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1.
 

The Waitomo Glowworm Cave is operated under a lease granted by the cave owners Ruapuha 
Uekaha Hapu Trust (RUHT) and the Department of Conservation (DOC) to Waitomo Caves Ltd, 
as a subsidiary of Tourism Holdings Limited (thl).The lease enables the provision of a 
commercial cave tour including ticketing, food and beverage, retail and photography operations. 
 
The lease requires a Cave Management Plan to be in effect. The key requirements for this 
Cave Management Plan are to detail: 
 

 Environmental management 
 Employment requirements 
 Health and Safety 
 Recognition of Ruapuha Uekaha Hap   relationship with the cave 
 Maintenance and inspection specifications and schedules for buildings and facilities and 
 A summary of proposed capital developments for the coming plan period 

 
The purpose of this document is to be an overarching document ensuring lease conditions are 
translated and flow through to other operational documents and plans and to set the technical 
standard in environmental management. As such it cannot be an exhaustive operation manual 
as this level of detail sits within individual departments across numerous plans and manuals as 
listed in other documentation. thl will share agreed documents in a cloud-based folder. 
 
Plan period 

 
The parties to the CMP agree to extend the CMP to a four-year period to align with the lease 
term ending on 30 June 2027. 
 
Individual sections may be rewritten from time to time.  The formal review process is described 
in the lease. 
 
Examples of other operational documentation in place 
 

 Health & Safety Plan 
 Standard Operating Procedures by department and activity 
 Training manuals 
 Interpretation manuals 
 Emergency Management Plans 
 Training records 
 Induction materials 
 Maintenance schedules 

 
 

2. Health and Safety 
 

The full Health and Safety management system for the operation is contained within the cloud-
based program Eco Portal,  which is  available for viewing by the Lessors at any time. 

 
The Health and Safety system for the operation incorporates key policies and procedures as 
listed in Appendix two. 

 
The Lessee will advise the Lessors of any material changes to policy and procedures.  These 
changes to .. . 
 
The results of all annual audits and assessments, and any other reviews are available to the 
Lessors, 
 
A summary of incidents and other significant items, including commentary on actions taken, will 

. 
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3. Core principles of management

Principles of management (referenced lease clauses) 
 

The Lessee acknowledges the following principles for the management of the Lease Area by the 
Lessee. These principles shall be reflected in the Cave Management Plan (as referred to in 
Clause 2) and the day to day operation of the Lease Area: 

 
(i) Preserve and protect the cultural, historic and natural features and processes of the 

cave, for the purpose of maintaining their intrinsic values and safeguarding the options 
of future generations. 

 
(ii) Recognise the special relationship that the Ruapuha Uekaha Hap  has with the cave 

and its environs as tangata whenua based on their tikanga (culture and traditions) and 
the terms of the Treaty of Waitangi Settlement WAI-51, in the use of the cave and its 
facilities. 

 
(iii) Recognise the cave as an international visitor destination and a part of the world's 

natural heritage. 
 
(iv) Ensure that the experience of cave visitors is consistent with the above principles, by 

communicating the values of the cave and providing appropriate conservation 
messages. 

 
(v) Reflect, in management and development, the rural landscape and natural setting of the 

cave and facilities. 
 
(vi) Use sound and prudent business practices to maximise opportunities for the public to 

visit the cave, only as consistent with the above principles of management. 
 

When considering whether any action is reasonable, regard should not only be had to 
commercial matters but regard should also be had to cultural, customary and environmental 
matters. 
 
Management commitment 
 
Pro-active cave management is vitally important to ensure preservation and protection of the 
iconic natural value of the cave.   
 
We will communicate our three core values observed by the organisation to our visitors.   
 
We continue to optimise the quality of the visitor experience while conserving and safeguarding 
resources for future generations.    
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The lessee will benchmark its operation by: 
 

a) Carrying out on-going visitor satisfaction surveys, taking action where necessary to 
ensure visitors receive an outstanding experience. 
 

b) Align the operation with Qualmark standards and ensure the operation consistently 
achieves a top audit result. 
 

c) Ensure the operation is constantly benchmarked against a reputable Health and Safety 
program, consistently achieving a high standard. 
 

d) Benchmark the operation against other national and international peer operations, primarily 
through relationships with other industry organizations and participation in strategic 
Tourism  organizations such as ACKMA.   

 
 

4. Applicable legislation 
 

Examples of relevant legislation (compliance is not limited to the below and the operation will be 
required to comply with all New Zealand law): 
 
Building Act 2004 
Conservation Act 1987 
Consumer Guarantees Act 1993  
Crimes Act 1961  
Employment Relations Act 2000  
Fair Trading Act 1986  
Food Act 2014  
Health and Safety at Work Act 2015 
Industry Training Act 1992  
Nga Wai o Maniapoto (Waipa River) Act 2012 
Privacy Act 12020  
Reserves Act 1977  
Resource Management Act 1991  
Treaty of Waitangi Act 1975  
Wildlife Act 1953  
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5. Organisational structure

6. Staff

The Lessee will operate a process of employing and training staff, which achieves the value of
Manaakitanga -sharing exceptional and natural hospitality, knowledge and beliefs on the basis 
of mutual respect (between host and visitor) and recognises a key intention within the lease to 
encourage the employment and development of Ruapuha Uekaha Hap Trust members.  

Environmental management

Retention of expertise:

(i) At all times the Lessee shall retain (whether by way of employees or external consultants) 
sufficient expertise as reasonably required to properly manage the cave environment in 
accordance with the Lease and the Cave Management Plan to include:

(a) An independent advisory group ("Advisory Group") with knowledge of all aspects of 
the cave environment

(b) Staff or consultants with the skills and decision-making capacity to meet and direct the 
environmental management requirements of the cave on a day-to-day basis

(c) A cave manager with a demonstrable appreciation of cave conservation and cave 
management

Employment of qualified staff (clause 5.0 - lease excerpt) 

(i) The Lessee shall ensure that staff employed at the cave shall be trained and qualified as 
is reasonably appropriate to their position and also ensure that the ratio of full time to part 
time and casual staff will be sufficient to ensure (1) a stable workforce is maintained that 
provides a consistently high quality visitor experience; and (2) the principles for the 



 

 Cave Management Plan 
7 

 
management detailed in clause 1 of this Lease are reflected in the management of these 
staff.

 
(ii) When employment opportunities are available, the Lessee shall first offer such 

opportunities to beneficiaries of the Ruapuha Uekaha Hap  Trust who in the reasonable 
opinion of the Lessee have suitable qualifications and attributes, and then to people living 
within 30km of the cave who in the reasonable opinion of the Lessee have such suitable 
qualifications and attributes. 

 

 

Recruitment process 

1. Ensure the application process identifies candidates that whakapapa to RUHT and those 
that live within 30km of the cave. 
 

2. Once applications have closed advise RUHT the number of hap  members who have 
applied. 
 

3. Make employment decision, first offering position to suitable hap  applicants, then local 
candidates then remaining candidates. 
 

4. Notify RUHT of the outcome including whether the appointment was from the hap  or 
local area. 

Actions: 
 
Management will embrace staff hiring, induction, training, evaluation, and promotion 
processes that optimise the potential match between the employee and the outlined 
experience elements, whilst recognising the wider requirement to encourage and promote 
the employment and development of  
 
Management will ensure that the ratio of full time, part time, casual and fixed term guides to 
visitors will be maintained at levels to ensure a stable work force and high-quality visitor 
experience is maintained and reported upon. 
 
Guide ratios: the ratio of full time to part time and casual staff shall be calculated based on 
the total number of guiding hours worked. The number of permanent guide positions will be 
established to ensure that the number of guiding hours worked by permanent guides 
represents at least 45% of total labour across the winter months (which sets a minimum level 
on a year-round basis). 
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Induction
 
There will be a clear, structured induction process that orientates the newly employed staff 
member to the general business prior to the appointment of a trainer who will train the employee 
on specifics pertaining to their role. 
 
Induction is the welcoming of a new staff member onto the team should also fall under the 
umbrella of whanaungatanga. The richness and effectiveness of this initial experience can 
provide a foundation of enthusiasm and commitment upon which further training can be based. 

team framework. 
 

Actions: 
 

a) The induction process will ensure that all relevant employment forms are completed; that 
the new employee is briefed on relevant company policies; that the necessary tools are 
provided for the employee to carry out their role and that the employee is introduced to 
other staff. 

 
b) The induction process shall also incorporate a section dedicated to educating the new 

employee on the principles of management and kaitiakitanga and the relationship RUHT 
has as tangata whenua. 

 
Training 
 
The staff training program will ensure that employees are equipped with the ability to deliver the 
key elements via the desired delivery style and will be aligned with the standards established 
and accepted by an accredited training organisation and international peers and foster a sense 
of empowerment and ownership. 

 
Actions: 

 
a) Training will embrace the unique aspects of the cave history, Ruapuha Uekaha Hap  

Trust, M lowworms, the cave environment, and the role of 
kaitiakitanga in the operation. 

 
b) Training will aim to equip employees with the framework to deliver an experience for 

. 
 
c) Training will ensure that employees are provided with the knowledge to operate a 

successful Health and Safety system. 
 
d) Training will be provided to ensure all staff can undertake the technical aspects of their 

job. 
 

 
 
Retention of expertise 
 
The Lessee shall retain sufficient expertise as reasonably required to properly manage the cave 
environment in accordance with the Lease requirements. 

 
Actions: 

 
a) A person who has skill, expertise and understanding with regards to cave and karst 

management and information technology is to be appointed as an Environmental 
Manager.  The Environmental Manager will report to the General Manager, seek advice 
from the Environmental Advisory Group / Department of Conservation and work closely 
with guides to ensure environmental practices are executed appropriately as set out in 
the environmental section of this Cave Management Plan.  This role may be carried out 
by a staff member or external consultant. 
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Self-Guides

Self-guides shall be regularly trained by staff to ensure a safe and quality experience is 
delivered to visitors that is aligned with the principles of the cave and that ensures the self-guide 
takes proper care of the natural environment. Records of training for self-guides must be 
maintained. Currently this is managed through a system which records the self-
status and includes a photograph of the guide to ensure authenticity. 

 
Actions: 

 
a) Management will have in place a training program for self-guides that ensures guides are 

trained adequately to deliver a high quality, safe experience, in line with the principles of 
the cave that commands respect for the natural cave environment. 

 
b) Management will have a monitoring system in place that ensures a training record of all 

self-guides is up to date and kept on site. 
 
c) Management will ensure that only adequately trained self-guides are allowed to guide 

parties through the cave environment. 
 

Performance reviews 
 
Systems and processes are to be put in place to evaluate staff performance and to provide 
constructive feedback. This will include a half and full year performance review conversation 
with all staff members. 
 

just as importantly, by its social inputs. The staff 

interactions and relationships between these two parties. 
 

Actions: 
 

a) All staff are to participate in annual and half year performance reviews. 
 

b) Performance review criteria shall incorporate but not be limited to the following areas: 
 

1. Achievement of goals 
2. Delivering visitor satisfaction 
3. Communicating and delivering the cultural and environmental heritage elements of the 

experience to visitors 
4. Engaging in available training 
5. Teamwork and the creation of a good working environment 

 

7. The experience 

The lessee will ensure that the visitor experience will reflect the principles of management as 
set out in the lease and be true to the essence of the experience at all times. 
 
Access to the cave tour and to facilities 
 
The lessors representative/s may enter with free access to the land at any time during the 
lease including the cave and any structures or other improvements together with any 
equipment necessary to: 

 
 Ensure the Lease and Cave Management Plan are being complied with 
 Ensure that the cave environment is being managed with accordance with all 

regulations 
 Carry out scientific cave research 
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Promotional activities 
 
Promotional activities will set realistic expectations of the product delivery and ensure that all 
activity is true to the essence of the experience.  

 
Actions: 

 
a) All promotional activities will be designed to be true to the unique national heritage of  

the cave. 
 

b) At all times promotional activity will reflect the management principles as set out in the 
lease. 
 

c) The decision tree below pertains to parameters of the lease and must be followed for 
all promotions. 
 
 

Ruapuha Uekaha Hap  trust members that are eligible for registration with the trust may join 
guided tours free of charge provided they meet the qualifying requirements and procedures set 
mutually between the trust and thl. 
 
Free of charge entry to persons not registered with the trust is governed by policy and covers 
several groups including: 

 
 Free of charge tour admission for members of staff. 
 Free of charge entry for external tour guides accompanying tours. 
 Free of charge entry for adult supervision of school groups. 

 
Delivery 
 
All staff have the opportunity (and the potential) to interact in a manner that acknowledges the 

(especially guides) to include travellers in a personal experience; to enrich and shape this 
experience so that it exceeds expectations and creates an enjoyable and memorable event. 

 
The experience delivered to the customer must include the following elements in order to stay 
true to and best represent the core values of the environment and to provide memorable and 
authentic experiences to customers. 
 

Key messages delivered through experience: 
 

1. Glowworm information and lifecycle. 
2.  Unique M ori connection (Ancestor T ne Tinorau  link to guides, history of ownership,  

M   and tradition). 
3.  Kaitiakitanga (caring for the resource and its environs, national heritage, and 

conservation). 
4.  Cave and karst (including cave, catchment, land above and landscape). 
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Amenities 
 
All amenities (and their up-keep) will be of a standard that reflects (and supports) the iconic 
status of the cave resource. 
 
Parking and access 
 
Travellers require clear and effective information around where to park their vehicle and where 
to access the visitor centre (under the roadway). Access routes should begin to build a sense of 
anticipation and orientation. 

 
Actions: 
 
a) Directional and orientation signs will be clear and appropriate. 

 
b) Staff are to assist visitors by maintaining signs and road markings and ensuring that 

vehicles (including staff vehicles) are parked in appropriate areas. 
 

c) Surveillance cameras will be maintained in appropriate areas to best ensure the safety of 
visitors and their possessions. 
 

d) A standard operating procedure for opening and closing the complex, ensuring a secure 
environment is to be communicated to staff and adhered to at all times. 
 

e) Access ways and entry points to the cave complex will be safe, uncluttered, welcoming, 
and easy to recognise. 
 

f) Unless they pose a hazard, all visitors are to have controlled access to the cave complex 
during hours of operation. 
 

g) Where warranted, representatives of the Lessor (upon authority of the management 
committee) are to be granted free right of entry. 

 
Landscaping 
 
The Glowworm Cave is a significant natural attraction. The visitor will expect the supporting 
infrastructure to be sited in environs that reflect and showcase the natural and cultural heritage 
of the area and to blend in with the surrounding landscape. 
 

 



 

 Cave Management Plan 
12 

 
Actions:

a) Every effort will be made to ensure that the lease area blends in with the surrounding 
natural landscape through an emphasis on plantings of NZ indigenous plants 

 
b) The Lessee will ensure the lease area gardens are maintained through regular 

maintenance cycle 
. 

c) The Poupou is to be located and maintained in an area that emphasises the links 
between tangata whenua and nature. 
 

d) The lease area, including surrounding areas of road reserve, are to be kept tidy and litter 
free. 
 

e) No domestic stock, pets or any plant or animal pests will be permitted on the land. 
 

f) Weed control is to be conducted inline with DOC best practice 
 

Signage and orientation 
 

Actions: 
 

a) Signs are to be appropriate and well-maintained. 
 

b) Signs that relate to safety issues and emergency equipment are to comply with all 
regulations. 
 

c) Story boards, graphics and interactive displays are to be employed where there is the 
opportunity to provide more in-depth information with regards to the culture, history, 
ownership, science and on-going research relating to the cave resource. 
 

d) Substantial changes to signage should be made only in consultation with the owners and 
should be particularly sensitive where using local imagery and cultural components. 
 

The cave tour 
 
The visitors lasting impression will depend heavily on their experience and interaction within this 
key part of their journey. The guide is entrusted with the task of bringing the visitors trip through 
the cave environment alive.  High impact experiences p
emotional state, and all guides should strive not only to inform visitors of accurate information 
pertaining to the cave, but to also focus on their delivery style to ensure visitors are moved by 
their experience. 

 
Guides should strive to: 

 
 Create a high impact beginning, a storytelling / performance focused narration throughout 

the cave environment and a high impact ending (the grotto will naturally lead to this). At 
all times safety should be a priority for the visitor and the guides.  

 
Actions: 

 
a) Management is to ensure that guides are  provided with appropriate training that enables 

them to be able to deliver a cave tour which has a high emotional impact on visitors whilst 
providing accurate information at all times. 
 

b) All staff and managers are responsible for ensuring that visitors are briefed appropriately 
on all hazards within the cave to minimize any risks to customers. 
 

c) Guides are to ensure that their groups conduct themselves in a manner that advocates 
cave preservation and conservation. 
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d) All cave tours are to be guided and tour parties will not exceed fifty (50) people.   

e) Cave tour operations are to cease if there is a significant risk to either the cave, or to cave 
visitors. 

 
Customer service 
 

one-on-one contact with staff, and an 
area where they will make their final purchasing decision. It is imperative that staff instil a high 
impact and memorable interaction with visitors at this point in their greeting and assistance in 
closing the sale. The purchase transaction, which is commercial in nature, can be softened by 
staff who embrace the ethic of manaakitanga.  
 
The ticketing area should provide the visitor with appropriate information to make their purchase 
decision pertaining to the caves and assist them in orientating themselves with regards to the 
offerings in the wider Waitomo surrounds.  
 

 
Actions: 

 
a) Staff are to ensure that each visitor is greeted appropriately, in a manner that is reflective 

of the value of manaakitanga 
 

b) Information in the ticket office area should clearly identify all tour options and additional 
experiences within the area (free and paid), that will enhance the overall Waitomo 
experience and encourage further visitors to the area via word of mouth. 
 

c) 
enquiries regarding the local area and wider questions pertaining to New Zealand. 
 

d) Admission to the cave is by purchased tickets or, in the case of organised tour 
companies, by company vouchers. 
 

e) Staff are to be trained and familiar with all aspects of the reservations role, including 
policy and procedures. 

 
 

8. Buildings and infrastructure 
 

The buildings and infrastructure can be regarded as to present an opportunity to reinforce the 
culture and philosophy of the operation.  
 

Actions: 
 

a) All buildings and structures are to be erected only with approval from the cave owners 
and relevant experts. Infrastructure should enhance the visitor experience. 
 

b) The requirements of any relevant consents, regulations or compliance schedules are to 
be adhered to. 
 

c) All buildings and facilities are to be kept in good repair and condition through the 
implementation of a structured, on-going maintenance schedule. 
 

d) Cleanliness, presentation, safety, and security are to be maintained at a high standard. 
 

e) Risk assessment should be applied to essential building and cave infrastructure elements 
to ensure the safety of all users and occupants. 

 
A maintenance and inspection schedule will: 
 

1. List maintainable building elements on cyclical renewal and maintenance over the term of 
the lease, to provide a list of items for each year 
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Guest  area- evaluating suitability of current waiting zone and whether improvements to 
guest comfort and experience are possible 

 Car park improvements 
 

9. Other experiences 
 
Other experiences within the lease area will complement the Waitomo Glowworm Cave 
experience. 
 
Guiding experiences, activities, services, or attractions undertaken on the lease area will reflect 
the values of the Glowworm Cave experience and respect the principles of management 
according to the lease.  

 
Actions: 

 
a) As part of any new product development process taking part on the lease area, the 

lessee shall ensure that the experience is aligned with the values of the cave experience 
and the principles of management according to the lease. 
 

b) With reference to part a) any activities that are a sublease need to be undertaken within 
the parameters of the lease. 
 

10. Security 
 
All reasonable steps will be taken by the lessees to ensure that the Glowworm Cave, Visitor 

 
 

The natural cave resource, including the Glowworms, the visitor centre and visitors personal 
properties are at risk from adverse or criminal activity. The lessee shall take all reasonable 
steps to ensure that these valuable resources and assets are secured. 
 

Actions: 
 

a) Security cameras, signs and lighting are to be maintained in the most vulnerable areas. 
 

b) Staff are to be vigilant and report any adverse or suspicious activity to management 
immediately. 
 

c) Natural features within the cave are to be adequately protected. 
 

d) An opening and closing procedure for the cave and visitor centre is to be in place and 
communicated to all staff. 
 

e) Staff handling monetary exchanges are to be trained to respond to armed robbery 
situations. 
 

f) Police are to be notified in the event of loss or damage. 
 

g) All insurance policies for loss and liability are to be maintained and a Management  
Policy / Process is to be in place for property loss by visitors while in the Lease Area. 

 
 

11. Visitor surveys 
 
Regular visitor feedback via surveys will evaluate the coincidence between the established goals 
and actual outcomes of the Waitomo Caves experience. 
 

Actions: 
 

a) Customer surveys are to be carried out daily. 
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b) The survey questions shall adequately assess all aspects of the visitors experience to 

assist the lessee in enhancing this in the future.
 

12. Utilities 
 

The utilities of water, power and sewerage are all essential inputs for the successful operation of 
the cave attraction. The lessee shall ensure the continued supply of these utilities at all times. 
 

Actions: 
 

a) The Lessee is to take all reasonable steps to ensure that the water supply, power and 
wastewater services are maintained within the lease area. 
 

b) The lessee shall set in place processes that conserve our natural resources where 
reasonably possible (water conservation, energy efficiency, reduction of waste). 

 

13. Reporting and reviews 
 

The reporting process is essential to ensure that all stakeholders have a transparent and regular 
review of all activity governed by the lease.  The lessee shall ensure that all required reports are 
compiled accurately and delivered in a timely manner to key stakeholders. 
 

Actions: 
 

a) A monthly report format is to be agreed to by the lessor. 
 

b) The lessee is to deliver the monthly report to the lessor by the last day of the month 
following the reporting period. 
 

c) An owners committee meeting will be held quarterly. 
 

d) Annual audits must be undertaken within timelines stipulated in the lease. 
 

e) Appropriate systems are to be put in place to ensure accurate capture of data. 
 

f) Revenue reporting procedures are to be followed to ensure accurate calculation of lease 
fees due. 
 

g) Reports and findings generated by the EAG or any other relevant outside party will be 
made available to authorised interested parties. 
 

h) Significant issues should be notified to the chair of the cave management committee as 
soon as possible after they occur. 

 

14. Management policies and processes 
 

The key policies, procedures and standard operating procedures are to be recorded in written 
form, kept up to date and communicated to all staff to ensure the lessee carries out daily 
activities that are aligned with requirements in the lease. 
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18. Retention of expertise

A dedicated and qualified Environmental Manager will lead the Waitomo Glowworm Cave 
environmental management programme. 
 
Environmental Manager 
 
The Environmental Manager position will exist on a permanent basis, will be a part of the senior 
management team, and will have budget and reporting accountability. To ensure the 
Environmental Manager is adequately qualified to fulfil the position the following criteria will 
apply to the recruitment for this position: 

 
Essential: 
 

 Tertiary-level science or environmental management qualification 
 

Desirable: 
 

 Conservation experience in a cave and karst setting 
 Stream and catchment protection and restoration experience 
 Environmental (climate, ecological and hydraulic) monitoring experience 
 An understanding of tikanga and Te Ao M ori 

 

19. Scientific oversight 
 

Environmental management of the Waitomo Glowworm Cave will be informed by the best 
scientific advice.  
 
Environmental Advisory Group (EAG) 
 
The EAG is an independent group of advising scientists and technical experts engaged to 
review and provide environmental management advice. To ensure the EAG report is relevant 
and sufficient, the report format, contents, meeting agenda and minutes will be set in 
consultation with the EAG. The Environmental Manager will be responsible for reporting to and 
coordinating this group which will meet biannually. 

 
EAG Terms of Reference 

 
 The purpose of the Environmental Advisory Group (EAG) is to provide independent 

advice on the conservation, use and management of the Waitomo Glowworm Cave, 
Aranui and Ruakuri caves, and their environments.  

 

 That advice is intended to protect the caves in accordance with international best 

 
 

 The EAG will have a maximum of ten members. The owners of the Glowworm Cave will 
appoint two members and two members will represent the lessee (Tourism Holdings Ltd, 
thl). The other appointments will be made by thl, in consultation with the group. The EAG 
may invite others to attend meetings as it sees fit.  

 
 The scope and composition of the group will allow independent scientific advice on both 

the biophysical and social aspects of cave management  for example, cave climate, 
cave ecosystem, karst features, catchment management, visitor experience, aesthetic 
environment, and educational services. The composition of the group may vary over time 
as required.  

 

 The lessee will convene, resource, and facilitate the EAG. 
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The EAG will elect a chair through a nomination and voting process. The chair is elected 
for a period of three years with renewal required every three years according to the 
nomination and voting process. 

 

 The EAG will make formal recommendations to the lessee that have the consensus 
support of members of the Group. The lessee has the responsibility for forwarding formal 
recommendations from the EAG to the owners of the caves or other parties. Where there 
is no consensus view, the EAG will report the range of views that have arisen and the 
rationale underlying these.  

 
 The EAG can make informal recommendations to thl based on discussions arising at the 

EAG meetings or through communication among the members. 
These recommendations are to be recorded in the minutes of the meeting. 

 

 All members of the EAG agree to act responsibly, not to breach clear matters of 
confidentiality and to be circumspect with regard to business of the group.  

 
 EAG agrees to appoint a spokesperson to deal with special issues that may arise from 

time-to time. Otherwise, the chair will be the default spokesperson. In matters involving 
statements on sensitive issues, the EAG will consult beforehand with the lessee. 

 

20. Monitoring 
 

The Waitomo Glowworm Cave has a well-established environmental monitoring system. The 
purpose of this system is compliance monitoring, monitoring for adverse change in the cave 
climate and ensuring optimum conditions for the glowworms and speleothems are maintained. 
Environmental monitoring information and items of significance are reported monthly to the cave 
management committee. In the case of significant events, management should notify the 
committee chair in a timely manner. Material decisions are made only by the cave management 
committee with the EAG acting as advisor. 

 
Monitoring system management 
 
System oversight will be the responsibility of the Environmental Manager. Installation or 
alteration of any aspect of the monitoring system will only be undertaken with prior consultation 
with the EAG. Calibration and maintenance inspections of the environmental monitoring system 
will be carried out by a qualified technician. Calibrations will be undertaken annually. 
 
Microclimate 
 
The purpose of microclimate management in the Waitomo Glowworm Cave is to balance the 
dual requirements of maintaining niche microclimate conditions (e.g. humidity) for the 
glowworms and speleothems and ventilating the cave to diffuse elevated CO2. 
 
Cave microclimate control protocol 
 
The status of the cave door controls air flow through the cave. When the door is closed airflow 
is minimal and when the door is open the rate and direction of airflow proceeds as a function of 
the thermal gradient between the inside and the outside air temperature. For this reason, the 
cave door status can be considered the primary control on the microclimate, and with 

 
 
Cave climate monitoring and careful management of the cave door is essential to ensure the 
balance between CO2 and relative humidity is managed appropriately. Members of the EAG and 
thl have published papers on the importance of microclimate monitoring and door control in the 
Waitomo Glowworm Cave, 
 
Protocol for the control of the door will be an output from the data logger. In plain language, the 
protocol is: between the hours 7:00 am and 7:00 pm the door will be open unless the outside 



 

 Cave Management Plan 
20 

 
temperature is less than 13°C. Between 7:00 pm and 7:00 am the door will be open if CO2 is 
greater than 800 ppm.
 
The instructions for this control have been set and will only be changed in consultation with the 
EAG. 
 
Carbon dioxide (CO2) 
 
CO2 is managed to ensure that it is kept below 2,400 ppm for 95% of the year and ensure that 
CO2 concentration in any part of the cave does not at any time exceed 3,000 ppm.  
 
These CO2 limits were imposed in a CO2 management trial that was initiated December 1st 2018 
overseen by the EAG. At the end of the initial two-year period in October 2020, there had been 
full and satisfactory compliance with the trial conditions. However, due to the reduction of 
visitation from March 2020 associated with the COVID-19 pandemic, the new conditions were 
not fully tested under high visitation levels and since that time, visitation levels have not 
returned to pre-COVID levels. Consequently, the EAG recommends that the CO2 management 
strategy should continue under constant review.  
 
At the EAG meetings, the Environmental Manager presents a report detailing compliance with 
the CO2 limits and presents an update on CO2 management with respect to other cave 
microclimate parameters such as airflow and door automation.  
 
Updates on the CO2 status are to be delivered in the monthly report to the owners committee. 
Should visitation rise and CO2 levels increase, the EAG can recommend adjustments to the 
CO2 management conditions to the owners committee. 

 

Projected CO2 risk and response 
 
To balance the risk of CO2 disruption with anticipated visitor numbers, a risk assessment 
protocol has been developed based on environmental conditions and CO2 levels at the start of 
the day.  A model embedded in the supervisor s day-sheet allows approximate prediction of CO2 
levels based on visitor numbers. In addition, CO2 levels are monitored throughout the day. The 
process for CO2 risk assessment is outlined below. 
 

Phase Thresholds Response Responsible 

Proactive 
Acceptable 
risk (Y/N) 

Daily availability as at 9.00 am and based on 
temperature forecast, below model limit 
Yes  no change 
No  amend availability 

Supervising 
guide 

 
CO2 disruption management 

 
Phase Thresholds Response Responsible 

Reactive 

CO2 > 2400 
ppm 

Zero out remaining ticket availability 
Supervising 
guide 

 CO2 > 2700 
ppm 

1. Mandatory 30 min delay 
2. Mandatory half tours/delayed tours 
until CO2 level is < 2600 ppm 

Supervising 
guide 
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21. Glowworms

The glowworm population in the Waitomo Glowworm Cave is naturally occurring and vulnerable 
to environmental influences.  
 
Glowworm risk management 
 
Day-to-day operations in the cave are understood to have very little impact on the glowworms. 
As a precaution, operations should at all times aim to keep light and noise to a minimum. With 
the aim to identify and mitigate risk to the glowworms, a risk assessment prior to any non-
standard operations in the Grotto will be undertaken by the Environmental Manager. Ensuring 
reliable air quality for the glowworms, there will be no emissions, such as exhaust fumes, fumes 
from welding, smoke machines or solvents in the cave at the any time. The control of the door, 
and therefore glowworm microclimate, will at all times adhere to the climate control protocol. 
  
Glowworm monitoring 
 
Glowworm photo monitoring is a method that enables objective assessment of glowworm larvae 
population density and light intensity. The Environmental Manager will maintain the photo 
monitoring system and arrange data analysis biannually. Monitoring outcomes will be reported 
6-monthly and any indications of abnormal negative trends will be communicated to all parties 
and possible causes will be investigated. 

22. Cave security 
 

The exclusion of persons who have malicious intent is crucial if the cave is to be preserved. To 
this end, the cave grill door will be locked using two redundant locks every night, the door alarm 
will be armed every night and the cave entrance and exit will be under continuous surveillance. 

23. Stream 
 

During low flow stream conditions boats are at risk of grounding on the stream bed. 
Management of this, in the short term, is to deepen the channel profile using a water pump 
(desilting).  
 
Desilting is subject to resource consent. All desilting activity will be documented to ensure 
compliance with consent and to monitor grounding risk and response. Desilting should aim to 
move no more than the minimum amount of sediment allowing for normal boat operations. 

24. Catchment 
 
In the long-term, management of the flow regime, water quality and sediment load of the 
Waitomo stream can be positively influenced by supporting improved land management 
practices in the Waitomo catchment. thl is committed to working with the Waikato Regional 
Council, the Waitomo Catchment Trust Board and land owners in the catchment to affect this 
positive change. 

 
thl acknowledges the The Maniapoto Environmental plan which give effect to the overarching 
purpose of the 
the quality and integrity of the waters that flow and forms   
 

25. Data and reporting 
 

To ensure clear and open communication a monthly environmental report will be submitted to the 
Cave Management Committee. The contents of this report will include the following categories: 
 

 Summary 
 CO2 
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Environmental incidents

 Catchment 
 Glowworms 
 Inter-agency outreach and collaboration 
 Scientific advice 
 Sustainability 

 
Environmental monitoring data will at all times be backed-up and archived in two independent 
locations with one location being off-site.  

 

26. Lighting 
 

The two objectives of cave lighting are to allow for safe access by visitors and to highlight the 
main features and formations in the cave. To ensure lighting is fit for purpose the following 
guidelines will apply: 
 

 Light will be shades of white 
 Lights will be Light Emitting Diode (LED) 
 Lighting control systems will be designed to minimise the length of time lights are on 
 All power systems are to have a backup that allows for safe visitor egress from the cave 

during a power failure. 

 

27. Special events and filming 
 

Visitors are not permitted to film or video within the cave to maintain the cave experience and to 
avoid incidents or disturbance to the glowworms. 
 
Filming and photography is only permitted for publicity, media or education reasons and only 
when it relates directly to the licenced activity. Approval for any filming or photography not 
directly related to the licenced activity is only at the approval of the owners committee. 

 
Events may be held in the cave provided they meet all other environmental management 
requirements and do not interfere with the core tour operation. Any event must have plans in 
place governing attendance numbers, equipment, security and contingencies should the CO2 

limit become an issue as a result of the event or adjacent tour activity.  
 
Approval to run an event can only be granted by the owners committee who will consider the 
nature of the request (i.e. is it public or community benefit or commercial in nature). To assist 
with approval thl will provide as much information as possible and will capture any requests on 
an application form designed to cover all requirements.  

28. Lampenflora 
 

The growth of lower order plants such algae, mosses and ferns in the vicinity of artificial lights, 
is known as lampenflora. Without management lampenflora may grow to cover a significant 
area of the cave and become ingrained. Lampenflora growth will, firstly, be inhibited by the 
selection of the appropriate LED lights. When lampenflora becomes evident it will be chemically 
treated using the following treatment methodology: 
 

1. Use of a water and sodium hypochlorite mixture with a 20:1 ratio (20 ml water to 1 ml 
sodium hypochlorite) 

 
2. Sprayed after operating hours, at night 
 
3. Using a spray unit capable of reaching Cathedral roof 
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4. Ensure that the cave door is open during treatment and the remainder of the night 

5. Ensure proper personal protective equipment is used while undertaking the spraying, 
including, chemical rated gloves, overalls, glasses, and respirator 
 

Treatment frequency will be at the discretion of the Environmental Manager but will, at a 
minimum, be undertaken biannually 

29. Animal pests 
 

Animal pests, in particular rats, use the cave as a refuge. This poses a number of issues 
including smell, faeces and frightening visitors. With the aim to reduce rodent activity, a rat bait 
station and tracking tunnel network has been established in the Lease area. This will be 
maintained year-round with bait replaced, in accordance with Department of Conservation 
pesticide management processes, on a monthly basis. In the case of resident rats in the cave, 
traps will be deployed rather than bait. 

30. Pollution management 
 

Pollution in the cave can enter naturally via air or water or can be carried by people. Each vector 
requires a specific response.  
 
Emergency spill response 
 
Any spill could severely affect the Waitomo Glowworm Cave. The aim of an emergency spill 
response is to capture and disperse pollutants before they enter the cave or stream. 
Safety 
 
In the case of a spill, the response will be supervised by a Manager or Supervisor. The first step 
of spill response is to identify the substance and determine the risk of exposure to people and 
the cave. This is likely to require locating the source of the spill. Any staff exposed to a spill will 
be trained and equipped with fit for purpose personal protective equipment. In the case that a 
spill results in fumes entering the cave, the cave will be evacuated and the cave door left open 
and procedures carried out in accordance with relevant Statement of Procedures. 
 
Lint, litter and debris 
 
Lint, litter and debris are primarily transported by people and, over time, can accumulate in the 
cave. This will be managed by coordinating working parties, either volunteers or staff, to collect 
rubbish and clean the cave. Cave cleaning working parties will be undertaken, at a minimum of, 
biannually.  
 
Air 
 
In the case that airborne pollution, such as ash, smoke or fumes are at risk of entering the cave 
the cave door will be immediately closed. The door will remain closed (except to allow entry and 
exit from the cave) for as long as necessary to exclude pollution. 
 
Fires 
 
There will be no open fires in the lease area. 
 
Weed control 
 
Weed control will be carried out in accordance with Department of Conservation guidelines.  

31. Environmental incidents 
 

All environmental incidents will be reported to the Waitomo Caves Management Committee in 
the monthly report and contain full information on the incident, investigation and any 
improvement actions resulting and recorded in the damage register.  
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Schedule 2

 
Definitions

 
(b) Cave Management Plan prepared 

by the Lessee and approved by the Lessor pursuant to clause 2 of this Lease (or otherwise 
determined by arbitration) and until such time as the initial Cave Management Plan is 
approved by the Lessor, means the Operational Plan currently in existence under the 
Licence. 

 
Cave Management Plan 
 
2.0 CAVE MANAGEMENT PLAN 
 
2.1 The Lessee shall have in place at all times a Cave Management Plan describing: 

(i)  The methods by which the Lessee proposes to comply with the Lessee's obligations 
contained in the following clauses of this Lease: 

(a) Environmental Management (Clause 4) 
(b) Employment of Qualified Staff (Clause 5) 
(c) Access to the Cave (Clause 11) 
(d) Signage (Clause 12) 
(e) Improvements (Clause 14) 
(f) Lease Activity (Clause 15) 
(g) Health and safety (Item 13 Schedule 1, Clause 2) 

And the methods by which the Lessee proposes to work with the Lessor in recognising the 
Trust's relationship with the Cave as described in clause 1.1 (ii). 

(ii) The maintenance and inspection specifications and schedules for buildings and facilities 

(iii) Proposed capital developments for the coming plan period 
 

2.2 The Cave Management Plan shall be reviewed every three years. A draft reviewed plan 
shall be provided to the Lessor for approval at least three months prior to each Cave 
Management Plan expiry date and, in the case of the initial draft of the Cave Management 
Plan, within three months following execution of the Lease. The Cave Management Plan 
shall not be operative until it has been approved by the Lessor, such approval shall not be 
unreasonably or arbitrarily withheld. Until such time as any revised Cave Management Plan 
has been agreed between the parties, subject to clause 2.4, the then current Cave 
Management Plan shall remain in force. The Lessor may request data to support the extent 
of any developments contained in the proposed Cave Management Plan and if the Lessor 
is not satisfied, acting reasonably, that the data warrants the extent, scale, size function or 
context or all or any of the development shown the Lessor can request changes to the 
proposed plan. 

 
2.3 In addition to the provisions contained in clause 2.2 above, either party may propose 

changes to the Cave Management Plan relating to the implementation methods of 
complying with the other party's obligations under this Lease following, for example (but 
without limitation), a change in technology. The Lessor and the Lessee shall discuss such 
proposed changes in good faith and within a reasonable time following receipt of the 
proposed changes from the other party. 

 
2.4  Upon each review under clause 2.2, the Lessee may resubmit the Cave Management Plan 

in its existing form for approval by the Lessor, provided it has actively reviewed the existing 
plan in consultation with the Lessor. 

 
2.5 Until such time as the initial Cave Management Plan is agreed between the Lessor and the 

Lessee, the Operational Plan currently in use under the Licence shall remain in force and 
shall govern the management of the Cave.  
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2.6 In the event that the parties are not in agreement regarding the content of the revised Cave 

Management Plan within 6 months of the expiry date of the prior Cave Management Plan, 
and in the case of the initial Cave Management Plan within 9 months of execution of the 
Lease, the agreed content will be adopted into the Cave Management Plan and the content 
not agreed will be referred to the dispute resolution process (in which respect the arbitrator 
shall be directed to take into account clause 2.7 below) pursuant to clause 22 of the 
Standard Terms and Conditions of Lease. 

 
2.7 The parties acknowledge and agree that the provisions of this Lease being: 

(i) The First Schedule  
(ii) The Special Conditions  
(iii) The Standard Terms and Conditions of the Lease  
(iv) The Associated Schedules 

Shall govern the covenants and obligations on each party under this Lease and where any 
question arises as to whether or not a party has complied with any given obligation under 
this Lease, the provisions of this Lease shall be the sole reference to determine that 
question. The Cave Management Plan shall set out the intended process for complying 
with such obligations but shall not have the effect of varying any of the covenants and 
obligations contained within this Lease. 

 
Environmental Management 
 
4.0 ENVIRONMENTAL MANAGEMENT 

 
4.1 Retention of Expertise (CMP Section 18) 

 
(i) At all times the Lessee shall retain (whether by way of employees or external 

consultants) sufficient expertise as reasonably required to properly manage the Cave 
environment in accordance with the Lease and the Cave Management Plan to include: 

 
(a) An independent advisory group ("Advisory Group") with knowledge of all aspects 

of the Cave environment (with terms of reference to be approved in the Cave 
Management Plan) 

(b) Staff or consultants with the skills and decision making capacity to meet and 
direct the environmental management requirements of the Cave on a day-to-day 
basis 

(c) A cave manager (whether as an employee or external consultant) with a 
demonstrable appreciation of cave conservation and cave management 

 
(ii) The Lessor shall retain or have access to sufficient expertise (where relevant) as 

reasonably required to fulfil the Lessor's obligations and to properly exercise the 
Lessor's rights under the Lease  

 
4.2  Plant and animal control (CMP Section 29) 

(v) Lampenflora shall be removed from the Cave as reasonably required by the Lessor.  
Chemical removal of lampenflora shall be only carried out using methods, chemicals 
and timings described in the Cave Management Plan. 

 
4.3  Exclusion of harmful materials and equipment (CMP Section 30) 

(i) No material or equipment shall be allowed into the Cave that may affect the natural 
values of the Cave (including biological, climate and geological values) or affect visitor 
satisfaction, unless prior written permission is obtained from the Lessor (whether 
through the Lessor's approval of the Cave Management Plan or otherwise). Such 
material and equipment includes all chemicals and fuels, any potential sources of 
energy such as heat, noise and light, and any equipment (including generators) that 
may generate such materials.  

 
(ii) The Lessee shall have in place at all times contingency for fuel or chemical spill events 

in to the Waitomo Stream. Such contingency shall include appropriate planning, 
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equipment and staff training. A 'Spill Contingency Plan', describing methods by which 
this requirement under the Lease will be achieved, shall be incorporated in the Cave 
Management Plan. 

 
(iii) The Lessee will not permit visitors within the Cave or the Cave entrance areas to use 

any mechanism or device whatsoever for the recording of visual images or the 
transmission of visual images, without the specific approval in writing of the Lessor. The 
Lessee itself will not, notwithstanding Clause 2(iv) of Schedule 1, use any such 
mechanism or device other than as approved in the Cave Management Plan, or 
otherwise approved by the Lessor (such approval not to be unreasonably withheld in 
the case of bona fide commercial promotional work, proposals for which the Lessee 
may include within the Cave Management Plan).  

 
4.5 Management of Cave climate (CMP Section 20) 
 

(i) The Cave Management Plan shall include a Climate Management Protocol for the 
management of cave climate to protect the features and processes of the Cave, and in 
particular, to provide guidance on appropriate ventilation measures in the context of 
extant or predicted visitation rates, internal and external temperatures and humidity, 
carbon dioxide levels, other pollutants, flooding and any other relevant factors.  

 
(iii) For the purpose of monitoring levels of carbon dioxide concentration the Lessee will 

calibrate and maintain in effective operating condition such devices for measuring those 
levels. The Cave Management Plan will set out the steps to be taken by the Lessee in 
complying with this clause 4.5 (i). 

 
4.6  Monitoring programme CMP (Section 20) 

(i) The Lessee will monitor, in such manner as the Lessor shall reasonably determine, (and 
which shall be set out in the Cave Management Plan), the cave climate, speleothems, 
sediment deposits, water quality, Cave fauna, visitor numbers, visitor satisfaction and 
such other factors as the parties may agree (each acting reasonably). 

 
4.9  Desilting CMP (Section 23) 

 The Lessee may carry out desilting of the Glowworm Grotto to allow passage of boats 
through the grotto. Such desilting shall be carried out under conditions incorporated in the 
Cave Management Plan.  

 
Employment (CMP Section 6) 

 
5.0 EMPLOYMENT OF QUALIFIED STAFF 

(i) The Lessee shall ensure that staff employed at the Cave shall be trained and qualified 
as is reasonably appropriate to their position and also ensure that the ratio of full time 
to part time and casual staff will be sufficient to ensure (1) a stable workforce is 
maintained that provides a consistent high quality visitor experience; and (2) the 
principles for the management detailed in clause 1 of this Lease are reflected in the 
management of these staff. 

(ii) When employment opportunities are available, the Lessee shall first offer such 
opportunities to beneficiaries of the Ruapuha Uekaha Hapu Trust who in the reasonable 
opinion of the Lessee have suitable qualifications and attributes, and then to people 
living within 30 km of the Cave who in the reasonable opinion of the Lessee have such 
suitable qualifications and attributes. 

(ii) The Cave Management Plan shall include a process for implementing this clause 5.0 (i) 
and (ii). 
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Access (CMP Section 7)

 
11.0 ACCESS TO THE CAVE

 
11.1 The Lessee shall take reasonable steps to keep the Land secure. The Cave Management 

Plan shall set out the steps intended to be taken by the Lessee to comply with this clause 
11.1. 

11.10 The Cave Management Plan shall incorporate the policy for granting complimentary or 
nominally priced access to any persons by the Lessee.  

 
Signage (CMP Section 7) 

 
12.0 SIGNAGE 

 
(i) This clause 12 shall be in substitution for clause 19 of the Standard Terms and 

Conditions of Lease.  
 
(iii) There shall be no advertising signage within the Cave. Save as set out in the Cave 

Management Plan no other signage shall be placed within the Cave without the written 
approval of the Lessor. The Lessor's approval to such other signage shall not be 
unreasonably withheld and the Lessor shall have regard to the nature of the signage 
currently erected within the Cave. 

 
 

Improvements (CMP Section 8) 
 
14.0 IMPROVEMENTS 

 
14.1 Development of New Improvements 

 
(ii) In considering an application for consent under clause 14.1, the Lessor may, in the 

where improvements are proposed to cost-effectively enable the Lessee to perform its 
obligations under this Lease the Lessor's consent shall not be unreasonably withheld. 
The Lessor may also impose any reasonable terms and conditions, as the Lessor 
considers appropriate under this clause. The inclusion of any development or part 
thereof in the Cave Management Plan does not constitute implied or express consent 
under this clause. If a proposed improvement under this clause is shown in the same 
size, scale, construction, location, context and purpose on a current and approved Cave 
Management Plan, consent from the Lessor shall not be unreasonably or arbitrarily 
withheld. 

 
Lease activity (CMP Section 9) 
 
15.0 LEASE ACTIVITY   

15.1 The Lessee shall first obtain the Lessor's consent to change any Retail Activity or Other 
Activity set out in Item 2 of Schedule 1. 

 
15.2 Any variation to either the Retail Activity or Other Activity as set out in Schedule 1 shall be 

recorded in the Cave Management Plan. 
 

Interpretation (CMP Section 9) 
 

20.0  INTERPRETATION OF STANDARD TERMS AND CONDITIONS 
 
20.1 The parties agree that the Standard Terms and Conditions of Lease apply to this Lease but 

only insofar as they are not negated, varied or substituted by the Special Conditions. 

20.2 The parties agree that the following clauses of the Standard Terms and Conditions of Lease 
are negated, varied or substituted by the Special Conditions as set out below. 



 

 Cave Management Plan 
29 

 
Clause 11 - Lessor's Directions 

(a) Clause 11 is qualified to state that any Lessor's notice or direction which purports to modify 
the Lease Activity on the Land may only be modified by the agreement between the parties. 
Any such agreement shall be recorded in the Cave Management Plan. 
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33.
 

 

thl Global policy: 

Health Safety & Wellbeing Policy (thl) 

Personal Protective Equipment policy  

Incident reporting & Investigation  Ecoportal Procedures 

Global Critical Risk Standards 

Speak up policy 

Risk Management & Use of the Risk Register 

Discover Waitomo Policy 

Emergency Management Plan 2024 

Contractor Management 

Pre employment checklists & assessments 

Induction of employees for both WGC site & Discover Waitomo 
Safe Operating Procedure templates 

Health & Safety Committee & Sub Committees 

Internal & External Audit/Inspection commitments 

Provision of First Aid & First Aid facilities  

Procedure for setting annual objectives 

Employee Rehabilitation Policy 

Pandemic Working Plan  WGC 
Rapid Antigen Testing (RAT) SOP 

Relevant Safe Operating Procedures by department 

Crisis Planning 

 

 

 

 

 




