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Case Studies Series 2021 
Core Values Awards 2021 Entry 
Case Study 1: Creating a lasting legacy together   

 

Highlights at a glance   

• A focus on delivering positive cultural and environmental outcomes after the Kaikōura earthquake 

• The restoration and improvement of the road and rail networks - delivered by Waka Kotahi, KiwiRail 

and the NCTIR Alliance – left a lasting legacy for the community and beyond 

• Construction work needed to protect this coastline of great cultural and environmental significance  

• Cultural and environmental working groups provided expert advice to improve outcomes  

• Engagement ranged from Informing the public to Empowering our Cultural Advisory Group 

• Three key outcomes showing impact of engagement: 1) Cultural Artwork Package 2) Whare Taonga 

and 3) reestablishment of the Ōhau rock daisy that is unique to the Kaikōura coastline 

• Three key engagement takeaways: 1) becoming part of the local community is vital 2) staff 

understanding of local history and connection results in better outcomes 3) cultural reference groups 

support better decisions 

Key search words: iwi engagement, collaborate, environmental, cultural, emergency response 

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 
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1.0 Introduction 

 

This case study presents the approach used by Waka Kotahi and 

KiwiRail (through the North Canterbury Transport Infrastructure 

Recovery Alliance) to engage and communicate with the Kaikōura 

community following the devastating 7.8 magnitude earthquake in 

2016.  

It was an extraordinary seismic event - 21 faults had ruptured. The 

South Island itself had been permanently moved and thousands of 

landslides came down. Overnight, communities were left isolated 

by cut off transport networks. There were 3,300 separate ‘things to 

be fixed’, including land and structures.  

 

The NCTIR Alliance was in Kaikōura for four years, first reopening critical transport networks, then making them 

safer and more resilient. Throughout that time, we became part of the community, engaging with people on a 

daily basis in a variety of ways to ensure we delivered results that left a lasting legacy. 

 

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 

against the IAP2 Core Values for the practice of public participation.  

 

This project advances knowledge or practice due to the commitment and sustained effort to show how 

emergency projects with strict conditions can still go the extra mile to engage with the community in the 

absence of business-as-usual government engagement processes. An Order In Council (OIC) modified the 

Resource Management Act and other environmental legislation so that consents and approvals for restoration 

work were expedited to support the reopening of the critical transport networks. So, while at the beginning of 

the construction works, we couldn’t ‘consult’ on the overall project scope, in a traditional sense, we made a 

concerted effort to work with our Treaty Partners, stakeholders and the community to understand their values 

and concerns, and used their feedback to help shape more detailed aspects of methodology and delivery, to 

respect this unique coastline. This continued throughout the project and we collectively developed an approach 

that delivered improved environmental and cultural outcomes.   

1.0 Introduction

2.0 Background3.0 
Implementation

4.0 Outcomes, 
impact and 

insights
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2.0 Background  

 

Design engagement 
Our overall objective was to reopen the critical road and rail networks as 

quickly and safely as possible, and then make improvements over time so they 

were safer and more resilient. But it was vital we were respectful of the unique 

environment we were working in and rebuilt quickly but with great care. 

The OIC legislation had key resource consent conditions including a 

requirement for stakeholder input (for those most impacted) through the 

establishment of a Restoration Liaison Group (RLG). This advisory group 

included Māori tribe Ngāi Tahu, councils, Heritage New Zealand and the 

Department of Conservation, and through the involvement of Ngāi Tahu for 

ecological and cultural monitoring. A number of stakeholders were initially 

worried that there would be poor environmental outcomes due to the change 

in consenting process.  

Because consent footprints were issued quickly, and the conditions of the 

approval included the RLG being involved in decision making, we had limited recourse to consult with the public in the 

traditional sense, and so worked with the RLG as representatives (with participation in decisions ranging from Inform to 

Empower on the spectrum). To shape their involvement and process, we established a Terms of Reference. We later formed a 

Cultural Advisory Group (CAG) to manage our relationship with iwi from Collaborate to Empower on the spectrum.  

We also formed strong relationships (at multiple levels) with Kaikōura District Council and local businesses, and joined the local 

Networkers Business Association, and Wellbeing Rōpū to support economic recovery. We worked with them at the Consult and 

Involve level for issues such as economic development opportunities. 

In terms of the wider community, locals recovering from this natural disaster were understandably distressed and due to our 

restrictive consent process, most had no real level of influence on big decisions on core scope – so our whole approach needed 

to be mindful of that. We committed to delivering excellent communications for the wider community at the Inform level of the 

spectrum, and aimed to show progress wherever possible, so they knew we were always moving forward to help life get back to 

normal for them. In addition, we focused on finding ways to work at the Consult level to get feedback on neighbourhood-level 

disruption mitigations. To deliver the recovery work a large NCTIR workforce moved to Kaikōura, bringing impacts on 

neighbourhood retail, accommodation and traffic patterns, so we needed to be a ‘good neighbour’, listen to the community’s 

feedback, and minimise disruption for them wherever possible. 

 

 

 

 

 

Kaikōura coastline is of great 
cultural and environmental 

significance 

Consenting fast tracked to 
expedite recovery processes 

Couldn’t consult in 
traditional sense 

Community recovering from 
life-changing event 

 

Staff welcomed/powhiri at the marae Cultural artwork package example School children on a site visit 
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Plan engagement 
Through monthly meetings the RLG helped us address environmental, ecological and cultural concerns with opportunities to 

collectively deliver better outcomes. The group was fundamental in reviewing information including ecological principles, 

construction methodology approaches, and the Landscape Design Framework, and holding NCTIR accountable. We built strong 

relationships and trust with the group. 

We worked with our Treaty Partners at multiple levels on matters important to them. In 2018 we established a Cultural Advisory 

Group (CAG) to better structure our engagement and partnership with Te Rūnanga o Kaikōura (tribal council) bringing excellent 

results including a Cultural Artwork Package along the coast.  

Through regular meetings with the council and local businesses 

we were able to adapt our work programme to support their 

needs throughout our time in Kaikōura. At the start their 

feedback informed how and where we housed our ‘orange 

team’ of construction workers. To ensure accommodation 

providers were supported by us but also had space to welcome 

tourists back, we established a 300 bed prefabricated NCTIR 

Village for staff. We supported local business through meal 

provision, cleaning, using local contractors and hiring local 

where possible.  

We prioritised the reopening of the harbour to get water-based 

businesses and tourism up and running as soon as possible. The 

harbour was reopened exactly one year after the earthquake 

and was warmly welcomed by local businesses and the 

community. 

For the wider community we had a suite of engagement options that we used over time depending on what their needs were. 

These included Information Evenings, BBQs for residents, door knocking/meetings for affected residents, weekly drop-in 

sessions, an open-door policy at our main office, text message construction updates to the community, Bulletin newsletter, an 

0800 number and email for questions. We answered common questions publicly in the local newspaper and our newsletter. We 

also delivered a community outreach programme: working with schools, staff volunteering, supporting local events etc. 

 

 

 

 

 

 Local school children looking at their 
painted tiles in the new amenity areas 

Info evening with community 
members to discuss plans 

NCTIR Express preview trips for 
locals through the construction site 
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3.0 Implementation 

 

The entire project team from the Board to the RLG to the teams on the ground were committed to delivering results for a 

community that had suffered so much after the earthquake. Being a good neighbour and accommodating local needs where 

possible was vital. One of the NCTIR values was ‘Think Community’. We had an engagement team in Kaikōura that talked to the 

community every day, often with designers or other experts to explain work that needed to be done.   

Over the construction period examples of our engagement include: 

We Consulted with the community and adjusted our work programme to respond to community needs – for example we fixed 

Kaikōura Harbour as a priority so that businesses using boats could get back to work. We talked to the community and freight 

industry to manage road opening times around their needs, and minimised construction around community events (eg Kaikōura 

Hop car show) to support their economic and social recovery. 

We Collaborated with our Treaty Partners on many issues and valued their advice on looking ‘through the eyes of the locals’. For 

example, we got their feedback on designs for stone sea walls and landscaping, they requested that they look more natural, so 

we adapted. We used indigenous vegetation as a source of planting, we built a culvert around an old totara tree with historical 

significance. We planned to build a shared use (walking and cycling) path along the coastline to improve amenity for locals and 

visitors but following many discussions with the Rūnanga we couldn’t alleviate their concerns about access and changing the 

nature of the coastline, so we did not continue with the work.  

There was a reciprocal value our team gained from this collaborative relationship. Staff visits to the marae and the increase in 

cultural capability helped us understand the history and importance of the coastline, making decisions to recognise taonga 

(treasure) that was culturally important. 

We Empowered the Cultural Advisory Group to design a Cultural Artwork Package which is the longest piece of combined 

artwork in New Zealand - 53km. Seven new rest areas along the highway have enhanced user experiences of the coastline. Each 

tells cultural stories through artwork, furniture, sculptures and planting that reflect its location. There are pouwhenua (carved 

marker posts), tekoteko (small markers), six wall-etched murals and a palisade.  

We Informed the community about our work throughout the four-year programme through many channels but our primary one 

was the Bulletin newsletter (over 100 issues produced). We needed to show progress and ensure the public were well-informed, 

listened to and thanked for their support. Red Cross research on disaster recovery programmes state that a ‘well-informed and 

connected community will recover sooner’. The newsletter avoided engineering jargon, and used photos and people stories to 

showcase the work we were doing (behind the barricades). 

• Community surveys showed we grew community satisfaction over time. 32% of 
residents and 29% of businesses felt well informed of overall progress in 2017. This 
steadily increased to 76% in January 2019 for residents, and 88% for businesses 

• Surveys showed that Bulletin newsletter readers rated it as very informative or 
informative - 93% in 2017 and 87% in 2019 

 

Core values 
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Through the RLG the most-affected stakeholder voices (as representatives of the community) were heard and 

ultimately had influence over decisions that were made. The group was critical to the successful delivery of the 

project due to their ongoing commitment and mutual trust which meant they could respond quickly to provide 

informed feedback. Together, we worked to design safe and resilient road and rail networks, balanced with 

minimising the impact on the environment, cultural landscape, and important wildlife along the coastal route. The 

RLG met regularly so there was a continuous feedback loop on progress and how they had influenced decisions.  

Through the Cultural Advisory Group, we engaged with Te Rūnanga o 

Kaikōura on all aspects of design and construction across the 

recovery and resilience works within their takiwa (area). 

They told us about matters that were important to them 

and how they wanted to be involved. It has taken two 

years to develop a Cultural Artwork Package along the 

coast and this true partnership has strengthened the 

relationship between Waka Kotahi and the Rūnanga. 

Another success story is the creation of a Whare Taonga 

(treasure house) at the Takahanga marae – with repatriation of 

treasures that relate to Māori culture over 50 years old found 

onsite, an important result for the Rūnanga. This is a first in NZ.  

Engagement with the wider public was focused on informing but 

we listened to the public and acknowledged concerns, we rebuilt 

the harbour first so businesses could get back to work, we removed 

some roadside guardrail following community concerns about access 

for fishing and used other safety methods instead. We ran regular features in 

our Bulletin newsletter and the local newspaper answering questions that came up from the public so a wider 

audience could see them. We ran information evenings and drop-in sessions so that our experts could answer 

questions. All our communications had our 0800 number and email for ongoing conversations. 

 

 

 

 

 

4.0 Outcomes, impact and insights 

Reflection and evaluation of engagement 

“I would like to join in the general chorus of 
praise for the forces that have assembled this 

package of memories along our coast. The 
coast is now much more widely adorned with 
its memories and its story than it was before, 
and that says something about what we are 

beginning, as a people, to become.” Sir 
Tipene O’Regan, former chairman of the Ngāi 

Tahu Māori Trust Board 

 

The collaborative process and the 
commitment of the site team which 
has driven the reinstatement of the 

South Bay harbour facility through to 
completion, is to be applauded. 

Lynette Buurman, Co-owner 
Encounter Kaikōura 

Talking a resident through the work 
underway 

Sharing knowledge with local 
school children 

NCTIR stand at the A&P show in 
Kaikōura to engage with locals 
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In a post-disaster environment, the main barriers to engagement are lack of trust towards the agencies managing the rebuild. 

Good communications and community engagement can build trust but that takes time. Recovery is a partnership between the 

affected community, the broader community, government, local government, recovery agencies and the private sector. It’s 

important to build and maintain relationships with partners. 

Our lessons learnt evaluation to inform other infrastructure or emergency response projects found: 

• The project’s success was delivering it in Collaboration with partners. That Collaboration improved outcomes rather 

than just mitigate damage. Recommendation to replicate the RLG on other projects 

• Including iwi representation on the Project Alliance Board as official decision makers would have been beneficial 

• The range of communication methods used were tailored to locals with a focus on getting to know the community and 

identifying key influencers. They reflected local perspectives and created meaningful opportunity for local input 

Community surveys showed we grew community satisfaction over time. 32% of residents and 29% of businesses felt well 

informed of overall progress in 2017. This steadily increased to 76% in January 2019 for residents, and 88% for businesses. 

Three key outcomes that show the impact of engagement are the beautiful and meaningful Cultural Artwork Package; the 

reestablishment of the Ōhau rock daisy, a native local-only plant damaged in the earthquake that we propagated and returned 

to the site; and the establishment of a Whare Taonga (treasure house) at the Takahanga Marae in Kaikōura.   

Three key engagement takeaways are that when dealing with an emergency response becoming part of the community is vital 

to better serve local people; ensuring staff understand the historical importance of the area will bring improved outcomes; and 

using reference groups to advise on cultural/environmental issues leads to better, more rounded decisions.   

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  

The establishment of the Cultural Advisory Group ensured that we 
worked with iwi to shape good outcomes such as the Cultural Artwork 
Package and the Whare Taonga  

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

Through the development of the Shared Use Path we worked closely with 
the Cultural Advisory Group to progress it. Ultimately, the Rūnanga were 
not comfortable with it proceeding and so we withdrew the plans 

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

The establishment of the RLG brought those community representatives 
most affected together around the table to influence decisions being 
made 

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

Through the establishment of the NCTIR Village we worked with the 
hospitality community to ensure we supported their businesses but gave 
enough space so they could also welcome visitors back to Kaikōura   

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

Through the Cultural Advisory Group the Rūnanga told us what matters 
they were interested in and how they wanted to be involved – for 
example we hired a Naturalisation Manager from the Rūnanga to ensure 
our designs blended into the existing landscape 

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

Regular information evenings and other briefings eg, drop-in centres, 
gave the public detailed information about our plans so they could ask 
questions, share their feedback and local intel 

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

A continuous feedback loop through the RLG meetings meant that 
members saw and experienced how their advice influenced final 
outcomes and results for Kaikōura  

 

 

Acknowledgements and to find out more 
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share this case study and insights to advance engagement practice. This case study was authored/co-
authored by Jamie Sitzia and peer reviewed by Aimee Brock.  

For more information about this project see: 

• www.nzta.govt.nz/kaikoura-earthquake-response 
• http://bit.ly/NCTIRVideos  
• http://bit.ly/NCTIRStoryMaps 

 

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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