Project Twin Streams – A Community Development Approach
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Introduction
Project Twin Streams (PTS) is the biggest sustainable
catchment project ever undertaken in New Zealand.
Since it started in 2003 it has developed into an
innovative multi-faceted project that focuses on
achieving long-term sustainable management of the
Henderson Creek and Huruhuru Creek catchments.
This project weaves together the issues of integrated
stormwater management and the restoration of
streambanks along the Oratia, Waikumete, Opanuku,
Pixie and Swanson Streams, with an approach that puts
people at the centre of thinking and action. It seeks to
work in ways that achieve wider environmental, social,
cultural and economic outcomes with stream
restoration being the catalyst for achieving a sustainable
catchment. This included behaviour change by residents,
Council and businesses.
The funding for the stream restoration component
of Project Twin Streams came from an Infrastructure
Auckland grant administered by Auckland Regional
Holdings with the remainder of the ‘big picture’ work
funded through existing council programmes – based
on the former Waitakere City Council’s strategy of
doing things in an integrated way.
Project Twin Streams was, until November 2010,
delivered by Waitakere City Council (WCC) in
partnership with the local communities. It has now
transferred over into the Environmental Services and
Infrastructure Department of the Auckland Council.

The point of difference of Project Twin Streams from
other environmental projects is that it takes a sustainable
community development approach. Its kaupapa
(purpose) is: Working together for healthy streams and
strong communities: creating a sustainable future. The
assumptions underpinning this approach, supported by
Agenda 21 from the 1992 Rio conference, are:

Six locality-based organisations, have been contracted,
across five contract areas, to engage their communities
using a creative community development approach.

• People are more likely to make changes in behaviour
when they understand the problem and are part of
identifying the solutions.
• Local communities know the most appropriate and
effective methods to engage local people.

The holistic community-focused vision of the project
was a key tenet of the original IA funding application.
Yet, the bringing to fruition of that vision has been
testing and, at time, challenging - it took a long time to
frame the delivery of the programme in a community
development model.

• Each community has its own diverse characteristics.
Programmes need to be adapted to harness the
diverse strengths of communities. A one sized
solution is not effective.

This document sets out to capture the community
development ethos behind Project Twin Streams in an
honest and informative way which highlights the
successes, challenges and lessons learnt along the way.

Never before in New Zealand has such a project on this
scale been implemented with a community
development approach.

• Creative learning methods that engage with people’s
hearts and minds are more effective in creating
meaningful and long-term behaviour change than
simply distributing written information.
• Local organisations can be more effective than
Council in engaging their own communities but need
to be adequately resourced and supported to do so.
• A partnership approach between communities; local,
regional and central government, non-government
organisations and local people is a very effective way
of achieving long-term change.
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Getting Started
Agenda 21 and the establishment of the Eco-City was
the big picture setting for the project. Waitakere City
Council looked for opportunities to do things in
a sustainable way. Project Twin Streams became a
microcosm of the sustainable development approach.
The community development model was based on the
Agenda 21 philospohy that unless people understood
the challenges facing their area, and that they were
fully involved in the solutions there was little choice of
achieving lasting results. Unless the council partnered
with the community on as equal a footing as possible,
this was not likely to be successful. A ‘top down’ Council
dominated approach often alienated community people,
lacking respect for local expertise, knowledge and
volunteer efforts. The community development method
also encompassed the idea that in working together
people would connect with each other and sometimes
economic opportunities would naturally spring out of
these interactions.

In such a catchment programme, given the community
partnership, it was hoped that a sense of ownership
would develop, and the community would want to be
proactive, assuming a degree of responsibility for the
outcomes.
Early staff who came on board did not understand
or believe in the concept of the whole project being
delivered in a community development framework.
They felt the planting and restoration process had
to be prioritised and that was best led by Waitakere
City Council.

Council initially employed a part-time Riparian
Coordinator who used traditional community
engagement methods. These included organising
community plantings where identified community
groups and local residents came along, were given
some background and educational information and
helped plant specifc areas which had been organised
and prepared earlier. There was limited ongoing
engagement and very little context setting of the
bigger picture behind the restoration planting and
what other changes they could make for more
sustainable lifestyles.
As well as the limited numbers of people able to be
engaged using these traditional methods, the vast size
of the area to be replanted – 56 kms of streambank
precluded this approach being rolled out across the
whole area.
The limited engagement from the community was also a
key concern. The strategic vision of the project was that
local residents would understand and feel ownership
of the problems, be involved in developing solutions and
carrying them out in order to make the project their
own. In the initial scenario they could be seen as only
providing labour.
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A Different Approach
One of the key project advisors, an ex-Waitakere City
Council councilllor, had been involved in developing the
Homecare 60+ model which had been used in the
1980s to contract out social services so that elderly
people could continue to live independently in their own
homes and set their own goals as an alternative to rest
home care.
In this process, community organisations who were
representative of their local communities were given
the opportunity to support and manage the process
of people’s homecare using methods that were
appropriate for the diverse communities of the
Auckland region.

This place-based approach was hugely successful in
facilitating a better quality of life for those involved. In
her role as a councillor, therefore, the advisor had
personal experience of the success that could be
attained if community views were heard and acted
on by government departments and health authorities,
with the ultimate delivery of the programme being
carried out by the community itself.
Waitakere City Council’s project management agreed
with this community development approach and the
process was mapped out. At this time a Community
Development Co-Ordinator was engaged to help
design, manage and implement the links between council
and involvement of the various communities within the
Project Twin Streams catchment. Initially, there was
internal resistance to the true community development
model from key people within the Project Twin Streams
team, however the Assets Manager was completely
behind it.

To clarify the approach and the pathway for
implementation, a one-day workshop for all Project
Twin Streams staff set the direction for the project and
outlined the process going forward and this direction
was whole heartedly supported by key political leaders.
This approach recognised that the riparian restoration
aspects of the project needed to be broken down into
six key geographic areas, with a similar level of work in
each area. Geographic and natural boundaries were
taken into account as well as currently established local
communities of interest.
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The Reality Of A Community Development Approach
Each community needed time to be familiar with
the project before they committed to involvement in
the project and care needed to be taken that the
organisations interested in taking on a contract had
the appropriate governance and financial structures
in place. Flexibility in dealing with the different
communities was key.
After preliminary discussions with key social service
community organisations in Ranui-Massey, a community
meeting was held to build the profile of the project,
its aims and objectives and to explain and discuss
opportunities it may offer specific communities.
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Out of the meetings came an offer to undertake a
contract in Ranui. Te Ukaipo and Ranui Action Project
signaled interest. An Expression of Interest document
was distributed which later became a working base for
the contract. This partnership was a completely new
way of working for all parties concerned and there was
uncertainty on both sides around how the engagement
might work.
There was a continuum of discussions and much
negotiation around capacity, outcomes and deliverables.
All this was playing out against a backdrop of real
pressure to get plants in the ground.

There was continued lack of interest from some people
in the internal Project Twin Streams about the
community development approach – with the time
taken to establish the community development model
being cited as a basis for not continuing with this
approach. Some of the immediate pressure was averted
by the decision to use contractors to get the initial
plants in the ground in some areas.
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The Contracts
Given this approach, contracts between the Council
and community organisations needed to be different
from the normal Council style contracts.
Creating a contract that reflected an equal partnership,
turned out to be long and complicated. The main
sticking point was that the Council’s legal department
wanted liability for any accidents at community planting
days to lie with community organisations. Those
advocating a community development approach
believed that as the project was a Community/Council
partnership working largely on Council land, community
organisations should not be left to carry the full
responsibility on their own.

The contracts contained clear deliverables as per
commercial contracts and the responsibilities of each
party were clearly laid out.  Council were to provide
materials, specialist knowledge, overall legal responsibility,
support with the arts and links into other parts of
Waitakere City Council such as Public Affairs.
Community organisations (via a Community Coordinator)
were to creatively engage their local communities,
especially hard-to-reach groups, using planting as an
opportunity for people to connect with one another,
reaching both hearts and minds.

The new style of contract and contracting process
meant that the community organisations had significant
input into what was to be delivered. The contracts
had base funding plus a planting incentive where the
community organisations were paid a per plant amount
for each plant in the ground. This was $1 for a root
trainer and $1.30 for bigger plants. This gave them
discretionary funding to cover the social, economic,
spiritual and cultural wellbeing aspects of the project.
In later years this ‘per plant’ fund was capped to an
additional $20,000.
Initially, an education position was planned but the
project was unable to obtain the required funding.

The contracts were taken to the Ministry of Social
Development and the Audit office for feedback and
approval before signing.
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Making It Happen
Although the project had a nine year timeframe, it
was acknowledged that Council did not have the
resources to plan and work with six communities at
once, there was a massive amount of planting to
undertake and before that could take place a significant
amount of planning and preparation was required.
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Thus planting and project plans were developed ’on
the hoof’ as the initial stages of the project were being
delivered.
Originally the community development approach was
planned to have a clause in the commercial contracts
that required all contractors to engage and train several
unemployed local young people. This proved too
difficult to implement in the early stages of the project
although it was picked up by one specific contract in
2008/2009.

Sustainable Communities
Sustainable Communities (a workstrand of the then
Labour Government’s Programme of Action through
the Sustainable Auckland programme) approached
Project Twin Streams and consequently provided
support with planning and funding some areas the
Infrastructure Auckland grant didn’t cover but which
were key to the strategic vision of the project. These
included:

As part of the Sustainable Communities partnership
approach support and funding for the following strands
were set up:

• arts
• social development
• working with maori
• economic development
• cultural development

• Community economic development

• Green technology group working with the
Sustainable Business Network
• Maori Economic Development

• Economic development
Te Ukaipo/Te Piataata – Pathways to employment
and specific work with unemployed youngsters.

This specific funding and support led to a six month
contract for the first Creative Engagement employee.
Ongoing funding for this position was eventually
provided by Waitakere City Council.
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Branding
One of the key strategic objectives of Project Twin
Streams was for each contract area to develop a
sense of local ownership - to enable each contract
organisation to develop and implement local solutions.
A key step in this process was the development of a
differentiated branding strategy for each contract area.
The aim was to develop localised branding which was
representative of each area and which consequently
resonated with residents.
To ensure there was some coherence between each
of the contract areas’ branding and a clear link back to
the overall Project Twin Streams umbrella brand we
developed a family of brands – separate and distinct,
yet closely related.
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In a tandem process, contract area specific logos were
developed for a number of the areas.
Project Twin Streams Glen Eden developed their logo
via a co-creation approach with their local community.
There was an open day for residents to contribute their
ideas and a competition was run in conjunction with
Glen Eden Primary school.
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Community Broker
After the first three community organisations had been
engaged, a community broker was brought on board in
2006 to complete the engagement of local communities
in the three remaining areas of the catchment. The
community broker was employed by WADCOSS
(resourced via a council contract). This ‘arms length’
approach was key to building relationships and not being
seen as a ‘council worker’.
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As had been undertaken prior to engaging the first
three community organisations, the community broker
walked the streams and the streets getting a feel for the
communities and got a sense of who the key community
organisations were by looking at community notice
boards, libraries and shopping malls.
Certain organisations became clear candidates; on the
Oratia Stream, MPHS had just started. At that stage
they were operating out of Bruce McLaren School in
Henderson South.

In the Opanuku stream area, the community broker
visited schools and churches and community
organisations such as Walsh Trust, Te Ata, WEA,
Corbans and Residents & Ratepayers where she spoke
about the project and what is what hoping to achieve.
As groups expressed a real interest in the vision and
goals of the project, so discussions started about how
the groups might like to be more formally involved.
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All Areas Up And Running
The project has developed on all fronts. Initially there
were five community organisations contracted, each
with their own Coordinator. The Swanson community
did not have a community organisation which wished to
formally contract with the project. However one
resident was keen to coordinate Project Twin Streams
within the Swanson area and the Council entered into
an informal arrangement with her. Ngati Whatua now
also have their own area on the Lower Opanuku.
1. Ranui-Massey
2. Henderson Creek
3. Opanuku
4. Glen Eden
5. Oratia Stream
6. Swanson
7. Ngati Whatua
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Sustainable Catchment
Following the three year relationship with the
Department of Internal Affairs and Auckland Regional
Council (ARC) through the Sustainable communities
workstream, the ARC and Waitakere City Council
agreed to continue the relationship through a
Sustainable Catchment Steering Group with a
Memorandum of Understanding to oversee the
development of a multi layered programme to develop
a community development model of a sustainable
catchment. In mid 2010, the first community
representatives came onto the steering group.

Te Kawerau a Maki and Ngati Whatua are being kept
informed and want a ‘watching brief’ and to be brought
in more formally when the structure for future
governance has been developed further.
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Future Community Governance
From the start the former Council’s Group Assets
Manager had a strong vision of the collective community
ownership of this project. As the project has unfolded it
became clear that Council has certain statutory
obligations for the management of such natural assets as
streams and harbours. Thus a careful look was needed
to see what sort of new governance model might arise
to reflect this partnership approach. As Treaty of
Waitangi negotiations continued co-management of
natural resources by Maori was also a key issue to be
respected.
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Thus 18 months have been spent with representatives
of the Project Twin Streams Community Contract
organisation exploring and developing a potential
structure for community governance of the Project
Twin Streams restoration programme. This includes
areas that are currently being restored – and extending
the programme over the remaining 280 km of streams
and tributaries in the wider Project Twin Streams’
catchment.

By June 2012, the Future Governance structure for the
Project Twin Streams Stream Restoration programme
will need to be well progressed if the programme is to
be continued and extended over the whole of the new
Auckland Council area.
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Successes

Lessons learnt

The contracts, coordinators and contracting organisations
complement each other. They really understand their
communities. They know what will work and what won’t.

Project Twin Streams is built on relationships and people
get involved for different reasons. It is important to keep
expectations of community and council transparent and
aligned.

There was huge pressure to get trees into the ground
to get stage one planting started. Using contractors to
take the pressure off and allow the relationships with
community organisations to mature was crucial.

The process of engagement of local communities and
the contracting of organisations can’t be rushed. It
takes time for a community development model to
be understood and taken up by diverse local
communities and the Council.

Key components:

People in West Auckland have always been passionate
about the environment and the Westie spirit encompasses
a lively vibrant people flavour that is fiercely protected.  
Thus the receptivity of community organisations to the
project was warm and enthusiastic. There was immediate
recognition that communities could be strengthened by
such collective action and thus the organisations were
prepared to put time in to develop the partnership
approach with a Council which had worked collaboratively
with them over a long period of time.
Having an active creative arts programme, reaching
hearts and minds, complemented the approach of local
community coordinators and drew in many people who
would normally not be engaged in community activities.
The connection with each other strengthened local
communities and the collaborative work sparked initiatives
such as community gardens, which then had a life of their own.
Each area has its own identity. Each of the coordinaters
has a different way of both engaging with and managing
the diverse groups of their own localites. For example, in
Opanuku, each group have their own area which they
have ownership of and responsibility for. In Oratia, the
coordinator moves the groups around as different areas
need working on. The successes of the project have
justified the community development approach. The
community organisations’ engagement has build
responsibility, a sense of belonging, pride and resiliance.
One by one, area by area, different things are happening.

Sometimes the Council wanted to control and wanted
the area to do things consistently. Specific geographic
areas and their diverse communities, individual
coordinators and contract holders are all different
and need to be supported in their uniquely different
ways of working.
It needed to be remembered that Council’s role
when disagreements arise within community groups
is to support and advise – but not to interfere.

• Have council and community champions who
understand the process and the benefits.
• Trust building between council and the community
takes time and patience. Give organisations the
resources they need – don’t over or under resource.
• Enable and support the opportunity for creative
thinking.
• It may be necessary for the local authority to let
go of control.
• Resist attempts to have a “one size fits all” approach.
• Celebrate diversity.
• Ensure that values and outcomes for both the council
and the contracting organisation are aligned.
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Challenges
Partnership
As the project looks to the future, there is an ongoing
need for both the community organisations and the
Council to ensure that further work has an agreed
approach. Accountability and dialogue systems and
processes need to be worked out to ensure each of the
parties to the partnership is clear about its areas of
responsibility and that resourcing is negotiated to enable
as equal a relationship as possible to continue. Capacity
building programmes need to be agreed so that the
financial and management basis of any programmes are
on a sound footing, but council can support and nurture
up to a point-while the community retains its
independence.
There is a continuing challenge to achieving this
partnership approach - the community working with the
council rather than for the council. On the other hand,
sometimes it is dispelling the attitude that the
community is a cheap labour force for what should be
‘council’s work.’
There are a few barriers that persist such as community
apathy or feeling that the things they do won’t make a
difference. On the other hand, communities and
residents get a huge satisfaction from doing something
positive within their own local area.
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Vision
It is very important to ensure that the wider vision of
the project is understood clearly by both parties. The
vision of a ‘sustainable catchment’ – encompassing
environmental, economic, social and cultural aspects as
well as the integrated management of the four waters
(water supply, stormwater, sewerage and ground water)
is complex. It is important to acknowledge that the first
years of Project Twin Streams needs to be seen as the
first steps towards the long term goal.
Creativity
The emphasis on creativity has been a strength of this
project – however creativity is often seen as an add on
or a nice to have. But the reaching the hearts and minds
of people is critical to engaging communities and coming
up with new ways of thinking – and has been a key part
of the community development approach – thus
preserving this strand is essential.

Value
The long term strategic costs of not developing a
sustainable catchment are huge. To the environment,
to the economy and to society. While it is possible to
quantify some of the benefits others remain elusive.
Even internationally it does not seem possible to put
actual figures on the impact of taking a community
development approach. How to measure community
cohesion and social capital remains problematic. Yet the
project has had demonstrable value across all fronts.
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