff responsible for monitoring weather conditions, and analysing and reporting on
weather forecasting and climate patterns.

The Business Plan 2018-19 highlights that this division is focussed on ensuring the safety of
lives and promotion of human well-being. The division enables decision makers to minimise
risks in aviation, maritime and other sectors from adverse weather events. Their outputs
supports: agriculture and energy production, public health protection and improve water
resource management.
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The main goals for this division are to:

1 Ensure delivery and gathering of effective and efficient meteorological data and
information ensuring continuous review and updating of standard operating procedures

1 Ensuring an accountable regulatory regime is implemented to meet WMO international
standards and satisfactory completion of competency standards by all staff

I Maintain Automated Weather Stations (AWS) at the Rarotonga airport
1 Ensure Pa Enua are included as part of the ongoing AWS maintenance programme.
Gender | Years of Service | Position Description
Male 34 Director of Meteorological Services
Male 10 Operations Manager
Male 10 Senior Meteorological Officer
Male 1 Technical Officer
Male 8 Meteorological Officer
Male 5 Meteorological Officer
Male 11 Meteorological Officer
Male 16 Meteorological Officer
Female 1 Meteorological Officer
Male 2 Meteorological Officer

1.6 Output 4 Corporate Services (Taka Taokotai’anga)

The core functions of this Division as well as meeting Government financial, public service
and audit obligations, include the following:

Legislation Function Responsibility
1. Transport Licensing Act Licensing passenger transport Licensing
1967 vehicles Manager
2. Motor Vehicle Dealers Licensing and disciplining motor Licensing
Act 1986 vehicle dealers Manager
3. Sale of Liquor Act Licensing the sale of liquor Licensing
1991/92 Manager

The division provides financial and corporate support for the MoT, and secretariat services to
support the administration of the Transport Licensing Act, Motor Vehicle Dealers Act and Sale
of Liquor Act. The division includes the Secretary and two full time staff. The Secretary is
responsible and accountable for the overall performance of the MoT. The Finance and
Administration Manager is responsible for financial management and reporting requirements
of MOT. The Licencing Manager provides administrative support to the Police and members
of a Licensing Authority who approve motor vehicle dealers, passenger vehicle and sale of
liquor and bar manager licenses.

Gender | Years of Service | Position Description

Male 18 Secretary

Female 3 months Finance & Administration Manager
Female 21 Licensing Manager
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2. THE PROBLEM

The Ministry of Transport (MoT) has had performance issues over the medium term, causing
concern. Performance ratings have been below expectations over the last four years. The
delay in addressing a Corrective Action Plan to address issues identified in an ICAO Audit
from 2013 has highlighted the absence of technical expertise and under-resourcing of the Civil
Aviation Division. The MoT is also struggling to undertake its functions in the maritime sector
and incorporating IMO Conventions into national legislation and regulations. The
Meteorological Division lost its accreditation to provide weather information for the civil aviation
sector. The absence of timely strategic measures to address these issues has depicted a
negative image on the international reputation of the country, including the leadership and
accountability of the MoT, and Secretary of the MoT. Risks identified within the sector expose
the Government to significant liability through the increased likelihood of incidents that could
result in the loss of life, pollution, loss of trade and quality of life for residents, and damages
to infrastructure.

2.1 Definition of the Objective of the Assessment and its Scope

The key objective of the Capacity Assessment is to identify and analyse problems that have
hindered the MoT’s performance over the last four years. The Capacity Assessment has two
key parts. Firstly, analysing key areas: policy and legislative mandates (what MoT must do);
governance and organisational management (how MoT does its work). Secondly, to develop
a Capacity Development Plan (CDP) with strategies and actions to address key findings and
recommendations. Strategies must be designed to:

1 improve service delivery and systems (policy, planning, research and reporting);

9 integrate operations and strengthen organisational management

9 build a culture of accountability and performance excellence.

The CDP must recognise efficiencies to be achieved; the costs for short-term actions; the way
forward for medium to long term actions; effective deployment across the Ministry; and ensure
a smooth transition with minimum disruption to services.

2.2 Conduct of the Assessment

The Capacity Assessment included consultations with 70 stakeholders over six weeks.
(Annex 1 refers). Desktop analysis was carried out on various documents including legislation,
regulations, the National Maritime Transport Policy, Annual and Technical Assistance (TA)
reports, performance reviews, budgetary/financial information and audits, and research in
other jurisdictions. Consultations included: face to face interviews/discussions; group
meetings; phone and email questions. Due to time constraints, it was difficult to have repeat
sessions with most stakeholders in order to receive feedback on proposed recommendations.

2.3 Risks

The inherent risks, limitations and challenges for the Assessment Team to complete the
assignment in a timely manner included: time allocated for the overall assessment (research,
consultations, analysis and report writing. The Team were not able to complete detailed
research and analysis of existing information on the Ministry and Cook Islands transport sector
due to time limitations and the lack of a solely dedicated team to this review; competing work
priorities and staff resignation meant the composition of the Team was reduced, delaying
analysis and completion of the Report; and certain stakeholders were absent or not available
for interviews.
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3. ANALYSIS OF FINDINGS
3.1 Policy and legislative mandates
The Cook Islands transport sector includes civil aviation, maritime transport, meteorological

and certain land transport licensing functions. The MoT also support the licensing process for
the sale of liquor licenses.

Legislative mandates

MoT Division

Legislation

Core functions

Civil Aviation (5)

Air Service Licensing Act
1984

Licensing of air services in the Cook Islands

Civil Aviation Act 2002

Establishes rules and responsibilities for
aviation safety and security

Aviation Security Act 2008

Ensures safety and security standards at
international and domestic airports

Chicago Convention & 19
annexes

Convention ratified in 1986

Civil Aviation Rules 2010

Cook Islands Civil Aviation Rules

Maritime (6)

Shipping License Ordinance
1963

Shipping license conditions

Carriage of Goods Act 1998

Regulates the carriage of goods on vessels
moving within, to/from the Cook Islands

Prevention of Marine

Pollution Act 1998

Prevents marine pollution, dumping and
transportation of waste in Cook Islands waters
by vessels

International
1999

Shipping Act

International shipping license conditions

Shipping Registration Act
2007

Registry of vessels operating in the country
and under the national flag

Maritime Transport Act 2008
& IMO conventions

Oversight of domestic/international shipping
and IMO obligations

9 Maritime Transport (Small
Motorised Vessels) Regs
2014

9 Shipping (Infringement
Deficiency) Regs 2014

1 Maritime (Offences) Rules
2014

9 Registration and licensing of small
motorised vessels (<24mtrs length)
1 Sets infringement standards

1 Sets penalties for offences

Meteorological
Services (1)

Meteorological Services Act
1995/96
WMO Conventions

9 Provides for meteorological services
9 Ensures WMO standards are met

Corporate Services
Licensing (3)

Transport Licensing Act
1967

Motor Vehicles Dealers Act
1986

Sale of Liquor Act 1991/92

1 Licensing passenger vehicles and motor
vehicle dealers
1 Licensing the sale of liquor

Civil Aviation

The MoT oversees the civil aviation sector through three key pieces of national legislation and
Civil Aviation Rules which establish minimum safety and security standards for entering and
operating within the civil aviation system. The Civil Aviation Act establishes roles and
responsibilities of the Minister, MoT Secretary and Director of Civil Aviation (DCA) in setting
and ensuring compliance with these Rules. The Act also provides powers for the DCA to act
independently of the Minister and Secretary in relation to certain functions relating to aviation
documents and investigations of accidents or incidents.
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The Cook Islands is a member of ICAO, therefore the Cook Islands Civil Aviation Rules must
be aligned with ICAO Rules that are updated annually. MoT as the regulator must assess the
relevance of the ICAO Rules in consultation with aviation operators and develop relevant
Rules for approval by the Minister of Transport. The Country Rules were last updated in 2010.
Rules are presented in parts, according to the International Chicago Convention and circulated
with options to meet standards within the Rules.

Civil Aviation Rules cover the:

9 Licensing of pilots, maintenance engineer and air traffic controllers

9 Certification of aircraft and parts

1 Certification of operators such as: airlines; flight operators; air cargo agents; maintenance
companies and air traffic control

9 Certification of the systems operators are required to prevent accidents and incidents

To enter the aviation system, ‘participants’ (individuals or organisations) must hold an aviation
document e.g. pilots license or aerodome certificate. Applicants must ensure they are fit and
proper’ (act in a safe and responsible manner, both professionally and personally), to hold a
document. These documents are issued (and revoked) by the DCA who can impose
conditions on participants to enter and remain part of the aviation system. Individuals must
have the appropriate training and experience to perform in their technical roles e.g.
pilots/engineers. Organisations must demonstrate that they are managed and controlled in a
way that ensure all the relevant Rule requirements are met.

The DCA determines the level of risk posed to aviation safety by each Operator. Risk
assessments are informed by: audits; spot checks; enforcement actions; safety investigations
and analysis; medical checks, financial status, changes in key personnel, number of aircraft
and the type of operation. The risk rating determines the degree of monitoring and surveillance
required.

The DCA is responsible for investigating incidents/accidents within the system, to ensure
minimum standards are maintained. Serious breaches of the system standards and/or
accidents must be investigated by an independent body. The New Zealand Civil Aviation
Authority is contracted to do this work. The last serious accident in the Cook Islands occurred
in 1991 with a domestic airline Avaiki Air.

Air Service Agreements are considered on a government to government basis. These
licenses are approved by the Minister on advice from the MoT. Licenses are issued for an
indefinite period and compliance with license conditions are monitored by the DCA. There
were three applications received and two service agreements approved during this period.
The DCA also issues Air Operators Certificates (AOCs) on an annual basis. Applications are
received by the MoT and sent to the DCA for approval. There were two foreign air operators
certificates considered during this period with one being approved.

The Aviation Security Act requires the Airport Authority and airline operators to implement
security measures to ensure safety and security for passengers, service providers and other
participants within the aviation system. Activities include screening passengers, their checked
in and carry-on luggage, controlling access to airports, screening airport workers and
controlling access to restricted areas.
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Maritime

The Cook Islands has an extensive suite of maritime related legislation. Since 2013, the
obligations placed on the country as signatory to various IMO Conventions has meant that this
division requires dedicated and appropriately qualified staff to address the technical,
monitoring and reporting requirements of the various Conventions and Protocols. The division
had one Director to regulate the sector over the last 15 years with a Compliance Manager
being recruited within the last five years. The assessment found the division was understaffed
and under-resourced to carry out its functions.

TA provided through the New Zealand Government supported the development of a NMTP
and Strategic Plan in 2014 with further TA from 2016 to July 2017. The 2017 TA completed a
maritime legislative review of 12 maritime related Acts, five regulations and 20 maritime rules
that require monitoring and updating on a regular basis. Recommendations were made for:
further work on the Maritime Act 2008 to clarify its interaction with other Acts, updating the
maritime regulations to incorporate changes to the international rules, along with the
development of Standard Operating Procedures (SOPs) for MoT. A detailed outline of work to
be completed by the MoT and Maritime Cook Islands (MCI) was provided.

Further TA is being sourced to continue this work as MoT state the current capacity (quantity)
and capability (knowledge and experience) of staff within the Division is inadequate. It is
concerning that much of the Division’s work is being outsourced to TA, with no workforce or
succession planning to identify competencies required for this Division to operate sustainably.

Land Transport

There have been a number of infrastructure reviews over the last 15 years that include:

1 Preparing the Infrastructure Development Project 2009 by Fraser Thomas (TA7022), that
assessed the infrastructure sector: airports; ports and transport. It found overall
infrastructure management suffers from institutional capacity constraints that affect
infrastructure operations, cost recovery and the quality of service delivery. Institutional
arrangements were fragmented and overlapping resulting in a lack of coordination,
ineffective management, no clear ownership of policies, and lack of planning or regulation
at the national level. These comments remain valid today with regard to MoT as the policy
maker for Sea, Air and Land transport — impacting on ports, airports and roads.

1 Legal and Institutional Strengthening of Environmental Management in the Cook Islands
(TA4273) recommended a legislative review of MoT Acts with environmental implications.

Both Reports confirm the need for policy and legislative review, to ensure the transport sector
is relevant and incorporates international conventions the country is a signatory to. Research
on other advanced transport jurisdictions, such as Singapore and New Zealand show that their
respective Ministries of Transport set policies and regulate all land, air and sea transport.

In New Zealand the Ministry of Transport is responsible for developing government’s policy
regarding land transport. The NZ Transport Authority is a Crown Entity tasked with
implementing the land transport policy, developed by the Ministry of Transport. MoT must
develop a national land transport policy to help guide the strategic direction, structure, roles
and responsibilities of stakeholders within the sector.

Public transport in the Cook Islands is provided by the private sector. While this has operated
effectively to date, the rising importation of motor vehicles into the country with a total land
size of less than 240sq kilometres, requires strategic measures. The absence of a national
land transport policy has led to various government agencies and State Owned Enterprises
operating within this sector, without strategic guidance and coordination.
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A National Transport Policy incorporating land transport is required to clarify the role of road
users, regulators and planners and designers of road infrastructure. Infrastructure Cook
Islands (ICI) designs, constructs and maintains roads on Rarotonga and the Pa Enua, and is
currently developing a ‘Public Roads Infrastructure Bill' to enable access to land for the
construction of roads, bridges and drainages. Licencing of road users (drivers), motor vehicle
dealers and passenger transport vehicles are currently undertaken by Police with secretariat
support from MoT. Motor vehicle registrations are maintained by the Bank of the Cook Islands,
with Police enforcing road transport rules.

Current Functions Agency responsible
Motor vehicle ownership (licensing and registration) Bank of the Cook Islands
Licensing of road users (drivers) Cook Islands Police
Licensing of motor vehicle dealers and passenger vehicles | Cook Islands Police
(taxis, buses etc.) (MoT secretariat)

Traffic management and enforcement of road rules Cook Islands Police

Road (includes bridges, and drainages) infrastructure and | Infrastructure Cook Islands
maintenance, including cycling and walking pathways

Fuel efficiency and green/clean transport National Environment
Services

Motor vehicle (waste) disposal National Environment Service

Public transport Private Sector

Road safety Cook Islands Police and Road

Safety Council (NGO)

A National Land Transport Policy must be developed to address the following:
Demand - number of vehicles (passenger and private) for population/visitor needs
Demand - public and private transport

Demand - vehicle types, maintenance and environment/disposal costs

Demand - road system access (registration), usage and safety (licensing)

Supply - land access and sustainability

Supply - road infrastructure quality, safety and investment (user charges)

E R I

MET Services

The MET office is operating with one Director, one Operations Manager, one Senior MET
Officer, one Technical Officer and six MET Officers. While the Review Team found an
enthusiastic team of staff at the office, service delivery is hindered by limited capacity and
resourcing to implement core functions. The absence of a Workforce Plan is a major concern,
given that weather services and climate forecasts are important for sustaining the livelihood
and safety of the people of the Cook Islands, and ensuring the safety and security of the civil
aviation, maritime and land transport sectors. All of which are critical sectors to visitor and
resident populations of the country.

Recommendations:

9 National Transport Policy to be developed incorporating Civil Aviation, Maritime, Land
Transport and MET services

Legislative amendments to reflect policy and regulatory functions for Land Transport
Civil Aviation Rules to be updated

Maritime Rules and Regulations to be updated

Transfer secretariat functions for the Sale of Liquor Licensing to the Ministry responsible
for administering the Sale of Liquor Act

= —a —a -
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3.2 Governance and Organisational Management

Leadership and Governance

The Minister for Transport, Public Service Commissioner and Secretary of Transport are
accountable for the overall governance of the transport sector, with support from their
respective office. Research on the New Zealand transport sector shows the following sector
governance and clarifies the role of the Ministry of Transport and other Crown entities.

Figure 03: New Zealand Government Transport Sector

THF NFW 7FAlI AND GOVERNMENT TRANSPORT SFCTOR
MINISTER OF TRANSPORT AND ASSOCIATE MINISTER OF TRANSPORT

transport.

The Ministry of Transport provides impartial, expert advice
to the government to help it meet its objectives for

This includes advice on legislative, regulatory and policy
settinas; fundina levels and priorities; and Crown agency

J

CIVIL AVIATION AUTHORITY
(INCLUDING THE AVIATION
SECURITY SERVICE)

NEW ZEALAND

N

MARITIME

NZ TRANSPORT AGENCY

TRANSPORT
ACCIDENT
INVESTIGATION
OMIM ON

Civil Aviation Authority
Establishes and monitors civil
aviation safety and security
standards, carries out air accident
and incident investigations, and
promotes aviation safety and
personal security.

Aviation Security Service
Provides aviation security
services for international and
domestic air operations, including
airport security, passenger and
baggage screening.

Promotes commercial and
recreational vessel safety, marine
environment protection standards,
and monitors port and ship
security. Controls entry to the
maritime system through granting
of maritime documents and
inspection of ships, and advises on
international conventions.
Investigates maritime accidents
and coordinates category Il search
and rescue. Provides oil spill
preparedness and response,
navigation aids and the distress
and safety radio communications
system.

Allocates funding for land
transport infrastructure and
services through the National
Land Transport Programme.
Manages access to the transport
system through driver and vehicle
licensing, vehicle inspections and
rules development. Provides land
transport safety and sustainability
information and education.
Manages the State highway
network, including maintenance,
improvements and operations
activities.

(Independent

Crown agency)
Investigates

significant air,
maritime and rail
accidents and
incidents to determine
their

cause and circumstances
so that

similar occurrences are
avoided

in future.

THREE STATE-OWNED
ENTERPRISES WITH
TRANSPORT FUNCTIONS

LOCAL GOVERNMENT

NEW ZEALAND POLICE

Airways Corporation of New Zealand
Ltd Provides air navigation and air traffic
management services on a commercial
basis. Itis also responsible for air traffic
services in 28.8 million square kilometres
of international airspace managed by New
Zealand.

Meteorological Service of New
Zealand Limited (MetService) Provides
public weather forecasting services and
provides meteorological information for
international air navigation under contract
to the Civil Aviation Authority.

New Zealand Railways Corporation
Trading as KiwiRail Group. KiwiRail
manages the rail and ferry businesses
owned by the New Zealand government.

Local authorities own, maintain and
develop New Zealand's local road
network and perform important
regulatory transport functions. Local
government funds land transport
infrastructure and public transport
services alongside central government,
and is responsible for transport
planning and land use planning. Some
local authorities own

seaports and airports, or share ownership
with the Crown.

Provides road policing services
including speed management,
drink/drugged driving enforcement,
seatbelt enforcement, a visible road
safety presence, and commercial
vehicle investigation. Also provides
maritime patrol units.
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Key findings:

I The Ministry of Transport does not have a National Land Transport Policy

9 All land transport functions need to be included in the transport sector

1 Sector stakeholder roles and responsibilities need to be clarified and published

Leadership and management

The Secretary of MoT has a very important role. Stakeholders reported the Secretary was
difficult to get hold of and non-responsive to emails. They also reported little or no consultation
on key changes to international conventions or standards that affected the sector. While
stakeholders found the current leadership and management of the MoT required much
improvement, there was also the recognition that the MoT was under-resourced and lacked
the capacity to undertake its legislated functions, particularly in the Civil Aviation and Maritime
Divisions. Outstanding issues in the civil aviation and maritime sectors highlight the absence
of strategic governance, planning (forward thinking), budgeting and prioritisation of actions
and resource use. A draft MoT Strategic Plan was developed in 2017, but needs to be
finalised. The absence of succession planning for senior and critical roles within MoT was
concerning given its critical functions. Dependence on a few key staff and TA to carry out
most key functions is a major concern.

MoT key achievements since 2013 from Annual and Mid-Year Performance Reviews
Review Key achievements
Dec2013 | Completion of an ICAO Audit in August 2013 and NZCAA Audit
Upper Air Space Agreement renewal generating $700k in annual revenue
New fee agreement with MCI generating over $250k in annual fees
Pa Enua automatic weather stations installed
Dec2014 | Met Services Act 1995-96 reviewed with no changes required
Completion of the National Maritime Transport Policy
Approval of Shipping Infringement Deficiency Regulations
Approval of Maritime Transport (Small Motorised Vessels) Regulations
Approval of Maritime Rules Regulations
Mar2016 | Completion of the external STCW Audit of Maritime Cook Islands (MCI)
Jul2016 Maritime Technical Advisor appointed until June 2017
Apr 2017 | Appointment of an Aviation (Safety and Security) Oversight Manager
Established an IMO Oversight Committee with MCIl and MFAI
Jun 2017 | Established and launched a MoT website
Oct 2017 | Appointment of a new Civil Aviation Director

The MoT 2014-17 Staff engagement surveys average participation rate of 48% found:

1 100% felt their HOM acted honestly and was able to explain reasons for actions taken

1 75-80% had confidence in the leadership of the agency and felt the HoM promotes the
values of the Public Service and ensures impatrtiality and fairness

1 An interview with the Ombudsman’s Office indicated that there were no public complaints
registered against MoT - this could be considered as a positive for MoT.

MoT’s areas for improvement included:

Development of a National Transport Policy remains outstanding

A completed Strategic Plan for MoT remains outstanding (draft needs to be finalised)
A Workforce Plan for MoT remains outstanding

A complete Fixed Assets Register for MoT remains outstanding

Lack of technical expertise to administer Acts and regulations

= =4 -8 - 9
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Leadership and Governance

Figure 04: Proposed Transport Sector to accommodate the inclusion of Land Transport policy and regulatory functions is shown below:
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Bank of the Cook Islands — Annual motor vehicle registration
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Ministry of Internal Affairs Price control and ILO

Ministry of Foreign Affairs and Immigration International relations and border securlity

Infrastructure Cook Islands Hydrography and Roads Infrastructure
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Leadership and Governance

Figure 05: Ministry of Transport Strategic Plan (draft)
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4. Compliance with international and national laws praventing injury and loss
. Securely means freedom from danger and proteching access (o land, soa and sir

Impact

To achieve the national sustainable development goals
Goal 6: = Improve access 1o affordable, reliable, sustainable, madern energy and transport
Goal 13 - Strengthen resllience to combat the impacts of climate change and natural disasters

educabon and traming

1. Aviahon safely through a regulatory regime, detalied technical matensal on safely standards, comprehensive aviation mdustry oversight, rsk analysis  industry consultation,

Outcomes 2. Access to safe, affordable, rebable, sustainable and moderm energy efficency transport for all persons in the Cook Islands
3. Integrity of the monitoring of the Cook Islands weather cbservational nelwork to enhance the accuracy, effectiveness and understanding of mpact-based forecasts
4. Compliance with intemational laws, government practices and effective icensing

1.1 Ensuring an ble regul

y regime Is imph d to an international standard

1.2 Ensure flights in, out and around the Cook Islands are in line with international safety standards
1.3 Managing comprehensive oversight of the aviation Industry

2.1 Effective national law to bring international maritime instruments into force
2.2 Effective national law and safety mnnagomcm systems for small commercial vessels

2.3 Safe operation of small

clal v

2.4 Safe, sustainable and environmentally friendly maritime transport to the Pa Enua
2.5 A good international reputation for Cook islands vessels trading internationally
2.6 Safe and secure operations of the ports of Avatiu and Aitutaki

Objectives | | 2.7 Provision of effective port State control

2.8 Provision of efficient coastal State services to shipping

2.9 Accession to relevant IMO and ILO instruments

2.10 A well-resourced and capable Maritime Division of the Ministry of Transport

3.1 Ensuring delivery and gathering of effective and efficient meterclogical data and information
3.2 Ensuring an accountable regulatory regime is impl d to an international standard
3.3 Ensuring meteorological service is sustainable snd prepared for the future

4.1 Ensure governance and management practices are consistent with the policies of government

4.2 A wellr irced, pot

1t and efficient Ministry
4.3 Ensure licensing Is managed effectively and efficiently
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Organisational Structure

The current MoT organisational structure (Figure 02 pg 12 refers) has four outputs reflecting
key sectors it has regulatory oversight for: Civil Aviation, Maritime, Meteorological, including
secretariat support for Motor Vehicle dealer and Sale of Liquor licensing. The Corporate
Services Division is responsible for the financial management function of the MoT. There was
very little organisational management identified during the Assessment, however maritime and
aviation TAs recommended the urgent recruitment of qualified individuals to key positions to
lift the capacity of the Ministry.

The MoT functional structure (Figure 06 pg 27 refers) reflects key outputs and functions of the
current transport sector along with land transport (Policy and Governance sections refers):
aviation; maritime; land; Met Services and Corporate Services. Each division/sub-sector is
colour coded, with bold coloured outputs reflecting functions undertaken by transport sector
stakeholders — other than MoT.

A functional Corporate Services Division must include:

Policy, planning and research

Strategic Human resource management (HRM) encompassing workforce planning,

performance management, career pathways, staff training and development

Communications and relationship management

Monitoring, evaluation and reporting

Financial, assess and property management

Risk management

Information management systems for collecting data, analysis and producing useful

information for various stakeholders to inform decision making

9 ICT support is required to support ICT platforms to store data and publish information for
print, website and social media)

E N ] E
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Figure 06: MoT Functional Structure — May 2018
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Recommendations:

1 Include Land Transport in the Transport sector

1 Develop an organisational structure reflecting the MoT functional structure

1 Develop governance protocols between sector stakeholders to clarify roles,
responsibilities and accountability

Civil Aviation

The Director of Civil Aviation (DCA) position was previously held by the New Zealand (NZ)
Director of Civil Aviation, who was also the Cook lIslands DCA through a Warrant of
Appointment made by the Minister in 2003. This arrangement ended in 2012, and from 2012
to 2017, a part time DCA was retained by MoT to oversee the sector. An ICAO Audit Report
from March 2013 identified weaknesses in the sector that needed urgent attention. These
were not addressed until late 2017 through the appointment of another part time New Zealand-
based DCA. The current DCA has made very good progress in addressing ICAO Audit issues
to ensure the country improves its compliance rate from 6% to at least 60% by the end of
2018. However, there are concerns over maintaining the DCA role when NZ funding ends in
June 2018. MoT have not requested funding for this role in its 2018-19 budget.

External audits and inspection of Civil Aviation Safety and Security are conducted by the New
Zealand Civil Aviation Authority (NZ CAA), and more recently PASO. The inspection of Outer
Island aerodromes (excluding Aitutaki) were carried out by a local expert, and more recently
Air Rarotonga (domestic airline operator). Air Rarotonga alerts MoT to work that is required.
Work on Rarotonga and Aitutaki airports are the responsibility of the Cook Islands Airport
Authority (CIAA). Work on the Pa Enua is the responsibility of Island Governments, working
closely with Infrastructure Cook Islands (ICI) on Rarotonga.
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Maritime

The Assessment found this division was understaffed and under resourced to carry out its
core functions. A comprehensive review of the division and its core functions was undertaken
in 2016/17, with a detailed work programme and job descriptions produced for persons
required to perform these functions. The TA (Thompson Clarke) also reviewed the National
Maritime Policy developed in 2014 and stated “while providing an excellent overall vision for
the maritime division, the detail in the policy limits its ability to remain valid over time.” The
TA recommended a review and revision of the Policy to incorporate the Cook Islands context
and whole of Government approach to policy development and strategic planning. An
Implementation Plan with key deliverables was prepared, and costed in some areas.

MoT staff are not directly involved in the audit or inspections of ships. These functions are
carried out under a Service Agreement between the MoT and service providers or by way of
delegated authority. All vessels to which the STCW Convention applies - while in Cook Islands
Ports, are subject to the control of the Maritime Director or his/her designees. They must verify
that all seafarers serving on board vessels are certified under the SCTW Convention or hold
an appropriate dispensation. The safety inspection of domestic vessels is carried out by the
local Harbourmaster whose other function is Principal Surveyor of vessels.

One person was employed to carry out Maritime training. He was responsible for developing
and presenting maritime training programmes including boat master and sea safety training.
These are generally restricted to the small crafts range. Boat-master and safety training of
seafarers on Rarotonga and in the Pa Enua focuses on sea safety rather than pollution
prevention. There is a requirement for all small-motorised vessels (under 24mtrs) in the Cook
Islands to be registered. The Maritime Director is responsible for monitoring and enforcing
Regulations as well as issuing maritime safety information and notices.

The MoT Secretary with the consent of the Minister of Transport has signed the Instrument of
Delegation, delegating functions and powers relating to the Shipping Registry to officeholders
of Maritime Cook Islands (MCI) — a private company, subject to conditions set out in the
instrument. These functions include the following identified in the Ship Registration Act 2007:

Section | Power and Function

18 Power to grant or renew Applications for maritime documents

24 Power to issue and recognition of maritime documents

26 Power to suspend and impose conditions on maritime documents

27 Power to revoke maritime documents

28 Power to amend or revoke maritime document in other cases

29 Power to suspend or revoke a maritime document where prescribed fees or charges
are unpaid

30 Power to exempt any person, vessel or maritime product from any specified requirement

31 Power to set, conduct and administer examinations and tests and carry out such

other functions in relation to such examination and tests as may be necessary, to
grant or renew maritime documents in respect of personnel

32 Power of determining whether a maritime document or recognition of a document as
a maritime should be suspended or made subject to conditions under section 26 or
revoked under section 27

33 Power to determine whether or not a person is a fit and proper person for maritime
activities

34 Power to notify in writing, a person affected by proposed adverse decisions

37 Power to carry out inspections and audits as considered necessary

98 Power to exempt any vessel or class of vessel from any specified requirement

contained in the Act or in any regulation, order, or notice continued in force by Section
97 of the Act.
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MCI maintains the Shipping Registry for the Cook Islands and Flag State responsibilities. All
vessels registered in the Cook Islands are governed by Cook Islands laws, including those
onboard these vessels - when operating in Cook Islands waters or on the ‘High Seas’
(generally beyond 200 nautical miles). This public private partnership is a very good example
of a private sector company (MCI), working collaboratively with MoT. MCI currently pays the
country’s annual IMO membership fee ($66k), Cook Islands representation to IMO ($200k) as
well as 5-6% of turnover (est. $260k) to the Government as revenue from the Shipping
Registry.

The division’s performance has not been favourable despite input from TA. No investigation
reports into shipping incidents or accidents were provided during the Assessment. There were
no monitoring and oversight procedures and processes established by the MoT, as well as
MCI reporting requirements. The Maritime Division is responsible for a number of other areas
but due to staff capacity and capability constraints these are either incomplete, ignored or not
addressed.

These areas include:

i Search and Rescue (SAR) and Disaster Risk Management (DRM)

SAR is the responsibility of the Cook Islands Police. MoT has an important role to play in
meeting Cook Islands obligations and responding to the Global Maritime Distress and Safety
System (GMDSS). New Zealand (NZ) SAR experts regularly visit the country and provide
training and assistance in SAR related matters through an agreement between Police and the
NZ Rescue Coordination Centre. GMDSS needs to be finalised including an agreement with
NZ relating to the provision of services that the Cook Islands is unable to provide and this
needs to be communicated to IMO through the use of appropriate documents. It has been
recommended that maritime radio services to support SAR in the Cook Islands be reviewed
and a Service Level Agreement be implemented with BlueSky.

Oil spills including waste taken or dumped off boats or ships is the responsibility of MoT,
however no National Oil or Waste Response Plans have been prepared. Discussions with the
National Environment Service (NES), Ports Authority and Emergency Management Cook
Islands (EMCI), indicate they too have had little or no discussion with MoT regarding response
plans. It would be reasonable for NES to be the designated lead agency given that SPREP
takes the lead role for MARPOL Conventions across the region and NES is the focal point for
SPREP. But legislative changes would be required for this to happen. The role of EMCI is to
coordinate national responses to disasters and assist Ministries to develop DRM Plans for key
hazards identified in the 2017 National DRM Plan. The National DRM Plan still needs Cabinet
approval, before an audit can be completed to determine which Ministries have DRM plans.
The lead agency for all disasters is the Police. There is a requirement to develop a National
SAR Plan as a sub-plan of the National DRM Plan.

1 Hydrography

Infrastructure Cook Islands employs a Hydrographical Officer who is responsible for supplying
hydrographical information on the Cook Islands to Land Information New Zealand (LINZ). It
was noted in 2016 that the Cook Islands does not have sufficient resources to arrange for the
self-collection and compilation of hydrographic data and publication, dissemination and
keeping up to date of all nautical information necessary for safe navigation. In March 2015
the MoT and LINZ developed a bilateral arrangement to formalise responsibilities for each
party to address the requirements and obligations for SOLASv/9 which means that Cook
Islands as a coastal state has the overarching responsibility to ensure that an appropriate
service is being provided over its waters. The Maritime TA recommended appointment of a
Maritime Safety Information Officer at MoT to work closely with the ICI Hydrographical Officer.
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1 Port State Control

Under domestic legislation and various International Conventions, the Port State is entitled
and obliged to undertake Port State Control inspections. Dependent on the type and size of
vessel the Inspectors (usually Maritime Compliance Officers) will inspect a vessel for safety
and compliance with various Conventions (if applicable). The inspection could be as simple
as checking to see that the vessel is correctly documented (registered)to a more
comprehensive inspection looking into compliance with MARPOL, STCW, MLC etc.

Under the terms of most Conventions in the event of non-compliance the Port State has the
ability to detain the vessel and notify the Flag State until compliance is reached. The
requirement for PSC inspections within the Cook Islands commenced and due to the small
number of vessels (36 per year) at the Port of Avatiu it was recommended that it could be
more effective to look at a regional approach to PSC. The vessels are regular callers which
undergo PSC inspections at other ports in the region. This should be reviewed as a regional
initiative and promoted with other Small Islands Developing States.

1 Cook Islands Small Vessels Requirements

It was noted during the Maritime TA Review that the Maritime Transport (Small Motorised
Vessels) Regulations 2014 was not fully enforced due to a number of reasons. The legislation
includes safety inspections as well as different levels of licences. MoT provided the boat
masters training - a minimum requirement for pilots of small motorised vessels in order for
these vessels to be licensed. Discussions have commenced with CITTI to now continue the
Boat Masters course and Cook Islands General licence training on Rarotonga and the Pa
Enua. In addition, all small motorised vessels must be registered. There is currently no
registration process in place and it is recommended that consideration be given to either have
registration undertaken by MMR or MCI using existing registration systems. MMR already
provide Pa Enua small boat safety programmes and have an existing tracking system in place
for each of these vessels. An Agreement for MMR data to be shared with MoT needs to be
put in place. It was noted in this Assessment that all Cook Islands domestic vessels and cruise
ships/vessels could benefit from an Automatic Information System (AIS) being fitted and these
systems are already available in the Cook Islands especially with regard to SAR. Related
vessel tracking systems would also provide additional safety for voyages from Manihiki and
Rakahanga. MCI also provides an opportunity to use the software tool that is used by MCI to
register vessels under the flag of the Cook Islands.

Meteorological (Met) Services

The Met office establishes its functions as collecting, forecasting and disseminating weather
and climatic information for the country. The review found the office lost its accreditation to
provide weather information for aviation in 2013, after failing to meet ICAO standards. The
office is now working towards attaining accreditation in December 2018. Routine Met reports
for Rarotonga Airport are currently provided by the Nadi (Fiji) Met service. The office was not
fully equipped to undertake its functions and most technical assets and equipment were
funded by development partners on an ‘as needed basis.” While it was promising to see young
school leavers employed and provided with overseas donor-funded training opportunities, the
absence of a Workforce Plan for the division meant staff recruitment and training was adhoc
and unsustainable. An Automatic Weather Station (AWS) at the Rarotonga Airport is used to
collect weather information for the Nadi Met service. While the AWS produces accurate
information for the Met Service and Airport Authority, it was recommended that its
configuration and maintenance costs ($8kpa) be transferred to the Airport Authority. Through
Climate Change funding, the Pa Enua have had AWS assets installed in recent years. This
enables the Met office to collect weather, climate and rainfall information from every island.
The ongoing calibration and maintenance of these assets is a cost that the MoT needs to
include in its operating budget.
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Corporate Services

People Development

The Assessment found there was very little strategic leadership and management happening
at MoT. The constant dependence on TA to clarify MoT functions and develop work
programmes, delays to addressing outstanding work in the aviation and maritime sectors and
loss of Met Service accreditation - confirmed the absence of strategic human resources
management (HRM). The absence of a structured performance management system and
planning to motivate staff in understanding the broader vision of the MoT has led to sub-
standard performance over the last four years. The absence of workforce and succession
planning has led to the limited capacity and capability evident in the ministry, heavy reliance
on TA, and inhibits the ability of MoT to attract and retain highly skilled staff.

Findings:

1 No workforce planning and induction programme

I Heavy reliance on TA with capacity and capability gaps

1 Absence of performance management system, career pathways and training plans

The MoT Strategic Plan must incorporate Land Transport and inform the development of a
MoT Workforce Plan. A workforce plan is required to ensure all core functions of the MoT are
carried out by skilled employees, committed to quality service delivery and continuous learning
and improvement. Capacity gaps within the MoT should be identified along with appropriate
measures to address these gaps over the short, medium and long term.

Recommendations:

1 Develop a MoT workforce plan

1 Implement performance management within MoT
1 Develop a MoT training and development plan

Financial Management

The review found most stakeholders recognised MoT was under-resourced to deliver its
functions effectively and efficiently. A handful of full time employees was inadequate to ensure
the MoT was an effective policy maker and regulator of the transport sector. The Ministry’s
overall budget over the last three fiscal years has increased from $617 to $733k, with $560k
(75%) for personnel, $150k (20%) for operations and $40k (5%) for depreciation.
Administered funds of $56kpa pays the Director of Civil Aviation and personnel costs pay for
22 full time equivalent (FTE) staff. The MoT average HR cost is $22k per FTE. The MoT did
not have a capital budget for asset replacement over the last four years, despite generating
$1million per annum in revenue collected on behalf of the Crown (ROBOC’s). ROBOCs
include $746k pa from an Upper Air Space and Financial Agreement with Airways New
Zealand and $268k pa from MCI, and $10k pa of shipping registration fees. Liquor licensing
collects $30-$60kpa. From 2005 to 2012, the Civil Aviation sector was regulated by a part
time DCA based in New Zealand. This model was sufficient for when New Zealand was
responsible for regulating the civil aviation sector, but was no longer relevant after 2012. Civil
aviation rules were last updated in 2010 (and 2005), despite over 30-50 rule changes taking
place every year. While the MoT’s financial reporting requirements have mostly been met, the
absence of a complete Fixed Asset Register is a long-outstanding issue over the past five
years. The absence of strategic planning and management at MoT has also led to the finance
function taking on a compliance rather than an enabling role for MoT. Therefore MoT remains
under-resourced to undertake its functions effectively and has not developed funding
proposals to enable it to improve its policy making, regulatory and service delivery roles.
Licensing the sale of liquor is not a core function for the transport sector, therefore MoT should
not be involved in this work.
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Finding:
1 MoT is not adequately resourced to deliver its core functions

Fiscal Years 2015/16 | 2016/17 | 2017/18
Budget 000’s 000’s 000’s
Personnel 486 501 538
Operating 72 136 136
Administered Funds/(POBOC) 56 56 56
Depreciation 39 39 39
Gross Appropriation 653 732 769
Trading Revenue 36 36 36
Net Appropriation 617 696 733
Revenue Collected on behalf of the Crown (ROBOC) 850 1,100 1,090
Payments on behalf of the Crown (POBOC) 64 64 64

Recommendations:

1 Work with MFEM to cost the delivery of legislated (core) functions

1 Develop property maintenance and asset replacement plans

1 Develop funding agreements to ensure MoT is adequately resourced

Information Management and ICT

The Assessment found ICT support for MoT was provided centrally through the ICT Division
of the Office of the Prime Minister. The centralised platform ensured all Government agencies
were supported on central network and email servers. However, information management
practices within MoT were weak with delays in responding to requests for information or
circulating industry updates to key stakeholders. The Assessment found MoT did not circulate
information from external organisations to sector/industry stakeholders in a timely manner,
forcing stakeholders to approach international organisations directly for updates and changes
- in order to stay abreast of changes affecting their respective sectors.

Findings:

I MoT needs better information management systems

1 MoT website established during the 2016/17 fiscal year

1 No communications plan to keep sector stakeholders informed

The MoT has a range databases to maintain with information that is accurate and complete.
Staff are also required to populate online reporting platforms to keep international stakeholders
informed of the country’s adherence to international conventions. The Assessment found TA
were performing some of these functions on behalf of MoT, highlighting the limited capacity
within MoT. Furthermore, in spite of the MoT establishing a website in 2016, there was no
Communications Plan to ensure transport sector stakeholders were continually informed.

Recommendations:

1 Maintain effective databases to ensure data integrity and regulatory functions are done

1 Communicate international conventions, national laws and safety information

i Develop a communications plan with target audiences, information type and
mediums/channels to use
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Risk Management

Key risks identified Output/Division included:

Civil Aviation

1 The country is only compliant with 6% of the ICAO Convention

T AnICAO Audit completed in 2013 highlighting a number of issues in the aviation sector
is only being addressed in 2016 with funding from the New Zealand Government

Maritime

1 The MoT is not effectively carrying out its functions under the Maritime Transport Act
2008, Shipping Registration Act 2007 and Maritime Transport (Small Vessels)
Regulations 2014

1 National legislation has not been updated regularly to reflect relevant changes to IMO
Conventions and Protocols

1 There were no reports on shipping incidents provided during the Assessment — despite
only a few (less than 10) incidents being reported over the last 10 years

1 A private company (MCI) is supporting the MoT perform its regulatory role — raising
concerns on the competence and independence of the regulator in this sector

Land Transport

1 Road user and motor vehicle licensing functions, including road infrastructure - has
continued, in spite of the absence of a National Road Transport Policy

Meteorological Services

1 The Met Service Office lost its accreditation to provide weather reports to operators in
civil aviation due to its failure to meet international ICAO standards

Corporate Services

1 The Ministry has an incomplete Fixed Asset Register over the last five years

1 MoT is involved in issuing sale of liquor licenses which is not a transport sector function

1 MoT does not have a completed Strategic Plan (that includes land transport) and
accompanying Workforce Plan to ensure it can deliver its policy making and regulatory
functions in transport and continue providing Met services.

1 Funding arrangements for each sub-sector of the transport sector need to be developed
to ensure MoT can lead and regulate the sector effectively

1 Information and notices for the transport sector community are not being circulated in
timely manner to ensure a safe and secure sector

There are major social, economic and environmental risks to the country if MoT fails in its
regulatory role and provision of weather information. MoT needs a risk management plan that
considers a range of risks (including those highlight above) to how these can be mitigated.

Furthermore, the country’s National Disaster Risk Management (DRM) Plan identifies 14
hazards for the country, with cyclones and oil spills being hazards the MoT (Met Service and
Maritime divisions) is a lead agency for. This means MoT must ensure DRM Response Plans
must be prepared for these specific hazards, and disseminated to key stakeholders, along
with test-runs being undertaken - to ensure all parties understand their roles and
responsibilities. The Assessment found MoT did not have these DRM plans in place.
Emergency Management Cook Islands (EMCI) is the Office responsible for ensuring these
plans are in place together with respective agencies. EMCI is an Output/Division of the Office
of the Prime Minister.

Recommendations:
1 Develop a MoT Risk Management Plan with key business risks and mitigation measures
with Disaster Response Plans to respond to specific hazards/disasters
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Business Processes

The Assessment found there was no system for standard operating procedure (SOP) reviews
or updates to ensure legislated functions were operationalised effectively. TAs were engaged
to update SOPs and stakeholders confirmed MoT was mostly reactive to external audits
performed by international organisations regulating the aviation, maritime and met sectors.
Given the SOPs are an essential requirement for MoT to perform its functions, it is pertinent
the employees are familiar with developing, amending and implementing SOPs. It was
concerning to see this essential work being performed by TAs.

The Assessment also found that because the MoT had no SOPs for handling complaints
regarding incidents or accidents, or the approval of shipping licences, there was misguided
understanding on MoT’s role in relation to shipping licence infringements and shipping
incidents on Rarotonga (Zambuca) and the Pa Enua (Stranded ships on Mauke and Nassau).

Recommendations:

1 Develop SOPs to effectively implement conventions and legislative mandates
I Ensure SOPs are reviewed and updated regularly

I Maintain quality assurance systems and continuous improvement practices

1 Maintain an effective system for handling complaints

Stakeholder Engagement

Strategic partnerships are crucial for the MoT to lead the transport sector effectively as both a
policy maker and regulator. Met Services is a service delivery arm of MoT and contributes to
the safety and security of the sector and country. It is critical to build relationships with
customers, partners, service providers and the transport community. Clarifying the roles of
sector stakeholders at the national, regional and international level is important to enable MoT
to perform its functions well. These partnerships will be should be agreed and formalised in
writing between MoT and its stakeholders.

Figure 01 pg 8: Cook Islands Transport Sector identifies stakeholders in the sector.

Recommendations:

1 Identify national, regional and international stakeholders in the sector and develop
protocols between stakeholders to clarify roles and responsibilities

1 Develop agreements with partners and service providers to strengthen regulation of the
sector and service delivery
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4. CAPACITY DEVELOPMENT PLAN

The Capacity Development Plan (CDP) will support MoT to strengthen its capacity to lead the
transport sector more effectively. A National Transport Policy that incorporates: air, sea and
road transport, including met services is pertinent for the sector to operate effectively. The
CDP identifies recommendations from the assessment aligned to key areas of focus identified
in the ToR:

Key Areas Recommendations
1. Policy and 9 National Transport Policy to be developed incorporating Civil
Legislative Aviation, Maritime, Road Transport and Met services
mandates 1 Legislative amendments to reflect Road Transport policy and
regulatory functions
9 Civil Aviation Rules to be updated
I Maritime Rules and Regulations to be updated
1 Transfer secretariat functions for the Sale of Liquor Licensing to

the Ministry responsible for administering the Sale of Liquor Act
2. Leadership Road Transport must be included in the Transport Sector
and Develop an organisational structure that reflects MoT’s functional
governance structure

= =

1 Develop governance protocols between sector stakeholders to
clarify roles, responsibilities and accountability
3. People 1 Develop a MoT Workforce Plan
development | q Implement performance management within MoT
1 Develop a MoT Training and Development Plan
4. Financialand | § Work with MFEM to cost the delivery of MoT core functions
Resource 1 Develop Property Maintenance and Asset Replacement Plans
management | § Develop funding agreements to ensure MoT is adequately
resourced
5. Information I Maintain effective databases to ensure data integrity and
management regulatory functions are done
and ICT 1 Communicate international conventions, national laws and safety
information
1 Develop a communications plan with target audiences, information
type and mediums/channels to use
6. Risk 1 Develop a MoT Risk Management Plan with key business risks

Management and mitigation measures with Disaster Response Plans to

respond to specific hazards/disasters

Develop SOPs to effectively implement conventions and

legislative mandates

Ensure SOPs are reviewed and updated regularly

Maintain quality assurance systems and continuous improvement

practices

Maintain an effective system for handling complaints

8. Stakeholder Identify national, regional and international stakeholders in the
engagement sector and develop protocols between stakeholders to clarify roles
and responsibilities

91 Develop agreements with partners and service providers to
strengthen regulation of the sector and service delivery

7. Business
Processes

= = = = =
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5. IMPLEMENTATION TIMELINE AND ESTIMATED COSTS

The CDP Implementation Plan is shown below with priorities being the development of a National Transport Policy that includes Road
Transport and transport sector governance framework to clarify the roles and responsibilities of key stakeholders at both governance and
operational levels. Stronger policy and legislative mandates, and leadership is required to steer the sector and build strategic partnerships
with national, regional and international partners.

2019
2020

Estimated Costs

Operational | Capital

Key Areas of Focus and Recommendations Inputs (On going) (One off)

Policy and Legislative Mandates

1 National Transport Policy to be developed MoT Secretary to lead this
incorporating Civil Aviation, Maritime, Road work with the Senior
Transport and Met services Management Team (SMT) and

1 Legislative amendments to reflect Road Transport Crown Law
policy and regulatory functions

9 Civil Aviation Rules to be updated

1 Maritime Rules and Regulations to be updated

1 Road Transport must be included in the Transport MoT Secretary to lead this
Sector work with SMT

1 Develop an organisational structure that reflects
MoT's functional structu

1 Develop governance protocols between sector
stakeholders to clarify roles, responsibilities and
accountability

People Development

1 Develop and implement a MoT Workforce Plan MoT Secretary to lead this
f Implement performance management at MoT work with OPSC advisory
1 Develop and implement a MoT Training and support

Development Plan
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Financial and Resource Management

1 Work with MFEM to cost the delivery of MoT core
functions

1 Develop property maintenance and asset
replacement plans

1 Develop funding agreements to ensure MoT is
adequately resourced

MoT Secretary to lead this
work with MFEM advisory
support

Information Management and ICT

1 Maintain effective databases to ensure data integrity
and regulatory functions are done

1 Communicate international conventions, national
laws and safety information

1 Develop and implement a MoT Communications
plan with target audiences, information type and
mediums/channels to use

MoT Secretary to lead this
work with OPM-ICT division
advisory support

Risk Management

1 Develop and implement a MoT Risk Management
Plan with key business risks and mitigation
measures along with Disaster Response Plans to
respond to specific hazards/disasters

MoT Secretary to lead this
work with OPM-Emergency
Management division and
Police advisory support

Business Processes

1 Develop and implement SOPs to effectively

implement conventions and rules

Ensure SOPs are reviewed and updated regularly

Maintain quality assurance systems and continuous

improvement practices

1 Maintain an effective system for handling
complaints

il
f

MoT Secretary to lead this
work with OPSC advisory
support

Stakeholder Engagement

1 Identify national, regional and international
stakeholders in the sector and develop protocols
between stakeholders to clarify roles and
responsibilities

1 Develop agreements with partners and service
providers to strengthen regulation of the sector and
service delivery

MoT Secretary to lead this
work with SMT

TOTAL ESTIMATED COSTS
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6. MONITORING AND EVALUATION OF THE CDP

The monitoring and evaluation mechanisms of CDP are sector and MoT based. Risk management is a very important issue if the CDP is
to be implemented successfully. There are a number of risks - the most important is that the continuation of the status quo increases the
financial and reputational risk to Government. The following Table sets out a risk profile with risk mitigation strategies.

Table 01: Risk assessment

Key: 1=Low; 4=High.

Risk Likelihood | Impact | Controls or Mitigation Residual Risk
Significant?
Political
Political will for investment and 4 4 Work with Minister to highlight the issues with the current | Yes
governance reform governance model and inadequate funding to develop the
sector
Financial
MoT is not adequately resourced to | 4 4 Work with MFEM to ensure the personnel and operating Yes
deliver its mandates budget is confirmed and funding arrangements/options
are considered to address this
Legal/Statutory
MoT legal mandates are not 3 4 Work with Crown Law on changes required to strengthen | Yes
adequate for continuous change existing legislation and incorporate Road Transport
Organisational culture and service delivery
Existing buildings not fit for purpose | 3 4 Property maintenance plans are required for the MET Yes
Office and MoT Head Office in Avatiu
Organisational structure and staff capability
Organisational structure changes 3 3 Identify change champions and establish Communications | Yes
are not accepted by Plan for discussion and consultation
management/staff
Unable to attract and retain 3 4 MoT Workforce Plan will identify competencies required to | Yes
employees with technical skills perform MoT functions. Recruitment strategies can
and experience to MoT emanate from this, along with funding options
Unable to secure proper equipment | 3 3 Work with Minister, MFEM and sector partners to Yes
and resources to deliver outputs determine asset requirements and maintenance costs to
fund these
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Risk Likelihood | Impact | Controls or Mitigation Residual Risk
Significant?
Databases are not maintained and | 3 4 Work with OPM ICT division to confirm database and ICT | Yes
supported with ICT support support requirements to effectively deliver MoT outputs
Strategic partners are not 3 3 Work with strategic partners to agree on shared Yes
confirmed or unable to support MoT responsibilities to achieve MoT Outputs
Overall CDP
CDP fails to be championed 2 4 MoT Minister and Secretary commits to making changes Yes
to improve the MoT and sector governance
CDP deadlines are not met 2 3 MoT work plans outline actions with associated partners Yes
and resourcing required to ensure deadlines are realistic
CDP implementation fails 2 3 Individual responsibilities within MoT are clarified and Yes
included in staff performance agreements
CDP design is unrealistic 2 3 Redesign the CDP and update Implementation Plan Yes

Ministry of Transport Capacity Assessment July 2018 Page | 39




7. ANNEXES
Annex 01 Stakeholders Consulted
# | NAME POSITION REPRESENTED
1 Ned Howard Secretary of Transport MoT
2 John Hosking Aviation Oversight Manager MoT
3 Dennis Hoskins Director of Civil Aviation MoT
4 Teokotai Cummings Aviation Officer MoT
5 Junior Ngatokorua Compliance Manager MoT
6 Stephen Simpson Director of Maritime MoT
7 Jillian Carson Maritime TA Former TA
8 Arona Ngari Director Meteorological Services MoT
9 Bates Manea Operations Manager MoT
10 | Nathan Tisam Senior Meteorological Officer MoT
11 | Bouchard Solomona Meteorological Officer MoT
12 | Georgia Short Meteorological Officer MoT
13 | Samuel Nga Technical Officer MoT
14 | Mii Rongo Finance and Admin Manager MoT
15 | Hariette Williams Licensing Manager MoT
16 | Joshua Mitchell Director UN Treaties MFAI
17 | Wayne Robati Senior Customs Officer MFEM
18 | Tangata Vaeau Chief Sanitation Health Inspector MoH
19 | Joseph Brider Director NES
20 | Vavia Tangatataia Compliance Manager NES
21 | Ngametua Pokino Secretary ICI
22 | Tenga Mana Director of Planning and Design ICI
23 | Ngatoko Director of Biosecurity MoA
24 | Tearoa Tini Ombudsman Ombudsman Office
25 | Jeanine Daniel Assistant Ombudsman Ombudsman Office
26 | Edward Parker DCD Programme Manager MFEM
27 | Merita Wi-Kaitaia Policy Analyst OPM
28 | Natelie Cooke Economist MFEM
29 | Angelia Williams Budget Manager MFEM
30 | Andrew Jones Offshore Fisheries Officer MMR
31 | Koroa Raumea Director Inshore Fisheries MMR
32 | Glenn Armstrong CEO MCI
33 | Taimata Allsworth Fleet Manager MCI
34 | Tony Wearing Director of Operations Airport Authority
35 | Oscarlina Tapoki Quality Assurance Manager Airport Authority
36 | Nooroa (Bim) Tou CEO Ports Authority
37 | Mark Vaikai Country Manager Pacific Islands Energy
38 | John Strickland Inspector Prevention Cook Islands Police
39 | Aukino Tairea Former Secretary of Transport Private
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40 | Sandrina Thondoo Director of Labour and Consumer MolA

41 | Halatoa Fua CEO Cook Islands Tourism
42 | Metua Vaiimene Director Destination Cook Islands Cook Islands Tourism
43 | David Leeming Safety Manager Air Rarotonga

44 | Joseph Ngamata CEO Airport Authority

45 | Fine Arnold General Secretary?? Cook Islands Red Cross
46 | Teokotai Joseph Manager of Probation Services MoJ

47 | Otheniel Tangianau Pa Enua Governance OPM

48 | Charles Carlson Director EMCI

49 | Muraai Herman Planning and Advisory Officer EMCI

50 | Temu Okotai Director Cook Islands Tours
51 | Catherine Evans Deputy Solicitor General Crown Law

52 | Sarah Short First Secretary New Zealand MFAT
53 | Rachel McCarthy NZ Aid Coordinator — Cook Islands | New Zealand MFAT
54 | Jamie Short Director of WATSAN ICI

55 | Gareth Clayton Manager, Project Unit ICI

56 | Annika Lane VSA Planning & Policy Advisor ICI

57 | Vaipo Mataora Director of Civil Works ICI

58 | Josh Taio Manager Taio Shipping

59 | Tapi Taio Director Taio Shipping

60 | Travel Tou Ariki Kaumaiti Nui House of Ariki

61 | Tokerau Tinomana Ariki | Kaumaiti Iti House of Ariki

62 | Sam Napa Jnr Tupeariki Rangatira - Pa Ariki rep House of Ariki

63 | Rimapani Peni Pukapuka representative House of Ariki

64 | George Taripo Makea representative House of Ariki

65 | Kainuku Kapiri Ariki Kainuku Ariki representative House of Ariki

66 | Dorothy Nicholas Uirangi Mataiapo House of Ariki

67 | Celine Tommy Tararo Ariki representative House of Ariki

68 | Pastor Tangi Tere Kainuku Tane House of Ariki

69 | Tupuna Rakanui Clerk House of Ariki

70 | Grace Ruau Raui Kaumaroro House of Ariki
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