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ABSTRACT 

Changing the way things have traditionally been done often challenges individuals and the organisations they work for.  However, if issues of capacity building are considered early on in the process, then the process of change is much less unsettling for all those involved.  This has certainly been the experience of Kapiti Coast District Council (KCDC) as they sought to implement a more innovative approach to subdivision and development.

KCDC wanted to provide a framework that would more supportive of the use of alternative designs and technologies for subdivision and development.  This change meant dispensing with the traditional engineering-based Code of Practice for Subdivision and Development and replacing it with Subdivision Development Principles and Requirements.  The basis for the change was that KCDC wants to promote greater innovation in developments in order to provide for best environmental practice in terms of both design and provision of services.  Not only is the output innovative, but the process of developing it was innovative as well

The purpose of this paper is to explore the process of developing and implementing the Subdivision Development Principles and Requirements.  It focuses on the innovative approaches used to communicate and support change within the organisation; up-skill staff involved in subdivision consent assessment; and how they worked in partnership with external stakeholders with an interest in the subdivision and development process.  The paper also provides an update on how the new requirements are being implemented and lessons learnt to date.
1 Introduction 
Changing the way things have traditionally been done often challenges individuals and the organisations they work for.  However, if issues of capacity building are considered early on in the process, then the process of change is much less unsettling for all those involved.  This has certainly been the experience of Kapiti Coast District Council (KCDC) as they sought to implement a more innovative approach to subdivision and development.

Kapiti Coast is a District undergoing rapid urban growth which has provided significant challenges terms of the provisions of essential community infrastructure, particularly in relation to wastewater, water and roading networks.  They wanted to provide a framework that would more supportive of the use of alternative designs and technologies for subdivision and development.

A barrier to making this happen was the Code of Practice for Subdivision and Development that was developed in the early 1980s when innovative approaches were minimal.  The Code was based on engineering standards that were very strict and had a limited range of options.  This approach supported the flattening of land so that sites can be easily serviced and the development of over-width roads to ensure trouble-free parking and access.  The end result of this was subdivisions that were bland in character and design and have little, or any, topographical character.  In some cases sameness in street lighting, street design and width, architecture and neighbourhood demographics, prevailed.

If Kapiti Coast was going to continue to be a desirable place to live and maintain its high quality of life, then something had to give.  That something was the Code of Practice, its prescriptive reference in the District Plan and the wording of controlled activity subdivision standards.

This paper discusses why KCDC decided it was time to make a change, how they approached the development and implementation challenge, and also key lessons for others considering making a change.

2 Discussion 

2.1 The need for change
Understanding the processes of change is a particular focus of the Low Impact Urban Design and Development (LIUDD) research programme, funded by the Foundation of Research, Science and Technology.  The research programme, a partnership between Landcare Research and the University of Auckland, is aiming to mainstream more sustainable practices around urban design and development.  Researchers from the University of Auckland have been working alongside staff from KCDC for the past few months.  The purpose of this collaboration is to understand the process of change that saw a shift from conventional subdivision development to a more innovative approach.  Providing a supportive and enabling local government environment in which developers are prepared to be innovative is critical if there is to be more sustainable urban outcomes in New Zealand.

The driver for change in Kapiti was the development community.  They were getting increasingly frustrated at the strict enforcement of the traditional codes of practice for land development and pushed for change at the council.  The council responded by appointing a new subdivision engineer whose job it was to work with the development community and other interested stakeholders, including community and environmental groups, to revise the codes of practice.  The result was the development of Subdivision and Development Principles and Requirements that are now fully operative under the District Plan.

Council supported this change through organizational structuring, external relationships, and most importantly, by being prepared to take a risk to address concerns that the old ways of doing things was no longer appropriate.

2.2 supporting innovation

The issues around implementing a new approach were identified early in the process.  There was recognition of the need to communicate and support the change within the organisation; to upskill staff involved in subdivision consent assessment; and in working in partnership with external stakeholders with an interest in the subdivision and development process.  This package of initiatives has a strong focus on capacity building.

Capacity building is not a new concept.  However some would suggest that capacity building is often too limited in its approach, only equipping individuals with knowledge and skills to operationalise sustainability.  Wakely (1997) and Brown (2004) suggest that organizational and broader institutional context presents as great an impediment to change.  According to Wakely (1997) and Brown (2004), to be effective, capacity building must embrace all three aspects:  human resource development, organizational development and institutional development.

· Human resource development – the process of equipping people with the understanding and skills, and access to information and knowledge to perform effectively.  To achieve this the organizational environment must be dynamic and responsive.

· Organizational development – the process by which things get done collectively within an organisation.  The increasing demand for more flexible and responsive management styles calls for new and very different organisational structures and relationships, particularly within local government.  These changes need to be supported by institutional development as it is beyond the capacity of any single organisation or network of organisations.  

· Institutional development – the legal and regulatory changes that have to be made in order to enable organisations and agencies at all levels and in all sectors to enhance their capacities. 

The success of KCDC in attempting to change current practice for subdivision and development has much to do with embracing this more holistic approach to building capacity.  Examples of this include:

· Human resource development.  Providing staff with communications training allowed them to be effective listeners – this is a key skill when working with external stakeholders and seeking to find common agreement on approaches.  A strong focus on communicating well has contributed to the process of implementing the Subdivision Development Principles and Requirements.
· Organizational development.  There is a strong culture of talking internally at KCDC.  This means that staff are encouraged to work together and talk about issues that cross departmental boundaries.  A common impediment to implementing new approaches is a reluctance to move from the typical silo mentality within organizations to a more integrated approach.  Internal communication is a key way of moving beyond silos.  Another key aspect for KCDC was the incorporation of a sustainable development vision that came from the CEO.  Sustainable development is by its nature an integrative approach to doing things and requires all parts of council to work together.  The physical location of staff throughout the organization can also support better cross-council communication – this was a technique used by KCDC through this process.

· Institutional development.  The main regulatory change for KCDC was the adoption of the Subdivision Development Principles and Requirements into the District Plan.  This was the first step in implementation – now comes the hard work of making it work.  KCDC are also in the process of developing a Best Practice Subdivision Design Guide as an implementation tool to work alongside the new District Plan requirements.  How this is working will be able to be reviewed in the presentation of the NZPI Conference itself.
2.3 Don’t try this at home, unless…

The process of managing change is an important as the product.  KCDC consider there to be some key elements that contributed to the shift from the conventional to the innovative.  These are key lessons from the process that might enable others to make a change.  The key lessons include: 

· Support from senior management is critical.  In the case of KCDC, a change in Chief Executive Officer in 2002 saw a sustainable development vision being introduced to the council.  This top-down approach meant that senior management were a key part of the change process and supported initiatives such as the Subdivision and Development Principles and Requirements process.

· Motivated staff members.  It is important to have some motivated staff members responsible for the project.  Their levels of enthusiasm and commitment are what often drives the process.

· A design and review process.  KCDC consider that the design and review process is one of the best advocacy tools they have to work with developers for better outcomes in proposed developments.  The design and review process encourages early discussions between councils and developers so there is more opportunity to influence the outcome of the process.  Dialogue is an important part of implementation process.  Having the Subdivision and Development Principles and Requirements as part of the District Plan also gives the council more ability to affect change.  

· Get to know your development community.  There is a good relationship between the council and the development community.  This is based on confidence as well as trust and a willingness to consider ideas put to them.  Getting to know your development community means visiting them and talking with them, providing forums for them to air their frustrations and being willing to listen and work with them to ensure developments are to as high a standard as possible.  Whilst this might seem like common sense to some, when the new subdivision engineer, who was tasked with revising the old Code of Practice, started at the council he visited all the developers and the developers representatives, as well as with all the council’s main clients.  This was seen as a key part of the relationship building process. 
· Organisational culture.  Having a culture that supports internal communication is an essential ingredient to support change.  Internal integration is often one of the major barriers to implementing new approaches, but in the case of KCDC they focused on internal communication as a key element of implementation.
· Review, review, review.  The council has a commitment to reviewing the implementation of the Subdivision and Development Principles and Requirements on an ongoing basis.  Although it has only been operative since 20 September 2005 a review is already planned.  This review will include talking to the development community about the document as well as the processes within council to support the new approach to land development.  KCDC see review as a continual process that will lead to better outcomes for everyone in the district.

· Inclusion in the District Plan.  While the development of the new approach was a non-statutory process, the council were always of the view that it would need to be included in the District Plan in order to achieve the outcomes sought.  However the process of developing the Subdivision and Development Principles and Requirements was done in such as way that the council got 80% of what they wanted through negotiation and the rest through the inclusion in the District Plan.

· No need to reinvent the wheel.  The council were of the view that they were not the first council to try such an approach so they should be able to locate information from a range of sources.  This included drawing on international and national examples to develop the general and performance requirements, including the New Zealand Standard Subdivision for People and the Environment.

· Consult.  The council got the development community, through a core group of developers representatives, involved in reviewing the new guidelines as they were being developed.  Once again a good working relationship with the development community was acknowledged by the fact that developers started using the new guidelines prior to the inclusion in the District Plan.

The council was also willing to acknowledge aspects that could be done better.  If they were to develop the guidelines again they would seek more involvement from politicians.  KCDC felt that politicians were not included enough so their buy-in to the product was not as great as it could have been.  The other key area that council would like to see addressed is to ensure all council projects also implement a more innovative approach.  Leading by example is important if local government expect the private development industry to change from conventional to more innovative – council need to walk the talk.

The conference presentation will focus on the realities of implementing this new approach to land development and what further lessons have been learnt.

3 Conclusions 

A key message from this paper is that process is an important as product.  While this might not be a new concept for many planners, it is important to acknowledge that it has been embraced as an organizational philosophy at Kapiti Coast District Council.  Another important philosophy in supporting the move to more innovative approaches to land development is the acceptance that councils might need to take some risk.  KCDC were prepared to do this, and it will be interesting to reflect on progress with implementing the Subdivision Development Principles and Requirements at the NZPI Conference.
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�An interesting paper that focuses solely on the process of reform. The paper would be strengthened by some indication of the success of establishing and implementing the new Code of Practice.





