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Executive Summary 
 
It is essential for the Wellington City Council regulatory services that properties can 
be readily and accurately identified, and relevant business matters and documents 
linked to each property. Once linked, business matters and documents must be simple 
to access at any time via common property details such as address, legal description, 
Certificate of Title reference, map of geographic spatial location.  
 
The Building Consents and Licensing Services Business Unit (BCLS) of the 
Wellington City Council uses five expert systems to carry out the regulatory services 
and manage property information. The five expert systems are dedicated to managing 
key information sets. 
 
This project improved the capture of relationships between workflow, properties, 
customers and documents in each system, embedding these information sets into the 
business process. This enabled these items to be viewed in one ‘complete picture’. 
 
THE EXPERT SYSTEMS 
 

 TEAMwork - Workflow and Information System. Linked to the document 
management system. Records and tracks applications for consents, 
licences and land information memoranda 

 cityVIEW - Web-based application that provides an integrated view of 
property information, both textual and spatial 

 CPS - Core Property System. Provides graphical and textual property 
data for all types of property and their relationships 

 DM - Document management system 
 ECDB - External Customer Database. 

 
 
Business Need and Expected Benefits 
 
BUSINESS NEED 

 

The business need was to: 
 

 improve the accuracy of capturing the relationships between the data managed by 
the expert systems 

 accurately link customers and properties to workflow and documentation 
 upgrade the BCLS desktop operating system and replace the ‘end-of-life’ 

document management system with an up-to-date solution compatible with a 
service oriented architecture.      

 
Previously, BCLS’s property data was sourced via a nightly batch process from the 
legacy Lands system. The result was that property data for BCLS was indirect and at 
least one day old. This system did not cleanly accommodate the different types of 
property and their relationships.    
 
THE SOLUTION 

 
Integration of the expert systems was developed in-house in conjunction with 
implementation of a replacement document management and imaging system. This 
was achieved in two phases: 
 
Phase 1. Creating a data relationship capture capability utilising spatial views 
Phase 2. Embedding document management and scanning into business processes. 
 
BUSINESS BENEFITS 
 
Phase 1 

 Higher quality capture of relationships between customers and properties to 
documentation and workflow 

 Availability of live property data to all staff via a simple web-browser 
 Greater confidence in property identification with the aid of the new spatial view. 

 
Phase 2 

 Reduced risk by replacing ‘end-of-life’ systems such as Windows 95/98, PC-
DOCS and Watermark 

 Enabling the document management system to participate in the service oriented 
architecture.  
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Council Vision and Strategic Direction 
 
COUNCIL VISION 
The Council has embraced the concept of ‘Creative Wellington – Innovation Capital’  
as its vision for Wellington city. Developed in 2002 it was officially launched by the 
Mayor in February 2003. 
 
Early in 2002, the Council management team ratified a rejuvenated technology and 
information strategy. The strategy focus was to align the accuracy, integrity and 
access to information across the Council.  
 
The picture shows how the Council’s values link to the vision, Creative Wellington – 
Innovation Capital. 

 
 
 

PROJECT JUSTIFICATION: GOOD, SENSIBLE, RIGHT THING TO DO 
An IT strategic review project for BCLS was initiated as a result of the Council 
vision.  The review resulted in a programme of projects to: 
 

 create the necessary infrastructure to foster the Council vision 
 reduce the risks associated with ageing technology 
 improve the quality of property information 
 improve customer service by providing easier access to services and information.    

 
FUTURE ENHANCEMENTS IDENTIFIED 
 

 Enhanced integration with the information management solution via web-browser 
 Incorporating other CPS information sources such as title properties 
 Delivery to mobile hand-held technology 
 Delivery of enhanced property information to the public 
 On-line consent and licence applications.   

 
 
Innovation and Originality 
 
Wellington City Council recognises the value of an in-house information, computing 
and telecommunications creative capability. This capability gives us an advantage in 
producing innovative solutions to local government problems. The adoption of 
enterprise architecture along with our software integration capability frees us from the 
limitations of packaged systems and allows us take the best packaged system and 
extend it through our own creations. 
 
INNOVATIONS 
 

 Use of best-fit expert systems to manage each set of Council data 
 Open standards integration capability for new systems 
 Re-use of existing systems and business processes where applicable 
 Creation of an association engine to capture and manage the relationship between 

data sets 
 
USE OF BEST-FIT EXPERT SYSTEMS 
The Council chooses the best system to manage each of our business processes and 
associated data. Systems are assessed and selected based on their specialist 
capabilities, fit to our business needs and existing processes, and ability to interface 
openly to other systems. 
 
OPEN STANDARDS INTEGRATION 
Interfacing systems to each other is often a high cost item during implementation 
projects. A complicated interface can make a system difficult and expensive to 
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replace. This drives many organisations to choose comprehensive pre-integrated 
systems where the vendor manages most of the interfaces. Often they have only an 80 
percent fit to business requirements. The Council chooses component systems that 
best-fit our requirements in each business area and requires vendors to provide open 
interfaces that enable easy linking to our enterprise service bus. We maintain an in-
house integration capability to build the required interfaces and maximise the value of 
the new system. 
 
RE-USE OF EXISTING SYSTEMS 
We treat our systems as a collection of components and do the integration in-house. 
This enables the Council to re-use existing investment in parts of our systems that are 
performing well. We are then still able to replace components that are end-of-life or 
no longer meet our needs. We are not faced with total systems replacement projects 
every few years as we would be if we had purchased a comprehensive, pre-integrated 
local government package. The cost of business process re-engineering and training 
alone for these complete replacement projects is huge. 
 
CREATIVE IN-HOUSE INTEGRATION 
The Council has recognised that the relationship between sets of information is a class 
of information in its own right. We have developed the concept of an association 
repository to store the relationships between data held in different systems and 
association business rules to ensure valid and consistent interpretation of those 
relationships. We have created a graphical relationship capture capability. This 
ensures information relationships are captured to the highest quality possible. An 
association search engine makes this a valuable resource and makes it available across 
many different systems for targeted internal and external user groups.  
 
RIGHT INFORMATION, RIGHT PLACE, RIGHT TIME 
All of our in-house developments and packaged systems are now required to have a 
web browser interface. This allows us to build systems once for delivery to anyone 
who needs access to the information. We can deliver via internet, intranet or extranet 
to staff, contractors and the public. 
 
THE ARCHITECTURE BLUEPRINT 
The diagram shows the blueprint for the architecture: 
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Project Management Techniques 
 
The Council project management methodology, which is based on the Project 
Management Institute (PMI) methodology was used to manage the project. The 
project lifecycle forms the basis of the Council Programme Management Standard. A 
programme management steering group approves and prioritises projects from all 
Council business units. 
 

 
 
Initiation and Investigation Phases 
Having identified the business need, project teams for phases one and two were 
formed. Key stakeholders were identified and consulted and the user requirements for 
each phase were produced. Resources with the necessary property expertise were 
seconded onto the project teams and were heavily involved in all aspects of the 
project; from requirements analysis through to user acceptance testing and sign-off.   
The project team included expertise from and partnering with BCLS, Information 
Technology, Records Management, Land Information, the GIS team, Urban Strategy, 
and software and training suppliers. 
 
Design and Development Phases 
A Rapid Application Development approach was used. This circular development 
lifecycle provided flexibility as the iterative reviews allowed for changes to the 
project without major impacts on the original scope. 
 

Project Planning and Control 
A GANTT chart incorporating milestones and tasks for phases one and two was 
created. This included all project inter-dependencies; technical, functional and 
resource related: 
 

 internal developers and project team members were heavily involved with both 
project phases 

 external resources worked with Council resources to impart their specialised 
document management skills during phase two. 

 
Implementation 
Project stakeholders were responsible for user acceptance testing throughout the 
project phases and for sign-off prior to implementation. 
 
Post Implementation Review 
A close-out report was produced for each phase for the steering group and Council 
senior management.  The report: 
 

 assessed the project results against the purpose and objectives 
 described project implementation 
 summarised the budget 
 listed outstanding issues 
 concluded the project. 

 
Project Communication 
Communication was critical to the success of the project. A communication plan was 
developed early in the planning stage. 
 
The project teams met weekly to foster communication and monitor progress. The 
project owner was heavily involved during analysis and development. Weekly 
communications informed senior management and other users of progress against 
milestones and outcomes.  These included: 
 

 meetings 
 reports 
 project updates and presentations.   
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Participative Approach to Communications and Buy-In 
 
PROJECT STAKEHOLDERS 
A participative approach with Council-wide project stakeholders included: 

 seconding stakeholders with property expertise onto the project teams 
 involving Council-wide stakeholders in user acceptance testing and sign-off prior 

to the system ‘roll out’ 
 consulting and updating senior management and business unit directors 

throughout the project.   
 
Communication 

 Users were updated during weekly team meetings by the project owner and at key 
milestones by the project manager 

 Presentations were tailored to stakeholder requirements and delivered at key 
milestones and prior to system ‘roll out’ 

 Management stakeholders, including senior and business unit management, were 
updated via weekly status reports and regular steering group updates. 

 
Buy-In 

 The project team, despite their heavy workloads and the complexity of the 
project, was committed to the project. Such was their dedication – the phase one 
roll-out took place on Waitangi Day 

 User response during the training sessions was extremely positive. The only 
complaint was that they wished the system was installed so they could use it 
straight away. 

 
TRAINING 
An external training provider was contracted to provide in-depth training to 160 staff.  
Three-hour training sessions were complemented by weekly ‘roaming sessions’ where 
the tutor would be available on site. Phase one spanned an eight week period and 
trained a maximum of eight users at a time. Phase two spanned an eight week period 
and trained up to ten users at a time. Refresher training is scheduled for August 2004. 
 
The re-use of existing components and similar business processes meant we could 
take advantage of the tutor’s previous experience with our systems. It was then 
straight forward for the tutor to understand how the integrated applications would 
benefit the users. Their knowledge of the staff and the applications played a big part 
in the acceptance and adoption of the new technology. 
 
Successful Results 
Financial 

 Property identification time for land information memoranda has been reduced by 
50 percent 

 A more cost effective and accurate way to interface to property data 
 Re-use of the service oriented architecture investment in cityVIEW. Built on the 

existing infrastructure and architecture to leverage existing system assets – 
TEAMwork, CPS, GIS and cityVIEW 

 Project delivered within budget. 
 
Non-Financial 

 Increased accuracy and quality of the Council property records 
 Visual confirmation of workflow to property linking through the pictorial 

interface. This means reduced chance of user errors due to improved data 
integrity 

 Building upon the cityVIEW efficiencies, using browser-based  technological 
advances to improve quality 

 Purchased ‘best of breed’ document management system and integrated through 
in-house development. 

 
Here is what our users from different business units said when we asked them about 
the value of the Expert System integration:   
 
BCLS – Customer Services 
“Personally CityView has revolutionised the way properties are linked to building and 
resource consents. Previously you were never sure if you were linking to the correct 
property as there were often multiple options and no visual reference. 
 
Now with CityView we have a simple system, with a visual reference, so that you can 
be sure that you are linking  to the correct parcel of land. It has made linking to CBD 
properties and properties with no easy address or C/T link (the wharf area, parks and 
the University) relatively simple and accurate. This has already saved countless, 
frustrated hours (no exaggeration) searching for the correct property links”. 
 
BCLS – TEAMwork Support 
“It is much easier for new users of the system to view a map of the property and get 
an understanding of how the property data relationships work when they search for 
information” 
 
BCLS – Health Officer 
“I think it is a great concept to link TEAMwork with cityVIEW”. 
 
Urban Strategy Group – Resource Consents Planner 
“I use the spatial view when researching the Service Requests associated to a 
particular Property. I find it useful for establishing an audit trail, i.e. how the 
application was processed; and ensuring consistency when processing applications”. 


