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Case Studies Series 2021 
Core Values Awards 2021 Entry 
Case Study 1: Innovating Streets for People   

Highlights at a glance   

• Upskilling local government capability in community co-design through a ‘train the trainer’ model 

• Waka Kotahi NZ Transport Agency delivers the Innovating Streets for People ‘tactical urbanism’ programme across 

New Zealand  

• Empowering councils to create more people-friendly streets for everyone in their community  

• Fostering an environment of trust through a Community of Practice model of engagement, providing responsive 

support as and when it’s needed 

• Three key outcomes showing impact of engagement: 1) councils have been empowered to deliver “co-designed” 

Innovating Streets projects, 2) they’re repeating the practice they’ve learnt, creating a sustainable practise in house 

and applying it to other projects 3) they are keen to share learnings with other local government staff. 

• Three key engagement takeaways: 1) for councils, peer to peer sharing is valuable engagement 2) an agile approach 

that tailors both our engagement with them, and their subsequent public engagement process, supports better 

outcomes and 3) demonstrating how council feedback has influenced us is vital 

Key search words: Co-design, local government, train the trainer, empower 

IAP2 Australasia Case Study Series aims to provide members with access to factual stories which demonstrate 
successes, challenges and insights from completed public participation projects. This free resource aims to 
increase practitioner knowledge, improve engagement practices and the experience of public participation.  

To access and search the Case Study Library/Database (IAP2A Members: head to the Member Resources Section)  

Want to know more about publishing a Case Study? Email info@iap2.org.au 
 

1.0 Introduction 
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This case study showcases the engagement approach used by Waka Kotahi 

NZ Transport Agency to upskill councils in a new way to deliver transport 

projects in complex urban environments where progress is traditionally 

slow. The Innovating Streets for People programme introduces a ‘tactical 

urbanism’ approach widely for the first time in NZ, using “co-design” 

engagement approaches and on the ground pilots to involve communities 

in shaping their streets to become safer and healthier for all ages and 

abilities and make them more liveable. 

Section 2.0 provides an overview of the project background and public 

participation context including how the engagement project was designed 

and planned. Section 3.0 describes the implementation phase including 

how the engagement was managed from delivery through to analysis and reporting. Section 4.0 presents a reflection of the 

engagement with a focus on evaluation outcomes, impact and insights as well as evidence of IAP2 Core Values for public 

participation. 

This project advances innovative engagement practice through using a ‘train the trainer’ model to build sector capability in 

tactical urbanism techniques so councils can deliver pilot or temporary street changes that have more community insight built 

in. This is proving to lead to more diverse (and larger numbers of people) having an informed say. Giving a platform to less-heard 

voices not only helps the more vocal and engaged sectors of the community appreciate the demographic diversity of people 

who use the streets, it ultimately enables councils to meet more of the local population’s needs. 

We had identified a gap with community engagement methods used for transport infrastructure and used a co-design approach 

to develop a national programme of support. We funded 90% through an innovative pilot fund to encourage councils to 

participate in our Community of Practice and try the new approach. We engage with councils at the Collaborate and Empower 

levels of the spectrum; before they use the knowledge gained to engage with their communities at the Involve/Collaborate 

level. Tactical Urbanism can be described as “An approach to community-building using short-term, low-cost, and scalable 

projects intended to catalyse long-term change.” Local insights are fed into the design process from the start, rather than the 

community being consulted on designs developed by technical specialists. Co-design doesn’t formally sit within the IAP2 

spectrum, it sits across the Involve, Collaborate and Empower levels within the spectrum. 

To reap the biggest benefits, building both co-design and social procurement (where community members provide projects or 

services for the project) into the development and trials of Innovating Streets projects means this way of collaborating with 

community had to become ‘the new normal’ for councils to deliver these projects. Through this process, we learnt that building 

peer-learning and participation into partnership agreements with councils guaranteed sustainable learning and co-operation. 

To date, through the programme we have provided 33 councils with an agile response to their needs as they champion this new 

way of working. They tell us what problems they are facing, and we shape our support (webinars, sessions with experts, peer 

learning etc) to help them overcome obstacles so they can confidently deliver outstanding changes to their streets for the whole 

community. We support a large and diverse group of people to upskill as we ‘learn while doing’ in the New Zealand context.   

1.0 Introduction

2.0 Background3.0 
Implementation

4.0 Outcomes, 
impact and 

insights
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2.0 Background  

 

Design engagement 

The Innovating Streets for People programme, managed by Waka Kotahi, 

funds over 70 projects delivered by 33 councils across the country. 

Projects include safe streets for schools, walking/cycling facilities, town 

centre revitalisations, low-traffic neighbourhoods and other changes 

designed to make our streets more people friendly. 

Our objective is to raise sector capability across the country through a ‘train 

the trainer’ model to deliver outstanding tactical urbanism projects. We 

needed to build councils’ experience and knowledge in co-design processes 

to help them deliver urban street upgrades faster and with more community 

insight built in. Part of our approach was being agile and listening to 

councils’ day-to-day experience so we could use their feedback to influence 

our decision-making on the programme’s support being developed and 

offered, and remove barriers.  

Councils were engaged from the start, but a risk was that the project teams would understandably automatically revert back to 

business as usual as projects progressed. Another risk was council governance (high influence) not understanding this new 

approach, leaving project teams without vital support when challenges arose. So, we had to build trust with council project 

teams, and help them see the ongoing value in our professional development support to keep this new way of working on track. 

We also had to help them build social licence to operate – with their communities and their governance teams. 

We needed to bring everyone together in a positive, collaborative programme model that would be responsive to council needs 

– with supporting materials developed as the projects advanced. We had to develop methods of sharing insight and learning 

with the group as quickly as possible, and support peer to peer sharing so people could continuously improve their approach. 

In a first for New Zealand we developed resources and support to help councils deliver best-practice tactical urbanism projects. 

This included a Tactical Urbanism Handbook as an end-to-end guide for project delivery, an Innovating Streets University 

Community of Practice that provided professional development and peer-to-peer sharing, and hands on support for projects. 

 

 

 

 

 

 

 

Plan engagement 

33 councils delivering  
over 70 projects in diverse 

communities 

Needed to upskill in new  
co-design way of working 

Risk of councils reverting to 
business as usual approach 

Councils’ experiences on the 
ground shaped the support 

we provided 

      

Change how/where we talk to people to improve 
chances of meeting community expectations 

Change who we design our streets with and for to 
be more inclusive 

Involve the community in creating designs and 
materials so they feel a sense of ownership 
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To plan our programme, we first sought input from councils to understand their history of engagement in the design of local 

street changes, including asking how they’d like to participate with us – using the Collaborate level of the spectrum. We told 

them they would shape the programme, contribute to the development of sustainable practise and build sector capability. 

We then developed a range of innovative tools and support options, that continue to be shaped by what councils need: 

• Community of Practice – agile ‘Innovating Streets University’ sessions connect teams with expert advice and peer to peer 

sharing and collective discussions about what councils are learning. This has grown from 80 members to 263 

• Draft Tactical Urbanism Handbook - our guide being tested by councils includes best-practice process, public engagement 

tools, and case studies – we gather council feedback as they use it and will formally survey them after June 

• Hands-on support for projects – Waka Kotahi team can present wider context to council governance 

• Support navigating regulatory processes – answering technical questions and removing barriers 

• Access to a tactical urbanism preferred supplier list for professional project support 

• Connections with teams running similar projects for peer reviews through ‘cluster’ meetings 

Our ongoing engagement process with councils sits at the Collaborate/Empower level of the spectrum, where we share 

responsibilities to develop new approaches, and collectively learn how to deliver successful projects. Our cluster leads have day-

to-day contact with council teams and encourage feedback to identify themes to influence our ongoing support. The feedback 

loop started in April 2020 when funding was announced and will run until projects are delivered by the end of June 2021. 

As part of our collaboration, we upskilled councils to to establish community needs before design begins – actively designing 

with the community as much as possible. This contrasts with the typical approach of seeking community feedback on a 

proposed design after it has been developed by a group of experts.  While the levels of the spectrum vary from neighbourhood 

to neighbourhood and group to group, on the whole it sits across the Involve, Collaborate and Empower levels. 

 

 

 

3.0 Implementation 

    
The Nelson South project has observed a 20% 

reduction in vehicle speeds 
In Mangawhai people reported spending 

more time in the town centre over 
summer (resulting in more spending) 

The Golden Bay Safe Routes to School project 
has made getting to school safer 

The life cycle of an Innovating 
Streets project – councils need 
to learn, adjust and improve 
throughout the design, approve, 
implementation and monitoring 
phases and need our support 
throughout this process 
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Manage engagement 
We are funding 33 councils for projects that range in size, location and have varying community needs. They range from Gore 

(population 12,800) who are making their town streets safer, more accessible and people-friendly; to Auckland, (population 1.7 

million), who are delivering 21 projects ranging from safer school streets, pop-up walking and cycling links, play streets for local 

children where roads are closed, and low traffic neighbourhoods to reduce cars shortcutting through communities.  

Waka Kotahi needed to provide timely, relevant and inspiring support that is useful for all projects. For example, we responded 

to councils drafting engagement plans with a pop-up webinar with two industry experts giving advice on how to support 

community conversations with an evidence-based approach. 

Councils came across technical challenges due to existing legislation and processes that impacted project delivery. We listened 

to their concerns and made legislative and structural changes to support them. For example many councils told us that 

delivering street art to support projects was difficult with proposals often not approved by Waka Kotahi as they didn’t meet 

requirements. So we adapted the requirements to allow for street art to be used in “low-risk” situations with lower operating 

speeds. This required a change to the Land Transport Rule: Traffic Control Devices. Over 20 councils have now used or are 

planning to use community street art on their projects. 

New Plymouth District Council, and the Safe Space Alliance used our Draft Roadway Art Guidance developed after the Rule 

change to progress a rainbow crossing in the Taranaki region. Shannon Novak, Director of the Safe Space Alliance was one of the 

people involved in realising the project. “I see on page 21 there is explicit guidance re: a rainbow crossing, which is fantastic… 

It’s actually really heartening to have NZTA approval for the Taranaki crossing - and for that to actually happen, and be the first 

legal rainbow crossing in New Zealand. It’s not a small thing at all. I myself, direct a non-profit for the LGBTQI+ community - that 

focuses on helping to create safe space for the LGBTQI+ community. I tell people that the crossing is a sign of progress in NZ - it 

says, we see you, we acknowledge you, and we support you - something so vital to reversing the appalling statistics around 

mental health for LGBTQI+ people in NZ - and ultimately saving lives.” 

Other changes made include: 

• Updating the Code of practice for temporary traffic management (COPTMM) to make running low-risk events easier eg 

temporarily closing streets to run Play Streets events for children 

• Developing a funding policy to clarify business case requirements to allow faster project delivery 

• Updates to the Local Government Act underway to give a legal route to pilot projects 

• Creating a new technical design note on non-permanent materials for pilot projects 

These technical changes support councils to deliver projects faster and with reduced costs. A smooth delivery results in 

increased community and council governance satisfaction. 
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Data collection, management and analysis approach 

We have a programme design that follows a monthly structure to ensure transparency and iterative support: 

1. Cluster meetings so we can hear project updates and barriers to progress 

2. A meeting with cluster leads so we can assess any commonalities across the 70 projects in the programme  

3. A Community of Practice university session on a theme we heard councils need support with (i.e. materials and 

guidance). Often this will include a Slido live poll so we can begin to assess topics of importance for next month 

4. Escalation to the Steering Group to progress system change where our internal or legislative processes aren’t 

working for project 

teams 

A governance model (Steering 

Group) forms part of the 

feedback loop, as we relay 

issues that are coming up with 

council teams and seek 

remedies for them on a 

strategic, political and 

regulatory level. 

A central and transparent hub 

for information (on our 

Microsoft Teams site) where 

councils can ask questions and 

we respond in real time. 

A comprehensive programme evaluation is being undertaken 

including 30 in-depth interviews with council teams, so we 

know how to build upon our programme for the next funding 

period. Councils were surveyed in late 2020 and will be surveyed 

again in late 2021. 

 

 

 

 

  

 

 

 

 Three of our Innovating Streets University webinar hot topics  

 

“The process working with Waka Kotahi has been invaluable over 
the past several months.  Your involvement in our Council meeting 
this week left an indelible impression on Nelson’s decision makers.   

With permission of Waka Kotahi, I wish to remain part of the 
ongoing discussions and have access to resources from the ISfP 
programme.  I desire to remain active in your Community of Practise 
to learn from the great network of participants across Aotearoa to 
re-balance and transform our public realm for people.” – Alan Gray, 
Nelson City Council  

 

"We are also excited about the potential to take 
the next step in our project. The whole process 
has been extremely valuable. It’s a great 
reminder that if you go straight to a permanent 
solution how easy it is to create a solution that 
doesn’t actually satisfy the community” – Tim 
Manning, Kaipara District Council 
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4.0 Outcomes, impact and insights 

Reflection and evaluation of engagement 
• Our engagement programme has been agile and effective. 76% have used our project case studies as inspiration, 97% 

attend the University sessions, over two thirds rated our resources as either very useful or useful 

• Three key outcomes showing impact of engagement:  

1) councils have been empowered to deliver “co-designed” Innovating Streets projects. In Porirua, practitioners realised that 

they couldn’t come to the street community with an engagement approach that looked like ‘BAU’ due to historic issues. They 

hired a local community leader onto their engagement team, and she is helping to co-design with the community. This decision 

was empowered by our co-design process in the Tactical Urbanism Handbook and backing from us on this procurement. 

2) they’re repeating the practice they’ve learnt, creating a sustainable practise in house and applying it to other projects. 

Auckland Transport (21 projects in the Innovating Streets programme) are building into their evaluation how best practice 

tactical urbanism through co-design (and streamlined approvals processes due to internal engagement) can be repeated for 

projects outside of the programme. So the learnings of these 21 projects will create a sustainable practice. 

 3) they are keen to share learnings with other local government staff. Inside our Community of Practice, ideas are shared. 

Christchurch City Council were happy for Rotorua City Council to copy their workshop idea - giving children ‘Innovating Streets 

Advisors’ hi-vis vests and letting them walk the street as the experts, pointing out issues. They even sent their vests to Rotorua!  

• Three key engagement takeaways: 1) for councils, peer to peer sharing is valuable engagement, 2) an agile approach that 

tailors both our engagement with them, and their subsequent public engagement process, supports better outcomes and 

3) demonstrating how council feedback has influenced us is vital 

Alignment with IAP2 Core Values for the practice of public participation 

IAP2 Core Values  Example or evidence from this project 
1. Public participation is based on the belief 

that those who are affected by a decision 
have a right to be involved in the decision-
making process  

All 33 councils are involved in feeding into the overall programme by sharing learnings 
that will inform future decisions and the scaling up of tactical urbanism projects across 
New Zealand 

2. Public participation includes the promise 
that the public’s contribution will influence 
the decision  

We developed a draft Tactical Urbanism Handbook for councils to test through project 
delivery. Their practical feedback will be critical for the final draft 
A sustained evaluation of the programme through interviews with councils will mean we 
will be able to assess what needs to change for future funding  

3. Public participation promotes sustainable 
decisions by recognising and 
communicating the needs and interests of 
all participants, including decision makers  

Waka Kotahi has supported council teams by presenting at many council governance 
meetings to understand the concerns of leaders around this new approach so we can 
appease them. Their concerns go into shaping the programme for the future so we can 
mitigate them at the start of projects 

4. Public participation seeks out and facilitates 
the involvement of those potentially 
affected by or interested in a decision  

When changing the Land Transport Rule: Traffic Control Devices to make art possible in 
streets, we sought out groups that would be most affected so they could provide 
feedback during the consultation phase 

5. Public participation seeks input from 
participants in designing how they 
participate  

We ask councils to share the support they need and how we can help them. In late 2020 
we ran weekly drop-in sessions for extra ad-hoc advice/sharing. We also added pop-up 
sessions when extra support was needed 

6. Public participation provides participants 
with the information they need to 
participate in a meaningful way  

Through Cluster Meetings participants are expected to share – any upcoming issues, any 
upcoming successes and what their upcoming milestones are. This encourages co-
learning as councils ask each other questions in real time 

7. Public participation communicates to 
participants how their input affected the 
decision  

We close the feedback loop by communicating back to councils through regular sessions 
what we heard they need help with, and how we’ve progressed any legislative changes. 
The design of the content in these sessions is entirely based on what Councils tell us. 
Three councils to share project updates at each session and Q&As mean everyone can get 
involved in the discussion 
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For more information about this project see: 

• www.nzta.govt.nz/innovating-streets  

 

To access and search the Case Study Library/Database (IAP2 Australasia members): Head to the 
Members Resources section of IAP2 Australasia.  

Want to know more about publishing a Case Study? www.iap2.org.au/casestudy  
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