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1. The Rationale for the Project and Expected Benefits

Council, since embarking on its transitional Long Term Council Community Plan (now called the Far North Future Plan (FNFP)) in 2004, has sought to develop some innovative mechanisms to engage with a diverse community, geographically, demographically and socio-economically.  Through each new (or review of existing) tool / strategy, Council looks to add value by increasing both accessibility and ease of engagement for the community.  It is expected that this improves the two-way understanding between Council and the community, enhances the quality of outcomes and delivers an increased sense of ownership. The other benefit associated with most of the mechanisms is the identification of those leaders within the community whom Council can meaningfully collaborate with.
2. Linkage to Council’s Strategic Direction

While in practice nothing works in isolation, the model (Fig.1, appendix 1) gives an indication of the linkages that lead to a well informed and clearly iterated strategic direction for up to 10 years and capital development and levels of service set in place for at least 3 years.  This paper through the model (Fig.1, appendix 1), while giving brief acknowledgement to all of a range of tools / processes, sets out to highlight some of those that have been developed to meet the special characteristics of this district. 

3. Project Planning

The Far North is the northernmost district in New Zealand.  It shares its southern boundaries with the Kaipara and Whangarei Districts. Together the 3 districts make up the Northland Region.  The district covers 6,822 square kilometres making it the third biggest District Council in the country in terms of land area.  We have 1,756 kilometres of coastline, and eight major harbour systems.  Most of the land is rural and there’s no one major town.  Most of our larger towns have between 1,000 and 6,000 people (11 in total) and then there are 18 smaller settlements (With population ranging upwards from 180).  The usually resident population at the 2006 census was 55,845, with 44% identifying themselves as of Māori descent.  Transit New Zealand maintains 490 kilometres of road in the Far North, while the Far North District Council maintains 2,510 kilometres of local roads of which only 29% are sealed.

The very real challenge the Far North faces in engaging with its community is dealing with geographic spread, limited funds and a large number of communities of interest, while being constrained by the typically limited resources of a rural council.

A desktop infrastructure study in 2005 identified that Council provided services and infrastructure to 42 locations across the district.  The study identified 8 areas of high growth, some of which contained multiple towns.  This includes the district's largest town, Kerikeri and the main tourism centre of Paihia.  Two economic centres were also identified (Kaikohe & Kaitaia).  All of these towns or areas are targeted for a Structure Plan process.  

While formal submission processes are used extensively by communities of interest (ratepayer groups, Business Associations, Tourism Groups, etc.), other than the main towns including tourism towns, there has historically been little input by small towns.  There clearly was a need for the remaining towns to have a process of engagement put into place to allow them to elucidate how these towns could develop into the future.  Thus the community development planning process (referred to as Small Town Blueprints) was developed.

4. Project Management

The following list of tools / processes relate to the model in Appendix 1.  While all have different drivers that determine both the mechanism and level of engagement, taken holistically they are intended to facilitate engagement with a wide spectrum of people and areas across the district.  Those in bold are given further development as part of this project submission:

· Community response plans – civil defence
· Community development planning – Small Town Blueprints

· Forums; Mayoral, Iwi-Local Authority CEOs, Northland Intersectorial Forum (4 TLA Chief Executives and 22 Central Government Regional Managers)

· Community Outcome process 

· Database of interested citizens (built from LTCCP, AP processes and from general surveys)

· Local Economic and Social Development Plans - local Far North Economic Strategy summit – Prime minister, Ministers and local leaders

· Special Consultative Process for the Far North Future Plan

· Roadshow

· Community Boards

· Hapu database

· Iwi Capacity Development (FNDC Māori development team)

· Translation service provided at hearings, promoting Māori to more actively participate 

· Hapu management plans

· Structure Plans

· Infrastructure matrix development 
· District Plan development

· Ongoing consultation as part of Council's 'business as usual" or resolution of issues 
· Internal departmental strategies that seek to inform, develop options or elicit feedback over priorities or changes to levels of service
5. Relationship Management and Communication with Stakeholders

The following section sets out to highlight both the context for the tools /processes and the way in which community was engaged in these processes.

Small Town Blueprint

Council used a Small Town Beautification Programme as a way of bringing a project ($5000) to some 51 areas over a four year cycle for the community to own and carry out community-based planning around.  The underlying intent was to foster community dialogue, community decision making and co-operation, and to engender a sense of community ownership while at the same time enhance and grow Council's networks with its communities.  It was intended that the programme would facilitate a working partnership between council staff, communities, and community board members  which would continue beyond the life of each specific project.  Additionally, the project process could instigate further dialogue between communities and Council, leading to ongoing community development and an enhancement of the relationship between Council and its communities.  The small town beautification programme has been extremely successful to date with 38 communities having gone through an engagement, capacity building and decision making process.
Based on the success of the small town beautification project, Council was able to begin a larger scale planning process with the identified groups, leaders and decision makers in these small towns.  This community development planning was branded as The Small Town Blueprint process and consisted of a series of public meetings, which required Far North District Council input and support but remained community lead and owned.  These initial meetings bring out the broader aspects of the ‘Blueprint’ and define the parameters for a further series of small group meetings (where the community breaks into smaller focus groups) which produce the detail for the ‘Blueprint’ (see Appendix 3).  
The process was put in place so that meaningful engagement can occur around input by communities into Far North Future Plans and other government processes (such as Community Outcomes for 2012 or processes led by Central Government Agencies).  The model (Fig.1, appendix 1) shows that the Small Town Blueprints are part of an integrated range of engagement inputs into the Far North Future Plan 2009/2019 process.

Community Response Plans

The driver for the development of community response plans is based around risk.  This risk, because of the typical scale of events (climatic, volcanic or human – fire), tends to move outside accepted town boundaries and involves a wider range of stakeholders.  While the purpose of each plan is to identify hazards that may impact on the community and plan the response to be self reliant for at least 72 hours without outside assistance, the engagement process gives opportunity for a wider range of issues to be raised and provides a forum for Council to provide a response to these issues and an opportunity for Council to inform and educate the community.  As required, any relevant issues are either put into 2009/19 FNFP planning processes by staff or are referred to Community Boards for them to prioritise and feed into the FNFP. 
Iwi and Hapu Engagement

Council has worked hard to develop relationships with the Iwi Authorities in the Far North.  This was no mean feat as there are 10 of them registered in the district.  As with any relationship between organizations; engagement has occurred at differing levels; politicians – trustees, Chief Executives & management, and technicians, especially those who are mandated to work under the Resource Management Act, 1991 (the Iwi – FNDC CEOs forum supported by all organisations technical staff has allowed issues of particular concern to Māori to be discussed and solutions developed prior to any policy / project going to Council for a decision).  Clearly, the RMA, decision making and engagement is with Iwi, however, under the LGA 2002, Council needs to engage with Māori.  With a Māori population of 44%, Council engages or consults using similar processes as the remaining 56% of the population.  However, there exists a need to engage on a regular basis with those mandated by hapu to act on behalf of Māori within the rohe.  Internal capacity in a small rural Council precludes having a dedicated Māori team that can act on behalf of all departments of Council (a unit does exist to support Council, especially in kanohi ki kanohi (face to face) situations that require a high level of protocol understanding).

Council undertook to develop an in-house database with an intranet front end for staff requiring contact with Marae or when looking for a local mandated to act on behalf of a Marae (of which there are 234 in the district).  With some 56 Marae now on the database, the tool has gone live to Council staff. The newly launched Iwi and Hapu Contacts Intranet Site has won the "Best New Feature Intranet" ALGIM Web Award at the national ALGIM (Association of Local Government Information Management) Web Awards.  In order for Council to use the supplied contacts and data, Council needed to reassure the hapu that the purpose was only related to engaging with Māori under the RMA and LGA.  All of the contacts listed on the database expressed a desire to be consulted on proposed development in their areas of interest.  This desire to be consulted will be utilised to ensure that any issues / options for the FNFP that are of high interest to Māori are disseminated out to hapu through their designated people.  Work to build the dataset is ongoing.
In order to further facilitate the use of the dataset by Council staff a glossary of terms in Te Reo Māori with English translations was added to the intranet front end.  This glossary (see appendix 2) helps staff to correctly add Māori language to correspondence; both as a matter of courtesy and respect, a prerequisite to building or maintaining any relationship. 
Structure Plans

Council has completed its first structure plan in the high growth area of Kerikeri-Waipapa.  This submission focuses on the relationship building and engagement process with the community rather than infrastructure or land use outputs from the process.

Council believed that the community was an integral part of the Structure Planning process. The planning focused on providing a project management team and framework to the public so that they could network/communicate with others and access further information in a process designed and managed to deliver a community defined Draft Structure Plan. 
The process commenced with the establishment of a Working Party consisting of Community Board, Council and Iwi representatives who made the final recommendations. The first public interaction was an Open Forum (October 2006), where the community shared ideas on their vision for the area, and the key outcomes they wished to achieve. This was followed by a second phase of consultation, which included eight Focus Group meetings. Through this consultation, the community identified both the issues facing the area, and the opportunities/options for the future development of the Kerikeri-Waipapa area. The next phase of consultation on the Draft Structure Plan included a second Open Forum (March 2007). This forum provided the community with an opportunity to comment on the costs and benefits of the options being considered for the Structure Plan, and to choose a preferred option. This preferred option became the subject of the Draft Structure Plan, which was prepared for formal consultation through the Special Consultative Procedure (SCP) as defined in the Local Government Act (LGA 2002).
The final phase of consultation before the finalisation of the Draft Plan involved a series of small group workshops or individual meetings with landowners and organisations, during the SCP (June/July 2007) to discuss the potential impacts of the Draft Plan on their activities; and bill boards and a static display at the library advertising the availability of the plan for submissions.
The structure plan has now been adopted by Council as a very broad direction setting document.  The plan proposes a number of studies, work and changes that will drive the Kerikeri-Waipapa area in an agreed direction.  Before rezoning in the District Plan can be done, Council needs to follow an information gathering process set out in the Resource Management Act (RMA).  Once Council has the required RMA information at hand, and has followed the prescribed consultation process then the Council may change the zonings in the District Plan.  All affected land owners will be notified at the start of any Plan Change process.  It is also expected that any infrastructure funding will be highlighted in the FNFP and further consulted on as part of the SCP.
Strategic Plans

A decision was made for the 2006 – 2016 Far North Future Plan to trial the use of a departmental strategy (Community Services Strategy) as a pre-consult to insure that the community was fully informed and had an opportunity to input into levels of service and departmental strategic direction. The principle behind this initiative was to ensure that major consultation had occurred prior to the FNFP SCP. This engagement process allowed the final strategy to reflect community input and enabled staff to place financial implications around a range of level of service options or infrastructure into the Far North Future Plan decision making process.  These then became part of the SCP and allowed interested citizens to advocate on their preferred option.

Separately, another strategy was developed on road improvements (Road Improvement Strategy).  This document also involved significant community engagement with the resulting priorities and financial implications being fed into the Far North Future Plan process.

The intention of both these documents was to engage with community well out from the FNFP decision making process, so that community could be fully informed about Council's intention for both these areas of provision. 

Far North Future Plan (LTCCP)

As can be concluded from the model, there is significant long term planning and engagement with community prior to the roll out of the draft FNFP.  One other tool was developed to provide greater certainty to community about cost effectiveness and impact on community from capital projects.  This tool is called the Infrastructure Matrix.  Also, as part of engaging the public with the FNFP plan, Council made a decision to enhance its community profile and input in the plan through the use of a mobile Roadshow.
Infrastructure Matrix

From the desktop infrastructure study, 15 towns were identified as having defined centres / mainstreets.  One of the main concerns of the community in these areas has been the piece meal approach to major works within the towns.  The purpose of the matrix is to assemble in one place all of the capital works being proposed for the next 10 years as part of the draft FNFP planning, for these 15 town centres.  Analysis will then take place to see who the primary provider is and to look to align all work in that town around the same time frames.  Included in this initial analysis will be Transits proposed work over the same time frames.  It is intended that Council's work is confirmed very early in the last year of the new FNFP cycle so that the projects and timing can be consulted on with the other major providers (Telecommunication, Power, etc).  Ultimately the purpose of this planning tool is to:

· Make an impact by a collaborative makeover

· Do all work within a shorter disruptive timeframe

· Lessen the consultation and engagement with the town's various stakeholders by doing it once.

· Clearer picture to each town of the proposed changes to their environ within the FNFP
Roadshow

Rather than just rely on the SCP summary document to be the vehicle by which the FNFP was consulted on, Council undertook to lead the draft plan out into the public arena.  Previously, this has been done with a few poorly attended public meetings.  For the 2006-2016 FNFP, Council developed a mobile roadshow that travelled to all major towns within the district.  This roadshow was fronted by staff and elected members.  Staff reported back that interest was high with community engaging in discussion around local options with elected members.  Staff and elected members encouraged and supported community to submit to the draft plan.  There were 1168 individual submittors for the 2006-2016 FNFP.  The roadshow concept was taken to 6 Marae (2 in each ward), albeit in a different format to allow Māori to determine issues of specific interest to them develop appropriate submissions.
6. Innovation and Originality

The development of the framework involved looking at activities undertaken and experiences of other areas; due to the diverse and spread population of the district (which at the scale of the Far North is unique to New Zealand’ districts), a high level of originality was necessary to ensure we developed the tools that suited the highly diverse characteristics of the Far North’s many communities.
7. Evaluation Framework

For the 2006 FNFP a commissioned survey by Colmar Brunton was used to evaluate the effectiveness of the overall consultation.  The results indicated that 21% of the District considered the roadshow the preferred option, citing the ability to talk informally with staff and elected members as the prime reason.  The other significant result was that the roadshow reached a difficult section of the community that previously had low to no input.  This group was younger females in the 24 to 45 age group.  Council believes that accessibility to information, staff and elected members led to more informed submissions.  
While evaluation of effectiveness for each of the tools / processes is individual, feedback on the overall effect of additional tools and processes for the 2009/19 FNFP will be evaluated by another commissioned survey.  There will also be a review of internal processes and the timeline used to produce the FNFP. 
From a pre 2004 LTCCP starting point where Council was considered by its community to be performing poorly in providing opportunities for information provision, consultation and engagement, Council by developing engagement tools / mechanisms around the LTCCP’ cycles has moved to a position where informing communities and engagement is viewed positively within our communities. 

8. Category Specific Criteria

Because of the complexity and number of tools / processes, the category specific criteria have been threaded throughout the submission.
Appendix 1  Community Engagement Model for Long Term Planning
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Appendix 2 –Glossary of terms

	Glossary

	Glossary
	English translation - Whakapakehatia
	Usage

	Raki
	North (area)
	at all times

	Rawhiti
	East (area)
	at all times

	Hauauru
	West (area)
	at all times

	Tonga
	South (area)
	at all times

	Iwi
	Tribe
	at all times

	Marae
	Meeting place
	at all times

	Runanga
	Council of…(chiefly elders, esteemed people) 

or modern term Iwi Authority
	at all times

	Whanau
	Family, close knit people…
	at all times

	Hapu
	Sub-tribe of Iwi
	at all times

	Waka
	Canoe
	at all times

	
	
	

	Greetings - Beginning of letters

	Māori - Te Reo
	English translation - Whakapakehatia
	Usage

	Kia ora…(name)
	Hello to an individual
	

	Kia ora koutou,
	Hello to a group of people
	

	Tena koe, e te Rangatira
	Greetings to an esteemed Gentleman
	Opening of a letter e.g. Dear Sir,

	Tena koutou e nga Rangatira
	Greetings to you all esteemed Gentlemen
	Opening of a letter e.g. Dear Sirs,

	Tena koe Whaea
	Greetings to you Madam
	Opening of a letter e.g. Dear Madam

	Tena koutou e nga Whaea
	Greetings Ladies
	Opening of a letter e.g. Dear Ladies

	Tena koutou nga Kaumatua me nga Kuia
	Greetings Ladies and Gentlemen
	Opening of letter to the Elderly

	Tena koutou nga Rangatahi
	Greetings young people
	Opening of letter to Youth

	Tena koutou nga taitamariki 
	Greetings children
	Opening of letter to children

	Tena koe…..(name)
	Greetings….(name of person you are writing to)
	General greeting for any person

	
	
	Go to top

	Greetings - 1st line after greeting

	Māori - Te Reo
	English translation - Whakapakehatia
	Usage

	Nga mihi nui ki a koe I tenei wa
	Great greetings to you at this time
	General greeting for 1 person

	Nga mihi nui ki a koutou katoa I tenei wa
	Great greetings to you all at this time
	General greeting for 2 or more people

	Ka nui te koa me te hari
	Great is the joy and the pleasure
	Expression of delight in a friendly manner

	
	
	Go to top

	Greetings - End of letters

	Māori - Te Reo
	English translation - Whakapakehatia
	Usage

	Ma te Atua koe e manaaki, e tiaki I nga wa katoa
	May the Lord bless you and 
keep you at all times
	Signing off to 1 person

	Ma te Atua koutou e manaaki, e tiaki I nga wa katoa
	May the Lord bless you all and keep you all at all times
	Signing off to 2 or more people

	Ma te korowai o te Atua ki a ora tonu koe
	May the cloak of the Lord keep you forever well
	Signing off to esteemed Rangatira

	Kia mau koe ki nga kupu o ou tupuna
	Hold fast to the words of your ancestors
	Complimentary ending

	E iti noa ana, na te aroha
	Though my present be small, my love goes with it
	When you can't help much but would like to

	Waiho i te toipoto, kaua i te toiroa
	Let us keep close together, not wide apart
	To encourage open communications

	Ka nui te koa me te hari
	Great is the joy and the pleasure
	Expression of delight in a friendly manner

	
	
	Go to top

	Greetings - Final entry before signing your name

	Māori - Te Reo
	English translation - Whakapakehatia
	Usage

	Naku noa,
	From me
	General: regards

	Noho ora mai,
	Stay well
	General: sincere

	Heoi ano,
	That's all
	General: for now

	Hei kona,
	Farewell
	General: the end

	Ka kite ano,
	See you again
	General friendly ending


Appendix 3 – Small Town Blue Print Engagement Process
While each town's process needs to be adapted to suit the community, the broad steps are as follows:
Step 1

Meeting 1 - Introductory meeting with community to outline process

Step 2

Meeting 2 - Formation of Working Party and Blueprint Statements

Step 3

Meeting 3 - Formation of Focus Groups and working briefs

Step 4

Series of focus group meetings.

Step 5

Meeting 4 - Reporting of Focus Groups back to community

Step 6
Working Party presents Draft Vision to Community Board to recommend for broader community consultation
Step 7
The Small Town Blueprint document is reported to Council.  The plans are then used inform the 2009/2019 Far North Future Plan process and other planning processes.
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