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Abstract
Urban development in New Zealand is having significant impacts on environmental quality.  These impacts include degradation of receiving waters such as streams, estuaries and harbours, as well as putting pressure on the availability of clean, fresh water.  Water quality and quantity issues are the drivers for change in New Zealand.  The Low Impact Urban Design and Development (LIUDD) research programme recognises these drivers and is aiming to mainstream more sustainable approaches to urban development.  The research programme is now increasingly focusing attention towards ensuring the policy framework is supportive of changing practices and that capacity is being built to support the mainstreaming of LIUDD.  A focus on integrated capacity building has seen the development of a number of approaches designed to assist local government in changing to the more sustainable approaches being advocated in the LIUDD research programme.  These tools and approaches are being tested through partnerships with case study councils, where researchers are working alongside practitioners to influence and support change.  The lessons learnt through these case studies will help inform a diverse range of councils throughout New Zealand as they make the sustainability journey. 

Introduction

Urban development in New Zealand is having significant impacts on environmental quality.  These impacts include degradation of receiving waters such as streams, estuaries and harbours, as well as putting pressure on the availability of clean, fresh water. Improving water quality and managing water quantity more effectively  are becoming increasingly important drivers in the management of New Zeland cities and settlements.  The Low Impact Urban Design and Development (LIUDD) research programme recognises these drivers for change and is aiming to mainstream more sustainable approaches to urban development and practices.  A key aspect of this research is developing a capacity building framework that supports the need to change policy and practice.
The framework for considering capacity building has been informed by the work of Brown (2004), Wakely (1997) and Hague et al (2006), where capacity building incorporates not only human resource development but also organisational development and institutional development.  Organisational development focuses on the process of building intra-organisational capacity in order to overcome the silo mentality that is considered a barrier to implementing initiatives that require cross-organisational support and input.  Organisational development also includes inter-organisational capacity building enabling organisations to work together on issues that require a collaborative, coordinated and integrated approach.  Institutional development focuses on the legislative and regulatory changes that are required to support and promote both human resource development and organisational development.

The approach taken by researchers in developing a capacity building framework relevant to New Zealand has been developed by working with a range of stakeholders, including local government, developers, communities and the professional institutes., representing the range of practitioners involved in urban development.  This work has contributed to knowledge around the skills and understanding needed by individuals to implement LIUDD, how organisational processes support change, how organisations work together, and the policy framework necessary to support LIUDD.  

The purpose of this paper is to report on our experience to date of working alongside local government to develop the capacity building framework and to identify areas where researchers can contribute to capacity building initiatives. While researchers cannot directly change policy or practice, they can have an integral influence through building good relationships and strong partnerships with those who can make the changes. This paper discusses the capacity building framework being developed in the research programme, with a specific focus on strengthening the policy framework to support the implementation of LIUDD.

The LIUDD research programme

In New Zealand, the term LIUDD has been coined to embrace what is encompassed by low impact design
 but also to deliberately extend and strengthen connections with the fields of urban design and sustainable design (Dixon and Sharp, 2007).  The need to enhance sustainability of the built environment through an integrated approach to urban design and development strongly underpins the programme (van Roon, 2005).  The LIUDD research programme is a nationwide research and implementation programme underway in New Zealand.  The six-year programme (2003 – 2009) is funded by the New Zealand Foundation of Research, Science and Technology, a government agency responsible for funding public good science research.  Landcare Research Ltd, a crown research institute, is the lead provider while other institutions (such as the University of Auckland and private consultants) are involved as subcontractors.  The purpose of the programme is to facilitate the uptake and implementation of low impact design policies and practices.

Of specific relevance to this paper is research around implementation that is being done in partnership with local government.  Local government is the key stakeholder in developing a supportive policy framework to implement LIUDD.  Councils have the responsibility under the Resource Management Act 1991 to prepare regional and district plans, and similarly develop and implement the engineering codes of practice, integrated catchment management plans, and urban design guides.  Local government also has a responsibility under the Local Government Act 2002 to focus on sustainable development through the development of Long Term Council Community Plans (LTCCP) that identify the social, economic, environmental and cultural outcomes sought by their communities.  Mainstreaming LIUDD will need the buy-in and support of local government, implemented through the various planning instruments prepared under these two Acts.

The capacity building framework

As discussed above, the capacity building framework draws on the work of Brown (2004) and Wakely (1997) in suggesting that capacity building encompasses human resource development, organisational development and institutional development, as follows:

· 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 organisational environment must be dynamic and responsive.

· Organisational development – the process by which things get done collectively within an organisation (intra-organisational).  The increasing demand for more flexible and responsive management styles calls for new and very different organisational structures and relationships, particularly within local government.  It also calls for new relationships between different organisations (inter-organisational) that have a role of sustainable development.  These changes need to be supported by institutional development as it is beyond the capacity of any single organisation or network of organisations to achieve?

· 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.  Such institutional issues generally need the political and legislative authority of national government to bring about effective change (Wakely 1997).  Brown et al (2005) refer to this area of capacity building as external institutional rules and incentives, and this is how it is referred to in this paper.

The capacity building framework (adapted from Brown et al 2005) can be illustrated as follows:


This framework has been used to guide the researchers in understanding what the capacity building issues are for New Zealand as LIUDD is being advocated as an alternative to conventional land development practices.  One element of capacity building has been the investigation of the policy framework in New Zealand, including identifying the policy tools available and examining how they might be integrated to support the implementation of LIUDD. We have worked alongside councils as this work has been undertaken and incorporated these learnings in our analysis.

The policy framework in New Zealand

Urban development and the management of its effects particularly in terms of the management of natural waters
 and built waters
 is administered under various pieces of legislation, policies and codes by both regional and territorial local authorities (Hunter and Winefield, 2006).  Whilst there are significant differences in detailed approaches, the two substantive pieces of legislation governing urban development are the Resource Management Act 1991 (RMA) and the Local Government Act 2002 (LGA 2002).  These Acts impose duties, functions and requirements on all local authorities.

The RMA is New Zealand’s main environmental statute.  Its purpose is to promote the sustainable management of natural and physical resources.  The purpose of the Local Government Act 2002, which sits alongside the RMA,  is to provide for democratic and effective local government.  To this end the LGA provides for local authorities to play a broad role in the sustainable development of their communities.  A key element for the LIUDD research programme was to show how these two key pieces of legislation are relevant in the mainstreaming of LIUDD.  The focus of our work is now on identifying how plans, policies and codes prepared under the two pieces of legislation can be integrated and aligned to strengthen their relevance.  

Through our research (Hunter and Winefield, 2006) it became clear that, while statutory plans prepared under the RMA and the LGA were relevant, there were a number of other policy tools available to local government in the promotion and support of LIUDD.  These other tools include growth strategies, structure plans, integrated catchment management plans, engineering standards, land development codes of practice, and urban design guidelines.  The development of these tools sits outside the legislative framework and have been termed in our research programme as ‘strategic influences’.

Our work with councils indicates that increasingly local government are looking to these ‘strategic influences’ to influence urban development processes and challenge the conventional ways of doing things.  Of particular significance is that these tools are generally developed outside the formal public policy processes but are then given effect through district plans and regional plans.  It is important to understand more about the challenges to be addressed that lie within the existing policy context.
The research (Hunter and Winefield, 2006) has also identified some challenges with the current policy context, including:

· Alignment.  Each council is required to prepare policy under the RMA and the LGA.  The purpose and intent of both Acts is different and it can be a challenge for councils to achieve alignment between RMA policy objectives and LGA community outcomes objectives (expressed in the LTCCP).  There are also issues of alignment between the policies of different levels of local government – regional councils and territorial local authorities, as well as within the internal policies of one council (including plans prepared under the RMA, codes of practice, funding policies and urban design guides).

· Carrot and stick.  Councils use a variety of instruments available through the regulatory framework to require minimum standards for infrastructure design and water management.    However councils could also consider using incentives for developers to apply LIUDD, including financial mechanisms such as development contributions that are a requirement of the LGA, fast-tracking of applications through the consenting process under the RMA etc.
· Monitoring.  Monitoring is a critical part of good management and is required under the RMA and the LGA, although the timeframes differ.  Ideally, the whole monitoring framework should be coordinated so that reports are consistent and information only needs to be gathered once.  Consideration needs to be given to what is being monitored and whether this could contribute to the results of such monitoring reports being a key driver for promoting LIUDD in order to improve environmental outcomes – what is being measured and for what purpose.
· Timeliness.  Plan making or changing plans under the RMA can be a lengthy, litigious and costly process.  So, while in theory the most effective place to bring about policy change to promote the uptake of LIUDD approaches is through plans and policies produced under the RMA, practice supports the use of documents and policies prepared under the LGA 2002 or the use of ‘strategic influences’ mentioned above.
Many of the challenges identified by Hunter and Winefield (2006) have been addressed in our research or have guided new research initiatives.  For example:

· identifying the policy tools available, how they could be integrated and how capacity can be built to ensure successful implementation (e.g. Heslop and Guerin, 2007 and Heslop and Gray, 2007),

· restating the importance of policy effectiveness monitoring to meet the requirements of the LGA and the RMA (Feeney, 2007); and

· identifying pricing, incentive, and implementation policies that facilitate adoption of low-impact approaches and more sustainable water management.
(www.landcareresearch.co.nz/research/built/liudd/economics.asp).
An important aspect underpinning our research methodology is the strong partnerships we have formed with some case study councils around New Zealand.  Each of the councils represent various stages of the implementation process for LIUDD.  Some are interested in exploring the benefits of LIUDD (such as Nelson City Council) while others are in the process of changing plans and policies to support the implementation of LIUDD (such as Wellington City Council, Hamilton City Council and Auckland Regional Council).  Kapiti Coast District Council (KCDC) is acknowledged by other councils as a leading innovator in the implementation of sustainable development.  The work by KCDC is reported in more detail below. 

Learnings from our case study councils are informing the capacity building framework by identifying:

· approaches used to up-skill individuals

· processes used within the councils to strengthen organisational capacity

· processes used by councils to build capacity externally

· ways in which councils work together to share resources and learnings

· the range of policy tools – their development, integration and implementation

Of particular interest and relevance to the LIUDD research programme is the work of KCDC, progressive in the uptake of new ideas such as LIUDD and the building of capacity to support its implementation.

Kapiti Coast District Council: Taking LIUDD into policy and practice

Kapiti Coast, located just north of Wellington, is a district council undergoing rapid urban growth that is providing significant challenges in the provision of essential community infrastructure, particularly in relation to water supply.  Traditional methods of dealing with growth focused on building more infrastructure and improving traffic management.  As a consequence the Council (KCDC) determined that the environmental resources of the District were being adversely affected by land development.  For example increased stormwater discharge has lowered the quality of streams and coastal estuaries. Natural areas and their biodiversity are increasingly threatened with the result that water and services now have to be sourced from increasing distances.

KCDC staff began to question the relevance of their Council Code for Subdivision and Development (the Code).  The Council and developers saw it increasingly as acting as a barrier to innovative design and development.  This triggered a review of the Council’s approach to subdivision and development management in the Kapiti District.  This review, accompanied by the introduction of a ‘whole organisational’ approach towards the promoting of sustainable development, led to the creation and implementation of a more innovative approach to managing the impacts of land development.  A key document that has been developed is the Subdivision and Development Principles and Requirements, replacing the Code as the guiding document for subdivision and development.

Key to the success of developing this new approach was a focus on capacity building to support change (Heslop and Guerin, 2007, Heslop, 2007a).  Specific initiatives included:

· embarking on a process of communicating the need for change both internally and externally 

· focusing on developing good working relationships with key stakeholders such as the development community and environmental groups

· undertaking communications training for staff - this assisted the dialogue process during the process of changing the Code, and also assists in implementing the new approach by equipping individuals with the skills to work more effectively with external stakeholders to find common agreement on approaches. 

· training sessions for both internal and external personnel to upskill them, including  in the principles of urban design.  This joint training also helped to build inter-organisational capacity.

· inviting speakers to talk about low impact design – for both an internal and external audience

· establishing new internal processes, such as the Design and Review Process, that support internal communication and strengthen the ability of staff to work together

· supporting an organisational culture of collaboration where staff are encouraged to work together and talk about issues that cross departmental boundaries

· including cross-team expectations and requirements in all job descriptions

· notifying a series of changes to the District Plan that reinforce the new approach to subdivision and development

These initiatives indicate that KCDC embraced an integrated and holistic view of capacity building and understand its importance for supporting change.  Not only are the initiatives transferable to other councils but lessons they learnt through the process will guide other councils who are wanting to make a change to traditional approaches and practices.  Some of the transferable lessons from KCDC include:

· Support from senior management is critical.  In the case of KCDC, a change in Chief Executive Officer in 2002 resulted in the introduction of  a sustainable development vision 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 development of the Subdivision and Development Principles and Requirements document and associated capacity building initiatives.

· A need for motivated staff members.  It is important to have some motivated staff members responsible for the project.  Their levels of enthusiasm and commitment often drive 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 effect change.  

· Get to know your development community.  There is a constructive relationship between KCDC and its development community (ref).  This is based on confidence as well as trust and a willingness to consider ideas put to them.  Getting to know the development community means keeping in regular contact, providing forums for them to air frustrations and being willing to listen and work with developers to ensure developments are meet as high standard as possible. 
· The appropriate organisational culture.  Having a culture that supports internal communication is an essential ingredient to support change.  The lack of internal co-ordination and integration is often one of the major barriers to implementing new approaches and ideas KCDC 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 the Principles document has only been operative since 20 September 2005 a review is already planned.  KCDC see review as a continual process that will lead to better outcomes for its community.

· Inclusion in the District Plan.  While the development of the new approach was a non-statutory process, KCDC was 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 conducted in such as way that the Council achieved 80% of what they sought 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 embark on such an approach. They drew on international and national examples to develop the general and performance requirements, including the New Zealand Standard Subdivision for People and the Environment (Kapiti Coast District Council, 2005)

· Consult.  The Council involved the development community, through a core group of developers’ representatives, in reviewing the new guidelines as they were being developed.  A good working relationship with the development community was demonstrated by developers using the new guidelines prior to their inclusion in the District Plan (Heslop and Guerin, 2007 and Heslop, 2007a).

Towards a LIUDD capacity building framework

Our research to date has contributed towards the development of a capacity building framework that is specific to the implementation of LIUDD.  This capacity building framework (shown below) will be used to develop guidance to for those involved in the implementation LIUDD.  This includes not only local government but also land development practitioners such as surveyors, developers and builders.


The capacity building framework has been modified to reflect the New Zealand context for LIUDD, with the addition of inter-governmental capacity.  One somewhat unanticipated outcome of our research is that it has assisted to develop networks between councils and facilitate the exchange of information amongst local government.  Given the key role that local government plays in supporting the implementation of LIUDD then building of inter-governmental capacity becomes important. 

The requirements to prepare policies and plans under the RMA and the LGA are common amongst all local government so there are many benefits of working together and sharing ideas and learnings.  In addition many councils are under-resourced, both in respect of income and staff, and struggling to keep up with changing practice (Dixon, 2005).  The establishment and support of networks amongst councils is an important part of facilitating the mainstreaming of LIUDD.  An example of this has been the documentation of the capacity building approach used by various councils with the information being communicated to practitioners by:

· reporting at conferences (e.g. Heslop and Guerin, 2006, Winefield and Heslop, 2007)

· circulating as case studies (Heslop, 2007a and Heslop 2007b)

· incorporating into training (such as the New Zealand Planning Institute urban design training workshops run in 2006/2007)

· contributing to seminars to professional institutes (such as the New Zealand Institute of Surveyors Designing with Nature seminar in 2006), and 

· discussing through informal networks. 

Our research with case study councils has also led to the preliminary identification of three critical phases of the policy development process for local government in New Zealand needed to support the successful implementation of LIUDD.  The phases are as follows:

1.
Drivers for change
Each council needs to be clear on what the driver for change in their area is.  For example the driver for KCDC is water shortage, and the driver for the Auckland Regional Council (ARC) is degradation of the receiving environments (streams, estuaries etc). The articulation of the drivers for change  will assist the identification and development of appropriate policy tools.

2.
The policy tools available
It is important for each council to be aware of the various tools they have available to use and then be able to determine how they support or could support LIUDD.  The research by Hunter and Winefield (2006) highlighted the wide raft of tools available through the RMA and the LGA, as well as the various strategic influences that councils can use to support LIUDD. 

3.
Integration of the policy tools
The final critical step in the policy process is to ensure that the various policy tools support each other and are integrated in ways that strengthens the outcomes being sought through the implementation of LIUDD.  

Frequently councils have a variety of tools in use but they might not be consistent with each other and one might offset the intention of the other.  For example, on the one hand, a subdivision design guide might promote the narrowing of carriageways and the inclusion of low impact design elements alongside the road.  While on the other, the engineering code of practice might specify minimum road widths that are wider than the road widths being advocated in the subdivision design guide.  A better understanding of the connections between the various policy tools will hopefully lead to better integration and more successful implementation of LIUDD.

Also critical to the policy development process is getting buy-in.  Without the necessary buy-in from staff in an organisation to the change being suggested, any attempt to strengthen the policy framework will less effective than it could be.  Once again our work with case study councils is allowing us to better understand the processes used to effect change.  Each of the elements of the policy development process for LIUDD can be shown as follows:


What next for the LIUDD research programme?

With two years remaining of the six year research programme, researchers will continue to work with local government and other key stakeholders to facilitate the mainstreaming of LIUDD.  Much of this work will focus on further development of the capacity building framework in order to develop specific guidance and resources to support the strengthening of human resource capacity, organisational capacity and external institutional rules and incentives.  An example of guidance currently being developed is that for governance arrangements for management of low impact design devices on privately owned communal sites. In addition, work with the case study councils will also allow the development of guidance on how to strengthen the various policy tools and integrate them effectively to support LIUDD.
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� Low impact design (LID) is design and development practices that utilise natural systems and low impact  technologies.  Key elements of LID include working with nature, avoiding or minimising impervious surfaces, minimising earthworks in construction, and utilising vegetation to assist in trapping sediment and pollutants.


� Includes streams, lakes, wetland and coastal waters


� Includes stormwater, wastewater potable water





