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WHAT THIS GUIDE IS ABOUT AND 
WHO SHOULD READ IT

Around New Zealand many enthusiastic people 
are looking at ways to rescue and restore urban 
environments, but they’re often faced with limited 
resources and funding challenges. By harnessing the 
power of community collaboration, degraded urban 
environments can be revitalised. However, getting 
everyone working together is not a one-size-fits-all 
formula, and as many community-minded city folk 
know, it’s not always an easy task. 

This Community Urban Restoration and Education 
Guide is a blueprint for bringing together people 
to clean up waterways and shorelines, and restore 
biodiversity in an urban setting. It’s about doing 
(restoration) and about learning (education), whether 
learning about why we need to look after our 
catchments, or how to set up a process to do it. 

The guide shares the lessons learned from the 
‘Volcano to Sea’ project to inspire and assist other 
urban catchments around New Zealand. It won’t tell 

you what to plant, or how to build a fish ladder, but 
it will tell you how to get a catchment project up and 
running. It contains valuable ‘tips and tools’ for those 
wanting to make a difference in their town or city, 
based on hands-on experience and lessons learned 
from a community-focused urban catchment project. 

Inside you will find practical advice on: 

•    How to set up a catchment care group.
• Building and maintaining project momentum.

• Using modern communication tools to reach a 
wide audience.

• The significance of monitoring and evaluation.

• The important role of education in your project.

It is the hope that this guide will not only help local 
councils, project coordinators and teachers but any 
community member involved in the implementation of 
a similar project, regardless of the size. 
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Case studies such as the ‘Volcano to Sea’ project 
provide an opportunity for:

• Community groups to learn from each other’s 
experiences.

• Stakeholders to reflect on the institutional 
structures and strategies that can support and 
enhance community engagement and capacity 
building.

• Developing partnerships with local government, 
iwi and industry.

Community-based groups have considerable 
local knowledge, energy and experience, and 
with adequate institutional support they can make 
valuable contributions to catchment management. It 
is exciting to know that community-based restoration 
and educational catchment projects are growing 
across New Zealand. As other projects are being 
implemented, they provide opportunities for local 
residents to play a role in environmental management 
at a catchment scale with important biodiversity, 
water quality, human health and social outcomes. 

The Volcano to Sea Project Purpose: 
To develop a new, innovative catchment-scale initiative in Auckland which links communities, remnant natural features and the sea. 

'Volcano to Sea' will capture the imagination of schools and community members, harnessing their enthusiasm to make positive changes in their local environment.

Wakaaranga 
Creek

Pakuranga 
Stream

Howick

Pakuranga

Tamaki 
Estuary
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CHAPTER 1

Urban 
Catchments
THEIR ISSUES AND OPPORTUNITIES 

Care groups including dedicated neighbours 
and supporting agencies have been working 
for decades in rural areas to restore and protect 
our waterways and biodiversity. Now city folk 
are taking up the challenge, and showing an 
increasing interest in improving the catchments 
they live in.

Healing our urban environment can also cure other city 
ills. How often do we hear of city people feeling isolated 
from their community, unconnected with their neighbours? 
Coming together with a common goal of improving our 
shared environment offers a great way to meet other locals 
and forge friendships across cultural, age, and social gaps. 

We all care about our environment but sometimes 
we just need someone or something to bring us 
together so we can all help improve and protect it.

The Volcano to Sea project in Howick, Auckland 
has done just that. In an exciting project coordinated 
by NZ Landcare Trust, people from all walks of life 
have, over the last three years, put a plant in the 
ground or hauled out some rubbish, to leave the 
Ōhuiarangi Catchment - their neighbourhood - in a 
better state.

This was part of an ambitious plan to create an 
urban catchment care project. Read this chapter 
to learn more about urban catchments – why they 
matter, and what we can do to help them. 
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What’s in a city stream? 

Ask a local kid and they might mention eels, 
bullies and bugs. Ask a water quality scientist and 
you might get a different story: cement, concrete, 
chlorine, cleaning products, corrosives, fuels, solvents, 
foodstuffs, heavy metals, engine oil, nutrients, paint, 
ink, dye, sediment… phew!! 

In cities, rainwater is channelled from roads and 
roofs into stormwater pipes, surging as flash floods 
into streams every time it rains. Stormwater is full of 
contaminants like dirt, oil, rust, rubber and rubbish 
from the roads, and zinc, copper and lead leached 
from metal roofs.

Urban streams might not get the same newspaper 
coverage as rural streams - with countless photos of 
cows lifting their tails in waterways - but they sure 
have their fair share of problems. The upside is that in 
a city there’s lots of people to help.

"I commonly hear from farmers who are 
feeling criticised about their impact on the 
environment, what about the cities? What are 
they doing to clean up their act? And they 
are right. While it isn't a reason not to clean-
up agriculture, the state of the environment in 
cities needs to be addressed. That's why we 
are pleased to be leading this project. The 
Landcare Trust has come to town!" 

– Richard Thompson, Trustee, NZ Landcare  
   Trust

1All at sea

Cleaning up streams can also help protect 
one of our favourite places to visit – the sea. 
Most of New Zealand’s bigger towns and 
cities are close to the coast, which means 
our city folk don’t have to travel far to enjoy 
swimming, fishing, boating, diving, and 
collecting kai. It also means that any rubbish 
and pollution in our streams will soon be 
sloshing around in our ocean playground.

Death in a city stream

Cleaning moss and mould from a Mt. Albert 

roof killed hundreds of native fish in minutes, 

distressing primary school children who were 

monitoring Oakley Creek at the time. The 

operator was fined $2000 and reminded to 

divert run-off away from stormwater pipes 

when using harmful chemicals. 

Stormwater drains do not go to the sewage 

plant, they flow untreated straight into your 

local stream or beach. 
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Let’s face it, we’d rather spend our weekends messing 
around in boats, than boating around in a mess – 
right? Healthy catchments are healthy for people, 
with cleaner air and water, nicer areas to walk, jog 
or swim, and lower infestations of flies, mosquitos, 
weeds, and toxic algal blooms. 

Working from top to bottom, catchment protection 
means not only looking after the streams, but taking 
care of the little bush patches and wetland seepage 
areas, and keeping our coastlines and lake shores free 
of litter, over-development, and pollution. 
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Plenty of scope for hope

Despite their challenges, urban catchments are a far 
cry from being a write-off. Even in our biggest city 
there are rare species like the Fissidens moss in Meola 
Creek near Auckland Zoo, wrybills roosting on factory 
roofs, and the rare annual fern growing on the sides of 
kumara pits on an old volcano. Small bush patches and 
wetlands are important reminders of how our landscape 
once looked, and may still be home for native birds, 
lizards, bats and insects. 

There are plenty of things that can be done to protect 
these remnant natural areas. Setting up an urban 
catchment group is a great way to help improve our 
environment, and make our own back yards much nicer.

See our table for a list of problems and solutions that 
are being undertaken by community groups, councils, 
residents and agencies in urban catchments.

Restoration opportunities in urban catchments: 
√ A large population means lots of helpers to plant stream sides, clean up litter, and keep an eye out for problems.

√ Private gardens can become mini-habitats if we make them ‘fauna-friendly’ by planting native trees, providing rock piles for lizards, water for birds, and keeping our pets in at night.
√ Small bush patches in backyard gullies are often a manageable size for landowners to restore.
√ Streams can be planted up along their length to create continuous wildlife corridors – like bushy footpaths for birds and lizards to move about.

√ Many stream sides, wetlands, beaches and fragments of native bush are on council parkland, so everyone can visit to help or see the results of restoration.
√ Because city streams and beaches often have paths and nearby parking, they’re easy for community groups and schools to regularly visit.
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PROBLEMS AND SOLUTIONS FOR CITY CATCHMENTS 
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PROBLEM: Concrete overload SOLUTION 

Concrete ‘dish’ or channelled streams look 
unnatural and are not ideal for fish to live in. Many 
urban streams have been piped underground, 
where they are dark and lifeless.

Councils are replacing some concreted streams 
with natural rocks and plants, and ‘daylighting’ 
streams in some areas – freeing them from their 
concrete confines and bringing them back to life.

PROBLEM: Fish fences SOLUTION 

Pipes and perched road culverts that turn small 
streams into waterfalls are like fences to fish, and 
can stop them migrating upstream.

Ropes or ramps can help fish swim upstream.  
To find out more about how to use these 
appropriately see www.waikatoregion.govt.nz/
PageFiles/29816/TR201429.pdf

Tip: Talk to your council first as many 

catchment solutions will need council 

permission and advice.
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PROBLEM: HOT IN THE CITY SOLUTION 

Black roads and iron roofs make cities and their 
waterways hotter than in rural areas. Bare streams 
with no overhanging plants overheat and offer 
nowhere for fish to hide.

Plant stream banks to shade the water and to provide 
plants for fish to lay eggs on. Some councils are 
building fish hotels – placing logs and other structures 
for fish to hide among.

PROBLEM: CHEMICAL COCKTAILS SOLUTION 

Contamination from household and commercial 
chemicals, road runoff and industrial pollution can 
poison streams.

Use chemicals wisely. Educating people about 
friendlier alternatives, correct disposal, and to 
report signs of chemical spills (dead fish, smelly or 
discoloured water) to the council will make a big 
difference. Some councils are building safe houses for 
fish – small side-cuttings in steams they can swim into 
if a toxic spill washes downstream.

PROBLEM: LOADS OF RUBBISH SOLUTION 

Litter thrown from cars, blown from unsecured 
rubbish bags or dumped in creeks are unsightly, 
and can be dangerous for marine and aquatic 
animals. 

Holding community litter clean-up days and educating 
people about the problems caused by litter, and how 
to dispose of it correctly, will help keep our waterways 
clean.
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PROBLEM: DOWN THE DRAIN SOLUTION 

In heavy rainstorms, dirty stormwater gushes into 
streams and heads out to the coast, eroding 
stream banks or dunes and dumping mud from 
building sites, car oil, and sometimes sewage into 
waterways.

Covering piles of soil and using fabric sausages can 
keep dirt out of our water. Councils are also looking 
at rain gardens, grassy swales, treatment wetlands 
and other solutions to clean up stormwater before it 
gets into waterways.

PROBLEM: BIOPAUCITY SOLUTION 

Clearance of native bush, drainage of wetlands, 
development of the coast, pest animals and pets 
that hunt wildlife can leave a catchment without 
much in the way of native plants and animals. 

Turn your urban catchment into a ‘biodiverse-city’ by 
protecting bush and wetland areas, controlling pests, 
keeping pets inside at night, and planting natives 
for year-round food supplies. Use child-proof bait 
dispensers if controlling pests, to keep kids and pets 
safe.

PROBLEM: BLISSFUL UNAWARENESS SOLUTION 

People don’t care about things they don’t know 
about. Lack of awareness can prevent people 
getting involved in catchment projects.

Education is the key to caring. Getting people 
involved through fun activities is a great way to help 
them learn about the need for catchment restoration 
and how to go about it.
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Signs (12–22) of a healthy stream

12. Areas of deeper water and pools for fish

13. Natural features like curves and stony/rocky 
sections

14. Native plants along the steam banks

15. Stream shaded by trees and shrubs

16. Logs, sticks and leaves along stream bed for 
fish habitat

17.  Cool, clear, flowing and fresh-smelling water

18. Stones and plants not covered in silt

19.  Algae and water plant growth minor in 
summer

20. Natural habitat for birds and other stream life

21. Lots of fish, insects and other aquatic animals

22.  No rubbish, attractive environment

Actions (1–11) to keep a stream healthy and safe

1. Car washing water flows on lawn not into stream

2. Garden chemicals used far away from stream

3. Silt fence around construction site to trap soil run-
off

4. Covered topsoil pile

5. Buildings back from floodplain

6. Natural floodplain in grass or wetland to soak up 
water

7. Open fences in floodplain let flood water flow 
through

8. Fences keep kids safe from water

9. Bridge instead of a pipe for a more natural flow

10. Culverts gently sloping and low in the water let 
fish pass

11. Pavers and natural materials instead of solid 
concrete

2
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WHAT DOES A HEALTHY CITY STREAM LOOK LIKE?

Useful links 

Caring for urban streams
www.aucklandcouncil.govt.nz/EN/
planspoliciesprojects/reports/technicalpublications/
Documents/TR2013020caringforurbanstreamspart1.pdf 

Hooked on Native Fish Factsheets
www.landcare.org.nz/Regional-Focus/Hamilton-Office/
Hooked-On-Native-Fish/Fish-Fact-Sheets1 

Community-Owned Rural Catchment Management:  
A Guide for Partners
www.landcare.org.nz/catchmentguide 

Adapted from:  
www.aucklandcouncil.govt.nz/EN/environmentwaste/
stormwater/Pages/caringforurbanstreams.aspx
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CHAPTER 2

Volcano  
to Sea
THE STORY – HOW A CITY COMMUNITY 
CAME TOGETHER TO RESTORE THEIR 
SUBURBAN CATCHMENT

Over a 3 year period, people from all walks of life, 
and ethnicities, from pre-schoolers to pensioners, came 
together for a common purpose. 

They shared two things – the urban catchment they 
lived in, and a dream to turn their concrete jungle into a 
suburban paradise. This is their story.
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It’s no urban legend – here are the facts!

The Volcano to Sea project was initiated by the NZ 
Landcare Trust and substantially funded by the Ministry 
for the Environment to pilot a model for delivering 
urban landcare in the Auckland Region. 

Here are some facts and figures:

$300,000  Budgeted total cost over 3 years.

$150,000  Worth of “in-kind” support from project 
partner staff and volunteers.

3,387 ha Size of the catchment.

130,000 People in the catchment.

16.458 km Length of Pakuranga Stream and 
Wakaaranga Creek (approx).

Project Outcomes (at half way point): 

1878 Volunteers.

7737 Native trees planted.

26 Tree planting and other events.

22 Workshops and presentations.

24 Litter clean ups.

245 Bags of rubbish collected.

Volcano to Sea is a partnership project between 
Landcare Trust and:

• Auckland Council (Enviroschools, Local and Sports 
Parks South, Sustainable Catchments, Wai Care).

• Hauraki Gulf Forum.

• Enviroschools Foundation.

• Sustainable Coastlines.

• Ngai Tai ki Tamaki Tribal Trust.

• Howick Local Board.

• Ministry for the Environment.
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City of volcanos

The laughter of children hunting for treasure on an 
ancient volcano near Half Moon Bay in Auckland, 
marked the launch of New Zealand’s first urban 
catchment-wide restoration project. 

The volcano (Ōhuiarangi) lies at the head of the 
small catchment, which sweeps down and around to 
the northwest out into the Hauraki Gulf – hence the 
project’s evocative name: Volcano to Sea.

The catchment at the centre of this story sits in the 
culturally diverse Howick ward of Auckland City. The 
volcano and other slopes in the catchment feed the 
Whakaaranga Creek and Pakuranga Stream, which 
flow into the Tamaki River and Estuary, and then out 
to sea.  

Local amateur historian Geoff Fairfield’s 1992 book 
‘Pigeon Mountain/Ōhuiarangi’, published by the 
Tamaki Estuary Protection Society, has a fabulously 
detailed account of the history of the area. Fairfield 
tells us that Ōhuiarangi was originally settled by an 
ancient Maori people, the Ngariki, and later by the 
current mana whenua (people of the land), Ngaitai 
of Tainui descent. Geoff’s model of Ōhuiarangi pa, 
on display at the Howick Historical Village, shows in 
detailed 3D just how the Ngaitai people would  
have lived. 

A time of plenty

Standing 55 m tall above the surrounding landscape, 
the mountain must have been a secure vantage point to 
keep an eye out for enemy threats from sea or inland. 
A fortified village here was home to many families, and 
high on the mountain’s north eastern side lay a burial 
site for those who had passed away, including, Geoff 
believes, Ngaitai chief Te Rangi Tauhia and his wife. 

The fertile volcanic soil on its sunny slopes were ideal 
for growing and storing bumper crops of kumara and 
other vegetables. A freshwater spring and rainwater 
that flowed from the volcano’s slopes fed the streams 
and Tamaki River, where abundant tuna, inganga, 
lamprey, freshwater mussels and kokopu offered a 
good feed, along with rich pickings of kaimoana from 
the nearby Tamaki Estuary. Forest birds and berries 
would have been plentiful in the pohutukawa and 
karaka groves, while the wetlands offered thatching 
materials and a place to grow taro.

This great era of Maori occupation ended in 1821 
with the severe musket wars led by Hongi Hika from 
Ngapuhi in the Bay of Islands.  By the time Europeans 
started to settle some 30 years later, the mountain 
village was abandoned and overgrown with bracken 
and manuka scrub.
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Moving a mountain

Early European settlers called the volcano ‘Pigeon 
Mountain’ - whether because of the pigeonwood 
trees that grew there, or the native wood pigeons that 
no doubt fed on them, no one today really seems to 
know.  Among the first families to farm here were the 
Fitzpatrick’s, whose 1852 kauri cottage can now be 
seen at the Howick Historical village. As settlements 
grew, so too did the demand for better roads. Volcanic 
scoria is an ideal material for road making, and by 
1848 Ōhuiarangi had already been designated for 
quarrying on the district plan maps. 

Today Ōhuiarangi is only half the volcano she once 
was. Her two craters have been completely quarried 
away, leaving a 30 m vertical drop on the north side 
down to what is now the suburb of Half Moon Bay. 
Quarrying, other earthworks and grazing animals 
have taken their toll. Over half the mountain has gone, 
along with many significant archaeological features of 
the early Maori settlement, and, sadly, their cemetery. 
Maori descendants, historians, and concerned locals 
still grieve over these losses.

In 2014 a Treaty of Waitangi settlement was signed 
with the Tamaki Makaurau Collective of 13 Auckland 
iwi. The volcano was officially named Ōhuiarangi/ 
Pigeon Mountain and ownership was vested to the 
collective. It is now co-governed by the collective and 
Auckland Council for the common benefit of iwi and 
all the people of Auckland. The mountain is still open 
to the public, with walkways, cycle ways, a playing 
field, BMX track and Scout hall, crowned by a scruffy 
collection of old pine trees.

A degraded environment 

Ōhuiarangi/Pigeon Mountain today is symbolic of the 
changes witnessed throughout the wider catchment. 

Council ecologists reckon there would have once been 
continuous cover of native vegetation from Volcano to Sea, 
with pohutukawa forest on the slopes, swampy wetlands 
on flatter land, and saltmarsh and mangrove forests lining 
the coastal inlets. 

From the top of Ōhuiarangi you can still see the 
mangroves, and some freshwater wetlands, but nearly 
all of the original forest has gone, replaced by houses 
and roads. The waterways can be hard to spot, as large 
sections of the Pakuranga Stream and Whakaaranga 
Creek now flow invisibly beneath paved-over suburbia.

Described by Auckland Council in 2013 as “one of the 
most degraded in the Region”, this catchment sits near the 
bottom of the league table for just about every scientific 
measure. Water quality in the streams they monitor was 
particularly low, with only the toughest species living in 
them. Two monitoring sites on the Pakuranga Stream are 
among the worst five locations for fresh water quality in 
Auckland. Where the stream flows into the upper Tamaki 
Estuary the marine sediment has some of the highest levels 
of toxic heavy metals in the Auckland region.

In many places the streams are barely recognisable. Boxed 
into wooden channels, straightened into shallow concrete 
troughs, or piped underground, these modified waterways 
are no place for a fish or any other species to live. Most of 
our fresh water species prefer cool water temperature (up 
to the low teens) but on a summers day the lack of shade 
and the heat thrown off by black roads and iron roofs, 
warms these streams up considerably.

Despite the heavily developed nature of the catchment, 
birdlife is still present, particularly in tidal areas and 
wetlands along the Tamaki Estuary that host many 
migratory wading birds. In the bush patches though, silent 
killers - rats, mice, hedgehogs, possums, mustelids and pet 
cats - likely take their toll on wildlife, and because most of 
the reserves are tiny, pests are likely to quickly re-invade 
any areas that have previously been controlled.
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Working in concert

When NZ Landcare Trust first looked at this catchment 
it certainly seemed like a terminal case, surely too far 
gone to save. But as they say, where there’s a will, 
there’s a way – and there was certainly evidence of a 
will. Many people living here definitely did care about 
the state of their environment, and some were already 
working in a local park or their own backyards to 
plant up stream banks, clear weeds or tackle pests. 
The seeds of hope had already been sown.

Working in isolation or in small groups, though, can 
feel a bit like an uphill battle. So it’s often a relief and 
highly motivating to know there are others chipping 
in. That’s where the Volcano to Sea project comes in. 
Like a concert conductor, the project has helped all 
those who care about their local environment work 
together in harmony, and cranked up the volume on 
their environmental messages.  

What a diverse group of people they were too! 
Kindy kids, recent immigrants, businesses, teenagers, 
local iwi, parents and grandparents - just about every 
demographic was somehow involved.

The project had a vision to connect all these groups 
and create an ecological corridor – a pathway for 
nature - linking the dormant volcano with the Hauraki 
Gulf via the streams and Tamaki Estuary. 

Highlights and accomplishments

Over the three years of the project:

• School kids played detective, looking for bugs 
that tell us how healthy the water is. 

• Beauty editors risked nail and skin to plant 
hundreds of native trees thanks to a generous 
donation from Johnson & Johnson.

• The Chinese community spruced up the 
Pakuranga Stream, hauling out bag loads of 
rubbish and doing several planting days.

• Backpackers left a lasting gift, setting up a 
long-term monitoring programme to measure 
the health of the streams and estuaries under 
the guidance of Conservation Volunteers New 
Zealand.

• Sustainable Coastline’s ran beach clean-up days 
and a movie night to remind everyone that the 
end point of polluted stream water is the sea we 
all so cherish.

• Locals and the ‘Woody Weed’ mascot swapped 
weeds for native plants during Conservation 
Week.

• High school kids buddied with juniors to plant 
trees and create educational art during World 
Environment Day.

• Community volunteers became ‘Citizen Scientists’ 
after attending free training workshops on stream 
health surveys, plant propagation, pest control, 
wetland monitoring, plant ID, and estuary health 
assessments run by Wai Care, Auckland Council 
staff, Conservation Volunteers NZ, polytechnics  
and others.
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• Auckland Council Local & Sports Parks staff led a 
guided “Volcano to the Sea” walk and organised 
planting days on local reserves.

• The Howick Local Board adopted the Volcano 
to Sea as a flagship project for their community, 
and established an annual memorial award 
for schools and students who have made an 
outstanding contribution to nature conservation in 
the Howick and Pakuranga area. 

• Sustainable Coastlines organised Department of 
Corrections community work gangs to prepare 
sites for planting.

• Forest and Bird, Lions, kindergartens, Open 
Polytech and many others got involved.

“Events are an opportunity for building social cohesion, bringing groups of people together who wouldn’t usually cross paths. Conversations start when working side by side planting trees and eating together.” – Trudy Rankin, Volcano to Sea Coordinator,    NZ Landcare Trust

“Thank you for inviting us to the tree 

planting – the students loved it and it 

is important that they are involved in 

neighbourhood projects.”

– Monika Meikle, Elm Park School
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Marking milestones

To celebrate the end of Year 1, the project held an 
“Adventure Race” where teams vied to complete 
environmental challenges such as matching pests to 
control devices, naming native plants and guessing 
birds from their nests. The education stations were 
a great way to gauge their level of environmental 
knowledge, and provided an opportunity to educate 
people in a relaxed and friendly setting. The Friday 
evening event was a community-building occasion, 
with local families and schools fielding teams, and 
spot prizes thrown in by local businesses. 

In Year 2, they ran 6 training workshops, 16 planting 
days, and numerous other presentations and events to 
extend the reach of the project. Through these events 
people explored corners of their neighbourhood 
they didn’t know existed, increasing their sense of 
connectedness with their community.

Secrets to success

So just how did this all come about?

The Volcano to Sea team set out to develop an 
innovative catchment-scale initiative in Auckland which 
links communities, remnant natural features and the 
sea.  The NZ Landcare Trust Project's aim was “to 
capture the imagination of schools and community 
members, harnessing their enthusiasm to make positive 
changes in their local environment.”

The project operated successfully on many levels.

In the public eye, this was an exciting and vibrant 
project, with lots of fun, informative, educational, 
and action-oriented events. Everyone knew what was 
going on because the team made extensive and clever 
use of social media, newspapers, existing networks, 
community noticeboards, letter drops, and promotional 
opportunities to spread the word far and wide. Regular 
promotion on the projects Facebook page and email 
database kept the community informed, and regular 
events kept them involved.Tip: Letter box drops to the neighbours 

informing them of a proposed planting or 
clean-up day is not just good manners, it 
can also be an opportunity to invite them 
to join in.
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It started off with a bang, with a very well promoted, 
family-oriented launch that attracted over 350 people. 
The project name became a brand itself, evoking the 
linkages between natural features that Aucklanders feel 
strongly about - and, hey, what 10 year old kid doesn’t 
get excited by the word “volcano”? 

Behind the scenes though, the Volcano to Sea team put 
in the hard yards. Just getting to the point of the launch 
took many months of research, negotiating, relationship 
building, fundraising, brainstorming, and planning. 
Some of the detailed steps they followed are outlined 
in the ‘how to’ parts of this document.

The core elements of making a change were:

• Education/promotion about the catchment and its 
needs.

• Upskilling the community in restoration methods 
through hands-on training days.

• Action on the ground to clean up waterways and 
enhance biodiversity.

• Monitoring the environment to see what difference 
has been made.

The NZ Landcare Trust Project Coordinator Trudy 
Rankin was aware that training events and planting 
days have flow on effects, saying “Hands-on 
opportunities to do on-the-ground work with supervision 
and with all resources supplied, upskills the community 
and arms them with new knowledge and confidence.” 
She hopes residents will replicate these actions in their 
backyard and take their friends and family to see the 
trees they’ve planted in their local park.

Education was a big part of the project, so right before 
school groups headed off for their “learning outside the 
classroom” experience, a park ranger, project partner 
or project coordinator visited to discuss the project with 
the students. The kids loved having a guest speaker, 
and teachers appreciated the clear curriculum links. 
Combining education with action means that the 
physical on the ground work has much more meaning 
and context. When participants understand exactly 
what they are doing, and why, you get better results.

Making use of existing relationships, networks, events 
and models worked well. For instance, when the 
Eastgate Community Trust was keen to look after a 
local reserve, the Adopt a Park concept was a useful 
model. By piggy-backing their events on existing 
celebrations like Seaweek or World Environment 
Day, the project team could leverage off the bigger 
promotion, and by setting up information booths 
or sharing stalls with like-minded groups at large 
community events, they could reach thousands of 
people with less  promotion and event organising. 

The project was also able to co-ordinate the work 
of existing community groups, and support work in 
priority areas, like the Pakuranga Chinese Association 
who hold their annual litter clean-up day along the 
Pakuranga Stream.

Connecting with existing events and groups was key 
to the success of the project, allowing it to make much 
bigger gains than resources would have otherwise 
allowed.
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And now?

Like restoring a house, restoring a catchment doesn’t 
stop once the new walls are up and the carpet laid. 
There will always be maintenance to be done, weeds 
to keep on top of, enrichment planting to go in, and 
monitoring to keep an eye on how it’s going. In the 
three years that the project has been funded it has put 
the building blocks in place. It has taught the locals the 
how-to’s, given them the tools and got a fair chunk of 
planting sorted. 

What the Volcano to Sea set out to 
achieve (objectives)

1. Encourage stewardship of the 
environment by schools and the local 
community.

2. Enhance local area biodiversity, 
contribute towards improved water 
quality in the area and embrace Iwi 
cultural values.

3. Support and strengthen collaboration 
between schools, communities and 
project partners including Iwi.

4. Develop simple resources focussing 
on ecological restoration, catchment 
based management and socio-
cultural values.

5. Enable schools and community 
members to collect scientific data 
and share their results with the wider 
community.

6. Develop an educational programme 
to facilitate learning about catchment 
and associated area ecology, socio-
cultural values and restoration 
processes. 

“Wai Care have been involved with aspects 

of the Pakuranga Stream water quality for 

over 10 years. It was great to further/extend 

this work into researching and surveying the 

tidal wedge where Inanga spawning takes 

place. ... Once identified, this zone was then 

protected and enhanced with appropriate 

plants.”

– Kate Loman-Smith, Wai Care Coordinator
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The challenge now is to keep it going. Will a new 
leader emerge to co-ordinate the project? Will a 
sponsor come on board? Will the community keep up 
the energy and enthusiasm to maintain the vision? 

The Volcano to Sea team hope so. They’d like to see 
the project continue as a self-sustaining, community-
led catchment restoration project, with the diversity of 
those involved matching the diversity of the Howick 
community. Ideally this project will have brought 
everyone together to build a resilient community that 
works in concert to achieve, exceed and creatively 
extend the project objectives.

Their long-term vision is for the Volcano to Sea project 
to become nationally acknowledged as a successful 
flagship project, and the model - through this guide 
- used successfully in other urban catchments around 
New Zealand. 

They hope that this story will inspire you to take up the 
challenge, and apply the tips in this guide to your own 
project.

Ten steps to success – the Volcano to Sea experience

1. Strong planning
2. Inspiring, well-promoted brand
3. Engaged project partners
4. Drawing together existing groups/projects
5. Paid co-ordinator
6. Scientific input where needed
7. Clever use of social media
8. Engaging, fun public events
9. United approach and consistent messages to the community
10. Local focus
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Climbing a Mountain – the Volcano to 
Sea experience

Many of us know the story of the tortoise and the hare 
and the moral of the story - slow and steady wins 
the race. This childhood fable also applies to urban 
restoration projects as taking the time at the onset to 
develop solid and lasting partnerships is what a project 
will need in the long-term to be successful. It is also 
important to remember that environmental change takes 
a long time.

Starting the Volcano to Sea project was similar to 
climbing a mountain in many ways. It was hard work 
to get to the top but as you reach the summit you begin 
to gain a better perspective and can start to speed up 
as the trek down the other side becomes clear. We 
started slow and took our time developing the project 
through careful project planning, an application for 
funding to Ministry for the Environment and building 
strategic project partnerships. 

After a successful project funding application we were 
able to hire a dedicated project coordinator who 
fortunately was very familiar with the project area and 
working with Auckland Council. Once on board the 
coordinator did some research on all of the community 
groups that existed in the catchment area and started 
to build the community connections. The project 
coordinator also got to work planning the first event 
and spreading the word about the newly established 
project (make it a celebration and invite everyone). 
Then came the tipping point where the project gained 
momentum and sped up through events, volunteers and 
project partners. 

Useful links

Volcanos Education Kit
www.aucklandmuseum.com/CMSPages/
GetAzureFile.aspx%5C?path=/aucklandmuseum/
media/main/education/teachers_guide/
teacher_resources_library/science_educaton_kits/
volcanoesbn.pdf 
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“You know you have been successful when 
people start calling you to find out when 
the next event will be and how they can get 
involved!” 

– Heidi Clark, Volcano to Sea Coordinator, 
   NZ Landcare Trust



2323



24

CHAPTER 3

Getting 
started
SETTING UP AN URBAN CATCHMENT CARE GROUP

Catchment care groups can be any size, from two or 
three people upwards. The scale and structure of a group 
is determined by the issues being addressed, the size of 
the project area, and the number of people willing to get 
involved. 

Smaller groups might simply be a row of neighbours along a bushy gully 
slope fighting the same weed problems, or a bunch of friends with a 
shared interest in, say, a local beach.

Get together

Identify issues 
/key players

Celebrate 
your start

Set the  
ground rules

Clarify roles

Sort out your 
structure
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3Forming a small urban catchment care group can be a 
good way to give structure and efficiency to a project 
and help its continued development and success as 
people move on. 

Sometimes small groups find that their environmental 
interests are shared with other groups in the local 
area and they may join forces to form a larger, more 
formal entity, particularly when it comes to seeking 
funding. Maybe a small conservation group is working 
upstream to restore the bush, while downstream a 
scout group is planting bare stream banks. It may 
make sense to band together and share ideas, skills or 
resources.

Large formal groups are usually the product of 
widespread or complex issues, which is likely to be the 
case for a whole catchment restoration programme. 
The Volcano to Sea Project provides a good example 
of how such a group forms and operates. In this case, 
rather than being a group in its own right, the Volcano 
to Sea was a coalition of existing groups working for 
a common goal. Read about their experiences when 
forming a project team in this chapter, or for the full 
story, the Volcano to Sea case study in Chapter 2.

Key features of successful community engagement.

Community groups identified the following:
• Trust among group members and local authorities.

• Identifying key local players and gaining their input.
• Having a formal group structure and identifying group objectives.• Spending time together to bond.• Building and maintaining confidence in abilities.• Links with other groups in the same area doing similar work and linking with resources and support.

• Being flexible and creative when working with members.
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1. Identify the issues and key players

Start by getting clear in your own head what the issue 
or problem is. From there, it’s important to get a feel for 
what others in the community think. 

Talk to a range of local people to see if they share 
your view and are interested in taking action. Your 
local or regional council, Department of Conservation, 
local hapu, residents, local conservation groups, 
businesses and schools are all great places to start. 
Gather as much expert knowledge as you can early in 
the project to avoid reinventing the wheel.

Think about who’s likely to have an interest in the issue, 
who might be affected by any actions, and which 
agencies might have a legal responsibility or interest in 
the matter. 

This will also help you check that there aren’t any other 
groups in the area already looking at the matter. If 
so, you could join their group, join forces, or focus on 
another issue or catchment.

The Volcano to Sea experience

The Volcano to Sea project deliberately set out to select 
a catchment that would demonstrate what can be 
achieved with a well-oiled programme. The Ōhuiarangi 
Catchment was identified by Auckland Council 
staff as having a dense population and significant 
environmental issues, but also great opportunities, 
including a highly diverse community, several active 
existing groups, and an engaged council. A literature 
review by council scientists pinpointed the ecological 
issues in the catchment which helped with deciding 
who needed to be involved.

From the start, the NZ Landcare Trust worked to 
engage strategic partners in the Auckland Region 
and found many who were willing to contribute funds 
and staff time, including Auckland Council (Parks, 
Enviroschools, Wai Care, Stainable Catchments), 
the Hauraki Gulf Forum, University of Auckland, 
Enviroschools Foundation, Sustainable Coastlines, 
and the Ministry for the Environment, who provided 
most of the funding after a successful application by 
NZ Landcare Trust to their contestable Community 
Environment Fund. 

The core partners then used existing networks, a 
google search, a list of local schools and websites 
like NatureSpace to identify ‘stakeholders’ – others 
working on or interested in restoration in the catchment. 
Engaging mana whenua as partners was important to 
ensure iwi have a leadership role, and that their stories 
and perspectives were included throughout the project 
implementation.

Lessons learned:

• Involving iwi and the local board from the outset is 
crucial. 

Success factors:

• Personal approach: one-on-one introductory 
meetings prior to a more formal facilitated initial 
Project Partner meeting. 

• Existing relationships: the project coordinator had 
pre-existing relationships and familiarity with some 
of the project partners, making it easier to start 
working with them. 

• Diversity: the broad range of partners brought 
a wealth of perspectives, generating healthy 
discussion and a holistic collective view point.

• Buy-in: strong support from community groups.
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2. Get together

Once you feel there is enough interest in the idea, 
hold a ‘get together’ to discuss everyone’s thoughts. 

This could be simply a gathering around your kitchen 
table or could involve a formal public meeting in the 
local hall chaired by a council or Landcare Trust staff 
member. 

The main purpose of a first meeting should be to:

• Bring together people who are interested in the 
issue.

• Allow for discussion about the issue and possible 
solutions.

• Confirm whether the project is a ‘goer’ for a 
community effort.

• Identify the next steps, which may include getting 
commitment to form a group or project team.

Write down the ideas discussed and agree on the 
next steps by the end of the meeting. This might be as 
simple as agreeing that you want to meet again, form 
a group, or could go as far as setting some goals 
for action on agreed key issues. Don’t forget to pass 
around a sign-up sheet for people to add their name 
and contact details to help you organise the next 
meeting.

A site visit may be a good way to reach a common 
understanding of the issues.

The Volcano to Sea experience

The key players were brought aboard one at a time 
following a personal approach by the project initiator. 
The one-on-one meetings meant no one felt any peer 
pressure to contribute more than they comfortably 
could.

Once all the key players were identified and invited 
to join the project, a meeting was held to discuss 
the issues and put together some action points. An 
independent facilitator ran the meeting, so everyone 
was confident that their comments were considered 
in an unbiased process. After the meeting the group 
went on a tour of the catchment to look at existing 
projects and issues.

Lessons learned:

• Regular bite-sized communication with the project 
partners was greatly appreciated, and meant the 
partners could promote the project and events 
through their own networks.

Success factors:

• Third-party facilitation: the initial project 
partner meeting was facilitated by a strategy 
consultant, who was independent, objective 
and experienced with building strategic project 
partnerships. 

• Knowing the project area: A tour of the project 
area showed the project partners the realities of 
the catchment issues, and let them get to know 
each other in a relaxed setting. 

Tip: It can be helpful to have someone from an existing urban catchment programme come along to share their experience. As other catchment groups form it will help everyone if their coordinators regularly network and visit each other’s sites, to share and discuss key learnings and processes.
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3. Work out your group structure

There are no hard and fast rules about how a 
successful catchment group should be structured. 

Some groups find the absence of a legal status limits 
their opportunities to gain funding, so may look into 
forming an Incorporated Society or becoming a 
registered Charitable Trust. With this formation of a 
legal entity come the compliance costs of auditing, 
minute taking and establishment of a bank account.

For others, an informal structure is better because their 
projects are small scale, administrative resources are 
limited, or members simply aren’t ready to go down 
that path. There will still be some funding and support 
available to groups without legal status, and larger 
funding needs may be resolved by partnering with an 
existing legal group or agency to handle the funding 
aspects.

The approach your group chooses may depend on: 

• The level of commitment available to run a formal 
group.

• Whether you need to formalise project detail in a 
legal document (e.g. constitution).

• The amount and possible sources of funding 
needed for your project.

Where there are many existing groups, each with 
their own structure and processes, it may be more 
appropriate to enter a partnership where each group 
remains independent but works collaboratively, 
perhaps formalised by a MOU (Memorandum of 
Understanding) or TOR (Terms of Reference) document, 
so everyone knows where they stand.

The Volcano to Sea experience

The Volcano to Sea project involved bringing together 
a number of existing restoration and education 
activities and relationships operating successfully 
within the project area, including Auckland Council’s 
Parks  and Heritage Department, Wai Care and 
Enviroschools programmes.

The project partners developed a Terms of Reference 
(TOR) document which captured on paper the 
commitment of the project partners. The TOR option 
was chosen because it did not create legally binding 
rights or duties, but outlined in good faith everyone’s 
contribution. Because this was intended to be just a 
3 year pilot project, the TOR was seen as a good 
structure. In this way, the project operated as a series 
of coordinated groups with a common purpose and 
clear plan of action.

Lessons learned:

• The need to be flexible in TOR agreements to 
allow members to add new partners if one or 
more of the original project partners is unable to 
contribute as much as they had hoped. 

Success factors:

• Solid relationship-building prior to formalising 
the group meant a lot of trust and good will was 
already established.

Tip: Both formal and informal structures can 

work successfully, although a more formal 

approach can improve your eligibility for 

funds and grants.
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4. Clarify roles

Smaller groups can be informal, with members sharing 
the coordination role and teams established for discrete 
tasks.

Larger groups may wish to assign or elect people to 
roles such as:

• Chair – the group spokesperson, chairs meetings 
and ensures everyone has their say.

• Deputy chair – supports the chairperson, steps in 
when the chair is away or if they step down.

• Secretary – takes minutes, deals with 
correspondence, circulates agendas and minutes.

• Treasurer – handles the money side of things 
(purchasing, accounting, financial reports).

Other members may be given designated roles, like 
publicity officer, fundraising coordinator, or volunteer 
coordinator. Consider if all of these tasks can be 
done by volunteers, or if you will need to employ a 
coordinator. 

A project coordinator can work with agencies, land 
users, local authorities, research providers, businesses, 
non-government agencies, iwi, schools and local 
community people to integrate best practice. A 
coordinator can advance skills, knowledge and 
resources, and support sustainable land use and 
land management initiatives across the catchment. 
Professional project coordinators can bring specialised 
skills, and are less likely to fall under the influence of 
office politics, or favour one group over another. They 
can bring an independent and more objective view of 
what is best for the project.

“Running successful events that show instant 
and long-lasting results is rewarding and encouraging for volunteers to be involved with”.

– Trudy Rankin, Volcano to Sea     Coordinator, NZ Landcare Trust
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5. Set the ground rules

Clear and agreed on ground rules will keep your 
group running smoothly.

Formal groups will need to have a deed or 
constitution - a document that sets out things like:

• The group’s purpose.

• Membership fees if any.

• How often meetings or elections will be held.

• A process for handling internal disputes. 

• When their financial year starts, etc.

Even informal groups may need to develop plans and 
processes for keeping volunteers safe, or to outline 
how they’d like to run meetings.

You may also want to clarify things like who you are 
comfortable seeking grants from.

The Volcano to Sea experience

The Volcano to Sea project partners wrote down an 
action plan at their first meeting. They agreed to meet 
up to 6-8 times per year to discuss project delivery, 
team tasks and progress over the 3 year funding period 
of the project.

The focus was on a project, rather than establishment 
of a group, so there was no need for a Deed or 
Constitution, or to seek members. However, the project 
did want to reach, inform, educate and involve a great 
number of people, so a Facebook page and Twitter 
account were set up, and sign-up forms used at events 
to build a contacts database.

Lessons learned:

• Having clear project goals, that the project 
partners understood and agreed to, ensured 
consistent messages were given by the project 
partners at the wide range of events.

Success factors:

• Use of a competition at the launch that formed 
the basis of a contact database (ensure the form 
asks for permission to later contact them about the 
project).

• Regular communication and meetings: sharing 
information of interest, project milestone reports 
and upcoming events so project partners can 
support and promote them through their networks.
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 “Events such as the launch are a great 

way to publically acknowledge the fantastic 

environmental work that volunteers do”. 

– Trudy Rankin, Volcano to Sea Coordinator, 

   NZ Landcare Trust
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6. Celebrate your start

Getting a group set up is a major milestone. Take 
time to celebrate, and let the rest of the world know 
of your existence.

Sure, you’ve got some planning ahead of you to 
ensure the work you do is coordinated, and that you 
have the resources you need, but getting actively 
involved ‘on the ground’ at an early stage will help 
build on the initial enthusiasm and encourages people 
to stick with the project. 

A high profile project launch can capture the public’s 
imagination, attract the attention of the media and 
potential funders, build your group’s membership and 
raise awareness of the issues and your project.

Read Chapters 4 and 5 for more details and 
suggestions on Planning and Maintaining Momentum.

The Volcano to Sea experience

The Volcano to Sea project set off with a bang – a 
big launch on Ōhuiarangi/Pigeon Mountain which 
attracted around 350 people. This was held on 
a late summer Friday evening so a wide range 
of people could attend. Food, information stalls, 
fun activities for the children and a family-friendly 
educational movie made for a memorable event.

Read Chapter 5 to find out more about the Volcano 
to Sea project launch.

Useful links

From Seed to Success: A guide for Community 
Conservation Projects
www.doc.govt.nz/Documents/getting-involved/
in-your-community/community-conservation-
guidelines/seed-to-success-guide.pdf

From Seed to Success: Tool Kit for Community 
Conservation Projects
www.doc.govt.nz/Documents/getting-involved/
in-your-community/community-conservation-
guidelines/seed-to-success-toolkit.pdf  

Setting up an incorporated society or charitable trust
www.societies.govt.nz/cms/incorporated-societies

For more information about the common structures 
available to community groups and for help with 
deciding what will best suit your group, check out the 
links on our website at 
www.landcare.org.nz/Landcare-Guide
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CHAPTER 4

Hatching  
a plan
SETTING GOALS AND OBJECTIVES

Good planning from the start will mean that your group’s 
activities have a much greater chance of making a 
difference on the ground. It also helps everyone to be 
clear on what’s happening and why.  

[images to include people pouring over 
maps, looking at features in the field,]

Identify and cost 
out actions and 

priorities

     Establish vision, 
goals, objectives

Put it into 
action

Confirm  
your plan

Decide how to monitor  
and evaluate progress

Plan around risks
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Plan to succeed

Preparing a plan of action is an excellent place to start 
and it doesn’t need to be a lengthy document. 

A good action plan should include:

• The results you want (your vision, goals, 
objectives).

• Actions that will be taken and what needs to be 
done first (priorities, timelines).

• What resources (staff, tools, dollars) are needed 
and how they will be provided.

• Who will take which roles and responsibilities.

• How coordination, communication and decision-
making will take place.

• How progress will be monitored.

See also Chapter 5 for ideas on communicating your 
plan, and Chapter 6 for tips on how to monitor and 
evaluate it.

1. Establish vision, goals, 
objectives.

2. Identify and cost out 
actions and priorities.

3. Plan around risks.

4. Decide how to monitor 
and evaluate progress. 

5. Confirm your plan.

6. Put it into action.

4Steps involved in planning 
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1. Establish vision, goals, objectives 

A vision is usually what made your group form in 
the first place. Someone had an idea or dream. 
“Wouldn’t it be great if…?”. Others heard about it 
and felt inspired, and here you are, brainstorming how 
to get there!

Your goals and objectives are what you need to do 
to realise that dream. If your dream is, say, to relieve 
suffering of stray animals in Peru, your goal might 
be to set up an animal hospital in Lima, and your 
objectives might include learn Spanish in the next two 
years and get your vet degree within five. Objectives 
are more specific than goals and should be realistic, 
measurable and have a set timeframe.

A simple way to generate goals and objectives is 
to workshop with sticky notes. Write out your vision 
statement in clear view and ask: ‘What do we need 
to achieve in order to realise our vision?’ and ‘What’s 
in the way of us achieving the vision?’ to help clarify 
the critical areas for action.

Once you have your goal(s), it’s helpful to break them 
down into ‘do-able’ chunks of work. Clear project 
objectives are crucial because your project's success 
will be measured by how closely you meet them. 
It can be helpful first to divide the goals into short, 
medium and long-term. 

Don’t be too worried about funding or resources at 
this stage – unfettered brainstorms can lead to some 
brilliant left-field ideas! The next step of costing and 
prioritising can help sort out what is do-able, or what 
may become another project in its own right.

After getting ideas, clumping and naming them, you 
can develop goal statements. One person could 
take these away to refine and bring back to the next 
meeting for further discussion. 

The Volcano to Sea experience

The Volcano to Sea project goal was defined from 
the outset: to develop a new, innovative catchment-
scale initiative in Auckland which links communities, 
remnant natural features and the sea. Developing this 
Community Urban Restoration and Education Guide 
to enable key learnings and processes to be applied 
to other urban catchments around NZ was part of 
the original plan. A significant amount of planning 
occurred early in the process by a core Project Partner 
team, who put together a funding application to the 
Ministry for the Environment. 

From this, six objectives were developed:

1. Encourage stewardship of the environment by 
schools and the local community.

2. Enhance local area biodiversity, contribute 
towards improved water quality in the area, and 
embrace iwi cultural values.

3. Support and strengthen collaboration between 
schools, communities and project partners 
including iwi.

4. Develop simple resources focusing on ecological 
restoration, catchment based management and 
socio-cultural values.

5. Enable schools and community members to 
collect scientific data and share their results with 
the wider community.

6. Develop an educational programme to facilitate 
learning about catchment and associated area 
ecology, socio-cultural values and restoration 
processes.  

Lessons learned:

• A well-focused, purposeful and staged project 
plan with clear outcomes is needed to hang it all 
together and ensure everyone is working towards 
something worthwhile.

Success factors:

• A professional facilitator to run the brainstorm 
session which formed the basis of the Volcano to 
Sea implementation plan.

• Regular review of the plan and signoff by all the 
project partners.
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2. Identify and cost out actions and  
    priorities

Meeting your objectives will require actions or tasks.  
Draw up a table for each objective and list the things 
that need to be done to achieve them. Then sort out 
who will be responsible for each task, and when it 
needs to be done by. 

Some tasks will have to be completed before others 
can start, while some can be done together, so it’s a 
good idea to draw up a timeline and line up the tasks 
up along it – whiteboards and sticky notes are handy 
for this.

When developing action lists consider:

• Any legal requirements, consents or permits you 
might need.

• Whether you have/need landowner permission.

• What impact the action may have on others, e.g. 
will your planting block neighbours views?

Once you have your actions sorted, your funding 
needs will be clearer. Depending on the type of 
project and group structure, you may wish to apply 
for funding, maybe to employ a coordinator, hire 
contractors for dangerous or technical tasks, or buy 
tools or plants.

There’s a range of funding options and it’s worth 
building a diverse portfolio, including:

• Contestable funds/grants.

• Sponsorship/ naming rights.

• Donations, e.g. GiveALittle web page.

• Crowdsourcing.

• Membership fees.

• Event entry fees.

• Bequests.

• Traditional fundraising (movie nights, raffles, etc).

There’s never enough money, it seems, to do 
everything you want, so you’ll no doubt have to 
prioritise. Put some indicative costs next to your actions 
(you can firm them up later) and decide:

• What you can afford.

• What you could delay.

• What you could find additional funds for. 

• What you may drop from the project.

The Volcano to Sea experience

In the first meeting of the project partners the team 
developed enough material to create an implementation 
plan which was drafted up by the project coordinator. 
The plan listed each objective, and general strategy for 
achieving it. In a table they listed a set of actions and 
some tips from the meeting on how they might achieve 
them. Each meeting wrapped up with an action list for 
members. The implementation plan was reviewed and 
updated each year.

The MfE grant covered a lot of core tasks, but 
sponsorship was also sought from local businesses. 
Even so, there was more that could be done to create 
a complete volcano to sea corridor, particularly within 
the funded 3 years, so they set about prioritising. For 
instance, the council ecologists identified potential 
inanga spawning sites as an early priority for stream-
bank planting. Similarly, the project partners had their 
own staff time constraints, so they focused on attending 
and supporting the events that most suited their needs.

Some of the project supporters were inspired to find 
their own funding, for instance Conservation Volunteers 
NZ used the Volcano to Sea project requirements to 
secure grants to run training workshops for catchment 
residents.

Lessons learned:

• The value of scientific input and local knowledge 
to help prioritise actions.

Success factors:

• Clear and specific objectives.

• Annual review and update of the action plan to be 
able to reflect on progress and adjust as situations 
changed.
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4. Decide how to monitor and evaluate 
progress

It’s important for any group to regularly reflect on how 
their project is going and take time to learn from their 
experiences. 

This doesn’t have to be an arduous process and can 
involve the group discussing simple questions such as 
“what’s working well?”, “what isn’t working so well?” 
and “what could we be doing differently?” 

Make sure your action plan includes details on how 
and when you will evaluate your project. 

Evaluation involves reflection, but is far from just a 
naval-gazing exercise. Plan to gather relevant data 
along the way, so you have firm facts on what you 
have done, and the difference it is making. 

See Chapter 6 for more details on how to evaluate 
and monitor your project.

The Volcano to Sea experience

The Volcano to Sea implementation plan scheduled 
in time for reviewing the project on a yearly basis. 
They evaluated their project under four themes: 
environmental, economic, social and cultural.

The implementation plan was checked at each project 
partner meeting to tick off those actions that had been 
achieved or make notes on their progress and next 
steps. This continual evaluation of progress helped 
keep the project on track and ensured any ideas 
raised or decisions made at the meeting fitted in with 
the original objectives.

Lessons learned:

• The value of having access to technical experts 
to help design robust evaluation and monitoring 
methods.

Success factors:

• Regular project meetings that involved reference 
back to progress against actions and objectives.

3. Plan around risks

In the heady rush of excitement to get the project 
underway, doing a risk analysis may feel a bit like 
signing a pre-nup before a wedding! After all, what 
could go wrong? 

You never know quite what life may throw at you, 
so it’s good to do a bit of ‘black hat’ thinking of the 
potential pitfalls, and come up with some fall-back 
positions. What if your co-coordinator gets a fabulous 
job offer in the wilds of Mongolia, or a key project 
partner gets restructured to another role? This doesn’t 
mean the whole project comes to grinding halt, you 
just need to have a Plan B for the most likely scenarios.

Have a brainstorm with the project team on things that 
could go amiss. Ask “what if…?” questions. Decide 
how likely each risk is, and how serious it would be, 
and come up with some ideas to counter (mitigate) the 
most likely and serious ones.

Some options may be:

• Seek support from a different stakeholder.

• Change priorities.

• Try a different approach to achieve the goal.

The Volcano to Sea experience

The Volcano to Sea project plan listed a number 
of risk factors and included strategies to ensure the 
project would not get derailed.

As the project proceeded the preventive actions listed 
in the risk analysis ensured most of the risks remained 
in the “didn’t happen” basket. Because of the early 
planning, risks such as lack of public buy-in simply 
didn’t eventuate.

This was a long term project, and one eventuality that 
did arise was the resignation of the project coordinator 
to start a family. To ensure the project continued 
smoothly the team ensured a generous overlap 
with the new coordinator which allowed a gradual 
handing over of the reins.

Lessons learned:

• Value of having a risk analysis to be able to 
quickly respond as situations arise.

Success factors:

• Regular review of the plan to ensure everything 
was on track and reacting quickly when issues 
arose.
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5. Confirm your plan

For goals and objectives to be effective, it is important 
that all project stakeholders officially agree to them. 

Have a sign-off or resolution recorded in the minutes 
of one of your project team meetings. Ensure those 
present have the authority to sign on behalf of the 
agency they represent.

If it’s right for your group, and you haven’t already 
done so, why not make it official with a public project 
launch? Make sure to include your funders and 
other supporters, and if appropriate, neighbouring 
landowners, relevant agencies, and of course the local 
media.

A fun event can capture the community’s imagination, 
and bring lots more supporters on board. It’s also a 
great way for partner groups to showcase their own 
environmental contributions.

See Chapter 5 for details on the Volcano to Sea 
launch.

6. Put it into action

Once your group has decided on a structure, agreed 
on its vision and goals and established a plan, it’s 
time to put things into action! 

Having a clearly defined task to work on at the 
outset will help the group come together and 
keep everyone’s interest high. Start with something 
simple that is easily achievable to build the group’s 
confidence – there is nothing like a sense of shared 
achievement to motivate people.  

Useful links 

Community project guidelines on the Department of 
Conservation website
www.doc.govt.nz/getting-involved/run-a-project/
community-project-guidelines/

The Volcano to Sea experience

The Volcano to Sea aimed to plant 10,000 trees –  
a massive task! Rather than feel daunted, the group 
started off with some baby steps. First they held a 
plant propagation training event and a few rubbish 
clean up days. Their first planting day was child’s play 
– literally – as it involved the kids from Wakaaranga 
Primary and Farm Cove Intermediate schools. Working 
with schools meant reaching a lot of young minds 
through a single point of contact. As the programme 
progressed, community planting events were added 
to the schedule. These meant a lot more work in 
terms of promoting it to get people to come along, 
but enabled them to reach different sectors of the 
community.

Lessons learned:

• It was a challenge to maintain the high level of 
excitement generated at the launch, and channel 
it to action on the ground. Plan follow-up events 
to run shortly after your launch and use the launch 
to promote them.

Success factors:

• Working with schools to get some runs on the 
board, and provide some media attention. This 
helped expand their network to parents and other 
locals.
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CHAPTER 5

Gathering 
momentum
BUILDING AND MAINTAINING SUPPORT

“One of the successes of the Volcano 

to Sea project was the brand itself.  The 

community were able to identify with each 

event as being a part of the same project, 

creating a sense of togetherness and unity 

in positive action.” 

– Ryley Webster, Community Education  

   Manager, Sustainable Coastlines

Building and maintaining momentum, through 
well planned and executed events and regular 
communication is a vital component to any 
community restoration project. It generates awareness 
and creates a positive experience for the project 
participant who is most likely a volunteer. 

Here are a few helpful steps to follow for maintaining 
the energy and excitement of any project.
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51. Familiarity breeds success

In an urban environment there are often many 
community groups and exciting events that can be in 
competition for your volunteers' time. For example, the 
Volcano to Sea project area has a large population 
that is very diverse with many stakeholder groups with 
which to engage (over 130,000 people from 70 
ethnic groups).

Make sure others are aware of your project and start 
spreading the news. In order to create more project 
awareness you might find that the creation of a brand 
is helpful. Brands are often easier to remember as they 
are usually developed to be simple and catchy (e.g. 
Volcano to Sea). 

Once you have a brand you need to make others 
aware of it, so it is important to have a signup sheet 
at every event. This will ensure that volunteers and 
other interested parties will be included on your 
project mailing list and are aware of your Facebook 
page. It is important to be clear with people when 
they are signing up so they understand what to expect 
and don't feel like their privacy is being invaded. 

Events can be useful for:
• Building a database of people interested in being involved with the project. 

• Gathering baseline social awareness data.
• Increasing awareness of the project in the local community.
• Generating excitement about the project that can be channelled into Action on the Ground.

• Giving something to the community - providing educational resources, giving participants access to environmental experts who answer their questions.
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2. In any event

Events are another great way to build awareness 
about your project, so once you have developed your 
project partnerships and built the brand it is helpful if 
you can publically launch your project. 

Build on that excitement with regular events, ideally 
ones that become part of the community’s calendar, 
looked forward to year after year.

Here are a few tips to make sure your events are well 
attended and build momentum for your project.

1. Advance planning. You can never start too 
early to plan your events as inevitably the day 
will sneak up on you. Early planning means 
you can often get some good publicity in the 
local paper and spread the word through 
your project partnerships and other community 
communication channels (see section in this 
chapter on communications for some more tips). 

2. Other events. Find out what other events and 
festivals might be happening on your chosen 
date. If you are a small group with limited 
resources you may wish to join up with a larger 
event to help raise awareness about your project. 
If you are a larger project it might be important 
to hold it on a date when you know that there 
are not a lot of other events that may reduce the 
attendance at your event. 

3. Knowing your community. You will need 
to learn how to best engage with your 
community. It is often helpful to ask members 
of your community that are from different ethnic 
backgrounds, demographics and age groups 
about the types of activities and food they enjoy, 
and what they might be interested in learning 
more about.

Tip: Check Wikipedia for a List of 

Environmental Dates: 

en.wikipedia.org/wiki/List_of_

environmental_dates

Think about the types of events you may wish to 
organise for your project:

• Celebratory events and parties. It is important 
to hold a project kick-off event and to celebrate 
project successes. They help increase awareness 
of your project. Celebratory events should be 
fun and engaging for people of all ages and 
be culturally sensitive. Making events free and 
ensuring that there is food available, always 
helps. A celebration event should look to 
showcase the results, but also to celebrate a 
milestone (or milestones) that is directly aligned 
with an outcome you are trying to achieve.  

• Work on the ground. Ecological restoration-
based events like planting days and litter clean 
ups can be highly effective at making a great 
deal of difference in a short period of time. Two 
hours of planting with even a small number of 
volunteers can put a lot of native plants and trees 
in the ground. Also, running successful events that 
show instant and long lasting results is rewarding 
and encouraging for volunteers to be involved 
with.

• Training events. These help provide value 
for your community, not only to skill them in 
the areas you need help, but to give them 
opportunities to develop their own skill set. It is 
useful to think about what skills might be lacking 
for the completion of your project and then bring 
in an expert to up-skill the whole community. The 
nice thing about these types of events is that you 
don't need to be the expert, your role can be 
taking care of the logistics like hiring the hall and 
sourcing some food for the event. 

• School events. Teachers are often interested in 
finding hands-on learning opportunities for their 
students. Identify the local schools within you 
project area and contact them. When you are 
working with schools it is important to contact 
them well in advance and find out how your 
project could link in with their curriculum.  See 
Chapter 7 for more tips on school events.
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• Annual/theme day events.  See if there are any 
special days like Earth Day, World Environment 
Day or World Planting Day that might work to 
give your event an extra boast. By coordinating 
your event with one of these special days you 
may be able to get media coverage which can 
help increase the awareness and profile of your 
project. For example linking a big community 
planting event with Matariki Day (Maori New 
Year) provides a way of demonstrating the 
projects iwi cultural values.

• Collaboration events. Once your project is 
launched and others are aware of what you 
are doing there will be opportunities to join 
in on events that need stalls representing like 
minded organisations. Collaborating in this way 
demonstrates that you care about the community 
and are willing to work with others. You might 
even find that they are willing to help you out at 
your next event.

• Thank you events. Your volunteers, funders, 
project partners and other supporters work hard 
to help achieve the vision. Get-togethers are a 
great way to say thanks, and let your supporters 
get to know each other. Make “thank you” events 
relaxed and not too busy - allow plenty of time 
for people to chat. Guided walks followed by a 
BBQ in a nice setting are ideal.

In short, events are one of the best ways to build 
and maintain the momentum of any project and can 
be scaled up or down depending on your project's 
resources. 

The more frequent your events the more people will 
have a chance to engage with your project. One 
measure of an event's success is community groups 
and volunteers coming back again and again. These 
are the types of volunteers who can build your support 
circle and increase the success of your project. 

Events are a great way to strengthen collaboration 
between schools, community groups and residents, 
and project partners and build social cohesion. They 
can bring together groups of people who wouldn't 
usually cross paths.  Conversations start when working 
side by side planting trees and eating together. 
Friendships can form at events, and by linking people 
together your project may address some social needs.

Tip: If people-power is an issue you can always get a local community group to help you out by putting on the BBQ.  It can be a fund-raiser for them too.
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The Volcano to Sea experience

The Volcano to Sea had a lot of people to engage 
(over 100,000 in their catchment!). So they started 
with a big public launch on Ōhuiarangi/Pigeon 
Mountain to introduce the project. They had a 
massive turnout of over 350 people, and all the 
project partners and environmental groups were 
able to showcase their work, hand out brochures or 
educational resources, or sign up new members. 

Food and entertainment played an important role 
ensuring everyone had a great time. The excellent 
turn-out boded well for the project, which emphases 
encouraging local people to get involved in the 
delivery of an environmental restoration project in 
the heart of Auckland.

Lessons learned:

• The value of using a competition to encourage 
people to complete an awareness survey - the 
basis of a contact database (with permissions 
signed) and also baseline social information.

Success factors:

• Extensive publicity - Publicising the event 
widely, including arranging for a story about 
the project to be printed the week prior in the 
local newspaper.

• Linking to other events - The launch was held 
within other widely published events - during 
Seaweek (national) and Parks Week (trans-
Tasman) which provided additional promotion 
and the opportunity to build relationships with 
other organisations.  

• Accessibility - The event was free and held at a 
convenient time and place for most people to 
attend.

• Inclusiveness - In such a culturally and socially 
diverse catchment it was important to provide 
vegetarian food to cater for a large section of 
the community.

• Strategic planning - To capture a range of 
community sectors the promotional material 
was translated into Mandarin and put into 
their cultural newspaper and onto websites that 
target youth (mainly international students) and 
middle aged Chinese kiwis.

• Effective planning and budgeting - Including 
development of a run sheet so everyone 
involved understood the schedule and event 
goals.

• Activity selection - making it free and interesting 
for as many people as possible, (e.g. stalls from 
community groups and agencies, running a 
feature film for families, and fun educational kids’ 
activities).

• Prizes - giving away two tickets for a ferry trip to 
Tiritiri Matangi Island enticed over 100 people 
to fill out a survey which initiated a project 
database of community members to receive 
project updates and invites to future events.

Tip: Know and establish your different 

communication channels early - talk to your 

project partners about any networks that 

they might have and get to know your local 

media people. 
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3. Spread the word

We live in an increasingly complex world surrounded 
by a flood of  information delivered through a 
myriad of communication channels.  How to get your 
message out? At first glance this can appear to be a 
daunting task but fear not, you can achieve surprising 
results armed with a basic understanding of key 
communication tools (such as meetings, emails, social 
media, newspapers, radio, television etc.) .

PLANNING

If you need to engage with people, whether to 
educate or involve them, you will need to think about 
how to communicate with them. Consider making a 
communications plan, like the one in Appendix 3. 
A communications plan can help you improve your 
desired outcome and is relatively easy to do. The main 
components are:

1. Purpose - Why do you need to communicate?

2. Who is you audience or audiences?

3. What do you want them to do or know about 
your project?

4. What is your key message or messages? They 
may be different if you have more than one 
audience.

5. Timing - When do you need to deliver your 
messages?

6. How - What method will you use to  
deliver your messages?

7. Resources - What will you require to  
get your message out?

COMMUNICATION TOOLS AND TECHNIQUES

If your project wants to encourage community 
engagement you will need to make sure people are 
aware of your project so that they can get involved. 
Here are a few examples of the communication 
practices the project used:

• Social media. The use of social media via a 
dedicated Facebook page is an important aspect 
of communication in this digital era. Facebook 
pages allow for photos and comments from 
events to be posted and upcoming events to 
be promoted. Importantly, it provides a venue 
for people to post their own feedback, ideal for 
gathering praise, or suggestions. 

• Newsletters. Keep your supporters up-to-date with 
regular newsletters. Printing can be expensive 
unless you have a sponsor or supporter who can 
do them in-house. Apply to NZ Post Community 
Post for postage-paid envelopes. Encourage 
recipients to share them, leave them in their staff 
tea-room, doctors reception room etc.  You can 
save on printing costs and paper by using an 
electronic newsletter. Online tools like MailChimp 
are free and easy to use. Just remember, not 
everyone is on email!

Get to know your local business association, 

local board and other local groups. You 

might consider going along to community 

group meetings and telling them about your 

project. An established group may be looking 

for a local project to support and may be 

willing to pitch in and help your project.
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• Multiple channels. Use a range of methods to 
communicate with project partners, including 
regular face-to-face meetings, email updates 
and phone calls, to ensure that a high level of 
communication and dialogue is maintained. 

• Flyers and posters. For all major events a mixture of 
different methods to spread the word can be used 
such as local newspapers, council communications, 
posters and flyers in strategic community locations 
(e.g. libraries, community centres, sports and 
education facilities, community notice boards etc.) 

• Database/email list. Make sure the names and 
emails of project participants are captured at 
different events to develop a community of people 
who will support the project. 

• Letter drops. Keeping local area residents informed 
about your project and inviting them to the events 
is another way to encourage greater participation 
and communication.

• Face-to-face meetings. Local businesses can offer 
support in the form of sponsorship or donation of 
goods, e.g. for raffles or community BBQ’s. Design 
a special event invitation and hand deliver them to 
key businesses. This gives you an opportunity to talk 
to the business owner about the project and see 
if they are interested in supporting it. Asking them 
to post your flier on their shop window is a good 
starting point (take your own sticky tape or Blu 
Tack!).

• Presentations. Talks to local schools, community or 
business groups, and professional organisations are 
great for spreading the message. Start with like-
minded groups, they will be an easy audience to 
build up confidence. Often groups like Forest and 
Bird or Rotary are looking for guest speakers at 
their meetings.

The Volcano to Sea experience 

The Volcano to Sea Project successfully used a number 
of different communication tools and developed a 
communication plan which added to the success of 
the project. 

In order to reach the local area businesses a special 
event invitation was designed and the project co-
ordinator personally went to local businesses and 
hand delivered them.

Keeping project partners informed was highly critical 
to the success of the Volcano to Sea Project as the 
project partners helped to provide the governance, 
direction and support for the project.

Lessons learned:

• The value of paid advertising to boost the number 
of likes and participants on the Volcano to Sea 
Facebook page (just $33 lead to a doubling of 
likes in a matter of days).

Success factors:

• The Volcano to Sea email list was a valuable 
communication tool to achieve reliable volunteer 
support for the delivery of different events and 
activities.

• The project was fortunate to have access to an 
experienced and talented graphic designer to 
create promotional material for events.   
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Useful links

For more information on communication and event 
planning please check out the following additional 
resources:

From Seed to Success: A guide for Community 
Conservation Projects Guide
www.doc.govt.nz/Documents/getting-involved/in-your-
community/community-conservation-guidelines/seed-
to-success-guide.pdf

From Seed to Success: Tool Kit for Community 
Conservation Projects
www.doc.govt.nz/Documents/getting-involved/in-your-
community/community-conservation-guidelines/seed-
to-success-toolkit.pdf

Community Support Project Launch (website news 
release)
www.landcare.org.nz/News-Features/News/
Community-Support-Project-Launch

Tips on organising an outdoor event (in this case for 
wetlands but with transferable tips) 
www.doc.govt.nz/getting-involved/events-and-awards/
national-events/world-wetlands-day/resources/
organising-a-wetland-event/
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CHAPTER 6

Tracking 
progress 
MONITORING AND EVALUATION  

Playwright George Bernard Shaw once said 
“The only man who behaves sensibly is my 
tailor; he takes my measurements anew 
every time he sees me, while all the rest go 
on with their old measurements and expect 
me to fit them”. 

It might have been intended as a joke but the message 
is clear – if we want to get good results from our 
catchment work we have to keep taking measurements 
to monitor and evaluate our progress.

Having ways to check on your progress (monitoring) 
and take stock of where things are at (evaluation) 
are important for your group to function effectively. 
Monitoring and evaluating can help you identify issues, 
build on your successes and learn from your mistakes. 

This section provides an overview and tips on 
monitoring and evaluating your projects outputs and 
outcomes.

“In a project like this It is very important 

to understand where you started and how 

far you’ve come as it gives a sense of 

accomplishment to everyone involved. It is also 

essential for project funders and can be helpful 

in securing future funding.”

– Heidi Clark, Volcano to Sea Coordinator, 

   NZ Landcare Trust
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1. Evaluation 

Evaluation is the start and end point of the monitoring 
and evaluation cycle. It involves advance planning of 
what sort of monitoring you need to do, or questions 
you need answered, and why. Then analysing and 
considering your monitoring data and other information 
including feedback from others. It enables, or forces 
us, to take stock, reflect and learn from what we’ve 
done, and then think about new ways of doing things. 
If monitoring is saying “what did we find”, evaluating 
is asking, “what does it mean and what can we do 
about it?”

Section 8 of the Department of Conservation Tool Kit 
for Community Conservation Projects (see Useful links) 
provides some specific evaluation techniques that are 
summarised here.

Evaluation should be factored into your initial project 
planning. When you are setting your vision, goals and 
actions, consider how and when you’ll check your 
progress against them. For instance will you:

•  Refine your project as you go, so that evaluation 
is part of your regular project activities?

•  Evaluate the project at agreed milestones, e.g. on 
a yearly basis or after major activities?

•  Compare progress against your baseline at the 
end of the project? 

There are many different ways to evaluate your project, 
depending on your project scale and stakeholder 
needs. A small project could be evaluated using 
a well-structured workshop at an evening meeting 

Options for Project Evaluation

Main Purpose of 
Evaluation

Suggested Approach

To learn from what 
you are doing

Flexible and are based on 
reflection among group 
members, e.g. a quarterly 
discussion and critique of 
monitoring results, or an 
independent, expert review 
of your approach/results.

To find out 
whether your 
project is meeting 
community needs

Asking the community, 
e.g. a community or online 
survey, workshop, or 
written invitation to provide 
feedback.

To measure 
progress against 
specific goals

Checking against goals/ 
objectives, e.g.  numbers 
of attendees at an event, 
number of plants put in 
the ground, number of 
volunteer hours logged, 
change in water quality.

To evaluate an 
event

Enables you to access what 
participants got from the 
day e.g. handing out a 
feedback sheet at the event, 
or conducting a phone 
survey of participants a 
few days later. Sometimes 
a small reward such as a 
chocolate fish or prize draw 
can encourage people to 
take part.

6attended by project partners. 
A large, expensive multi-year 
project might warrant employing 
a specialist, or at least getting 
their help with evaluation design.
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The Volcano to Sea experience

The Volcano to Sea project evaluated their project 
under four themes: environmental, economic, social 
and cultural – see the table on page 59 of what the 
Volcano to Sea measured to evaluate their project 
benefits.

The implementation plan scheduled time for reviewing 
the project on a yearly basis using three main 
techniques: 

• A review by the project partners of goals and 
actions.

• A peer review of the revised plan by someone 
outside the project.

• An annual open day for the wider community to 
update people on progress and seek community 
feedback and ideas, a bit like an Annual General 
Meeting (AGM).

Feedback from participants as events were carried out 
helped inform project direction and ensured that events 
continued to meet community needs. Broader interest in 
the project was measured by project website traffic as 
well as comments from friends and followers on social 
media sites.

Tips for effective evaluation:
• Be clear about your purpose.
• Relate everything you 

investigate back to your 
original questions.

• Confirm your questions and 
methods with stakeholders/ 
funders.

• Have defined boundaries.
• Use simple processes.
• Include and analyse all 

relevant data.
• Respect values, rights 

and perspectives of those 
involved

• Ensure the results are valid 
and reliable.

• Scale the evaluation methods 
to your project size.

The key steps for evaluation are 

1.  Design and plan. Clarify why you are doing 
an evaluation, how you want to use the 
evaluation results, what questions you want 
answered (it may be a requirement of a 
funding provider). Identify possible sources 
of data and what you will gather, and how. 
Agree with your project partners the evaluation 
purpose and procedures including timeframe, 
indicators (measures or benchmarks that will 
be used), and how you will ensure you respect 
the rights of all those involved.

2.  Gather information. Gather all the data using 
the methods or techniques you identified, 
e.g. questionnaires, interviews, discussions, 
measurement of effects on the environment, 
and tests. 

3.  Analyse the information. This may include 
preparing recommendations. Check that your 
conclusions respond to the purpose of the 
evaluation.

4.  Put your results into practice. Use your 
conclusions to adjust what you are doing and 
to guide your next steps.

Evaluation, is about judgement and often peoples 
personal opinions, so it’s important that you 
respect their rights and values. This may require 
confidentiality agreements.

Once evaluation data has been gathered and 
analysed, check your conclusions against your 
goals and objectives. Make sure you put your 
results into practice – take them on board and use 
them to influence how you work! It’s also helpful to 
tell others what you’ve learned so they can benefit 
from your experience.
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2. Monitoring 

Monitoring involves regularly collecting and analysing 
information to help measure progress on some aspect 
of your project. You may take regular water quality 
samples, or keep a good track of your expenditure 
against the project budget. Monitoring is a critical 
part of your evaluation process and should be 
designed to help evaluate the results of your project.

Keeping records and regular monitoring:

• Helps people see progress and builds a sense of 
achievement.

• Can help when promoting the project or 
applying for funding.

• Can contribute to our wider understanding of 
ecosystem health and management.

• Can alert us to new issues or unintended 
consequences of our actions.

Monitoring takes time, money and commitment, so be 
clear about what you need to measure. What, where, 
when, how, how often, and for how long you will 
monitor all need to be clarified from the outset. For a 
community catchment project you will no doubt want 
to monitor environmental measures, but you might 
want to look at social and cultural ones too. Get 
someone with the right skills in to help, and ask other 
groups what they do.

It’s crucial to measure both what you did (your outputs) 
and what you achieved (your outcomes). If you only 
record the number of plants you put in the ground, 
you’ll have no idea if they survived, if they grew big 
enough to shade the water as intended, or if they did 
the job of holding that eroding hillslope. On the other 
hand, if you only monitor the environmental things 
like water quality or wildlife, how can you know or 
convince others that it was your actions that made the 
difference?

Tips for effective monitoring:

• Use scientifically valid techniques.

• Measure only aspects relevant to your 

project.

• Do it regularly and the same way each time.

• Keep good records.

• Use the results in your evaluation to support 

or adjust project goals and actions.

Keeping records of outputs - what you have done - is 
important for many reasons:

• To measure against your annual targets.

• To give your volunteers a sense of collective pride 
and show them the ‘big picture’.

• To compare with outcome monitoring, to ensure 
you are doing the right thing or to guide you to 
another path.

• To show funders and supports.

• To help plan next year’s tasks.

• To help keep track of costs.

Output monitoring needn’t be onerous if you keep at 
it, little and often is the key. 

Spreadsheets are the easiest way to go. For every 
event or working bee day, note on a line in your 
spreadsheet:

• The date.

• Type of event (e.g. planting day, monitoring, 
weed control).

• Number of participants.

• Who attended (if it was a named group for 
instance).

• Number of hours spent at the site, 

• Number of plants that went in the ground (if 
relevant).

• The cost of materials used on the day (e.g. plant 
purchases, toilet hire). 

Put a simple formula in the next cell to multiply the 
number of people by the number of hours and - hey 
presto! - you have the total labour effort! By the end 
of the year you can quickly report how many events 
you held, how many people attended them, and how 
many trees were planted, how often weed control 
was undertaken, how many hours volunteers spent 
contributing to your project, and more. The results can 
be pleasantly staggering!

Another spreadsheet may have the number of plants 
you put in the ground per species (you’ll know from 
your nursery orders). A quick tot up at the end of the 
year and you have the exact make up of species in 
the ground – have you got the right mix, are there too 
many of some species, enough variety for the site? 
This information will be very helpful for planning next 
year’s tasks.
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The Volcano to Sea experience

The Volcano to Sea project coordinator and 
partners kept good records of their outputs by 
logging:

• The number and type of participants (e.g. 
school students, community volunteers, 
agency staff) at planting days, workshops 
and other project events. 

• Number and type of resources distributed 
(e.g. factsheets).

• Volunteer hours contributed to e.g. community 
planting days. 

• Area of weeds cleared (m2). 

• Area of coastline cleared (m2).

• Amount of rubbish removed (kgs or m3) and 
item count from rubbish audits. 

• Type of rubbish removed.

• Number and type of native plants planted 
(e.g. bird food trees, culturally significant and 
rare plants).

• Area planted (m2).

Project outcome monitoring

If you are spending a lot of time and money doing things 
to enhance the environment you’ll want to know you are 
doing the right things and making the difference you 
want. Outcomes are what you have achieved – although 
they may not necessarily be things you set out to achieve!

For a catchment restoration project, you will no doubt 
want to demonstrate that biodiversity or the health of the 
environment has been enhanced over the project period. 
In a community focussed project though, social, cultural 
and economic measures may be equally important.

No matter what you are monitoring, the first step is a 
baseline survey to describe how or what the situation 
was before your project kicked in - a benchmark for future 
comparison. The other value of the baseline survey is to 
gather more facts about the issues facing the catchment 
to help firm up your actions. 

Baseline surveys can be as simple as taking ‘before’ 
photos of a stream bank prior to planting or weed control 
to show people how it has changed since the project 
started. Or maybe a social survey around your launch 
date to measure the level of awareness or interest in 
catchment restoration before you kick off.

Repeating your baseline survey regularly, over the 
medium to long-term, helps to demonstrate changes in the 
catchment over time and in response to restoration effort.  
It may take a few years for the changes to become 
obvious, so focus initially on reporting your outputs to 
help keep the community engaged in the project. Think 
also about how you will store and share your data – do 
you have your own website, or could you put the data on 
existing sites like Formak, NatureWatch or NatureSpace?

There are lots of useful environmental monitoring kits 
and tools – see the Useful Link section at the end of this 
chapter.
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Outcome area Measure Source of measure 

Environmental 
Weeding, rubbish removal, 
pest control and replanting with 
natives will benefit birds, fish, 
insects and plants. Rubbish 
removal will mean fewer 
pollutants entering the foodchain. 
Riparian planting will screen 
nutrients and pollutants, lessening 
their impact downstream; 
stream and river margins will be 
stabilised and sediment reduced.  

• Rubbish count (type, amount 
m3/item count) at sites where 
on ground works take place. 

• Records of plants in the ground 
by species.

• Before and after photographs 
e.g. of stream banks and 
other sites where on ground 
works will take place (e.g. 
eroded slopes) to show the 
establishment of desirable 
plants. 

• Photos and records made 
during/after each event of 
e.g. what type of rubbish, 
how much and where it 
was collected, how many 
plants etc. Data put into 
a spreadsheet for quick 
summing of amounts.

Economic 
The project will aim to leverage 
support from Businesses and 
Corporates for e.g. running 
community events.  

• Volunteer days funded by 
businesses and corporates.

• Sponsorship either as cash 
donation or in kind (e.g. 
provision of marquee for 
planting day). 

• Event attendance registers.

• Amount donated, by who, 
and materials provided (from 
planning/budget documents 
created pre- and post each 
community event). 

Social 
The practical focus of activities 
(e.g. planting and monitoring) 
will provide a range of learning 
opportunities for participants. 
Engaging in the local environment 
will help build stewardship of 
local places by local people.

• Number of attendees at events, 
attendees attending events 
more than once.  

• Number of students engaged in 
the Volcano to Sea project.

• Feedback during and resulting 
from community events.   

• Number and type of 
participants at planting days, 
workshops and other project 
events (e.g. school students, 
teachers, community volunteers, 
agency staff).

• Event attendance registers.

• Log of volunteer hours.

• Social media postings (e.g. 
Facebook).  

• Number and type of 
resources distributed (e.g. fact 
sheets, Community Urban 
Restoration and Education 
Plan).

Cultural
Incorporating plants of cultural 
significance (e.g. used for 
weaving, medicine, carving) into 
the restoration sites will strengthen 
relationships between catchment 
communities and their local 
environment. Detailed discussion 
with local iwi will guide which 
plants will be most appropriate.

• Number of taonga species 
incorporated into plantings. 

• Species lists for planting sites.

What Volcano to Sea monitored to evaluate their project benefits
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The Volcano to Sea experience

An environmental monitoring plan was developed 
for the Volcano to Sea project by an Auckland 
Council ecologist. The aim was to be able to provide 
evidence that the project had achieved things like 
increased richness of indigenous species through the 
catchment, higher water quality, and healthier in-
stream habitat for aquatic species.

Each catchment was divided into monitoring areas 
and a table listed the type of habitat, what would be 
monitored and how often. The plan recommended 
estuarine surveys, intertidal wader bird surveys, 
vegetation assessments, forest and garden bird counts, 
animal pest monitoring, lizard & invertebrate surveys 
and shellfish monitoring. It proposed a range of 
methods including modules and tools from the Wai 
Care programme and the WETMAK kits.

Monitoring data were originally intended to be 
collected by schools and community members and by 
working in partnership with the University of Auckland 
to open opportunities for university students to carry 
out research on aspects of the Volcano to Sea project. 
The timing didn’t work out, so instead Conservation 
Volunteers New Zealand (CVNZ) were contracted to 
carry out the baseline survey, gathering data on ten 
urban reserves in the catchment. 

The survey results led to some new ways of thinking. 
For instance the CVNZ monitoring showed a 
low number of seedlings at bush edges in parks, 
possibly because of contractor spraying. Talking to 
the contactors may be a simple way to increase the 
health of native bush patches. Another example was 
the finding that most of the birds were non-native, 
perhaps because there was not enough food trees 
– encouraging locals to plant flowering and berry-
producing natives in their garden may boost native 
bird numbers.

Social outcomes have been measured by website 
traffic, followers on social media sites, feedback from 
participants at events and the online survey tool – 
SurveyMonkey. Auckland Council social scientists 
helped develop robust survey forms and procedures.

One issue the team has yet to resolve is where to 
store and share the monitoring data. Websites like 
NatureSpace may be used, Auckland Council may 
store it or a dedicated Volcano to Sea website could 
be set up.

Lessons learned:

• The challenge of measuring tangible 
improvements over a short project time frame.

• The value of gathering of data at the start to help 
develop suitable actions and to get a baseline 
before the project begins to have an effect.

Success factors:

• Utilising the skills of project partners such as 
Auckland Council scientists.

• Using existing, well-tested monitoring methods.

• Using prizes to encourage people to fill in survey 
forms at events to help establish baseline data on 
environmental awareness.
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Wetland Monitoring and Assessment Kit (WETMAK)
www.landcare.org.nz/wetmak

Stream Health Monitoring and Assessment Kit 
(SHMAK)
www.niwa.co.nz/our-science/aquatic-biodiversity-
and-biosecurity/tools/shmak

DOC’s Inventory and Monitoring Toolbox for 
community groups
www.doc.govt.nz/biodiversitymonitoring/                     

Freshwater Invertebrates Guide
www.landcareresearch.co.nz/resources/
identification/animals/freshwater-invertebrates

Ngā Waihotanga Iho - Iwi estuarine monitoring toolkit
www.niwa.co.nz/te-k%C5%ABwaha/research-
projects/ng%C4%81-waihotanga-iho-iwi-estuarine-
monitoring-toolkit

A Cultural Health Index for Streams and Waterways: 
Indicators for recognising and expressing Māori values 
www.mfe.govt.nz/publications/cultural-health-index-
streams-and-waterways-feb06

Useful links 

From Seed to Success: A guide for Community 
Conservation Projects Guide (see table on page 51  
to help plan your evaluation)
www.doc.govt.nz/Documents/getting-involved/in-
your-community/community-conservation-guidelines/
seed-to-success-guide.pdf

Seeds to Success: Use the worksheet on page 4 of 
this link to help plan your evaluation
www.doc.govt.nz/Documents/getting-involved/in-
your-community/community-conservation-guidelines/
seed-to-success-project-worksheets.pdf

Wai Care Invertebrate Monitoring Protocol (WIMP)
www.waicare.org.nz/Resources/wcpublications.aspx

Wai Care invertebrate field guide
https://www.waicare.org.nz/Files/WIMP%20
pdf%202013.pdf 

Forest Monitoring and Assessment Kit (FORMAK)
www.formak.co.nz
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CHAPTER 7

Engaging 
the next 
generation
EDUCATION AND WORKING WITH SCHOOLS 

When people have a positive experience with the physical 
environment in which they live, it affects how they act, think and feel. 

That’s why so many people are passionate about working with young 
people and schools. By giving someone an experience in nature as 
a youth, that person often develops a greater sense of environmental 
stewardship and community belonging. 

This chapter covers a number of things that the Volcano to Sea 
project kept in mind when working with schools.
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Tips for working with schools

It you want to involve schools in your catchment 
restoration project, it is important to consider 
the needs of the teacher and students. Make it 
easy for teachers to engage their students in your 
environmental restoration project by being prepared 
before you approach them for their support. If you 
have an Enviroschools facilitator in your area, start 
by contacting them to explain your project and find 
out who might be keen to be involved. Primary and 
intermediate schools generally have more flexibility in 
their schedule than secondary schools.

There are two main options for working with schools 
outside the classroom. 

1. Regular site visits - this requires making an 
annual plan with the teacher and developing a 
good working relationship. It calls for a large 
degree of commitment and time, so is best suited 
to projects with on-going and sufficient funding 
and perhaps a dedicated education coordinator 
who can focus on working with schools. 

2. One-off lesson and site activity - these hands 
on experiences outside of the classroom can 
involve activities like planting, litter clean up, or 
monitoring. They may take an afternoon or a 
day, and should include learning theory as well 
as practical application.

It can be highly beneficial to first visit the school and 
talk to the children to explore their current level of 
understanding, and to explain the background and 
reason for the project they are about to embark on.

1. Making initial contact

Schools are inundated with 
requests from the wider community 
and organisations, most of which 
come via email.  It is important 
to make phone contact with 
schools initially, summarise what 
it is you are trying to achieve and 
the benefit to the school, and 
ask to be directed to the most 
appropriate person.  This is most 
often a teacher and you will be 
supplied with an email address.  
Make your approach email 
concise and to the point – too 
much information can be daunting 
and off-putting. As communication 
progresses there is plenty of time 
to flesh out the details.

7
“To enable students of all ages to get the most from hands on experiences it is preferable that they already have an understanding of the underlying principles and reasons why they are taking action.  ...  It is helpful for schools to be provided with a suggested lesson plan or classroom based activity prior to the hands on experience.  In the absence of a lesson plan, related Youtube clips or films are a good resource.”– Ryley Webster, Community Education     Manager, Sustainable Coastlines

Utilise existing relationships within schools. Do 
you know someone in management or a teacher 
at a school who would help to guide the idea of 
involvement from within?  

Teachers are very busy people so picking a good 
time to make your initial contact is important. During 
classroom hours is not recommended but calling 
before or after the school day is generally acceptable. 

In an initial conversation you may wish to consider the 
following: 

• Listening to the needs of the teacher and what 
their teaching objectives are for their class.

• Introduce the project and the project's objectives.

• Is there potential for tie in of your project to their 
curriculum?

• Have some age-appropriate activity suggestions 
with teaching objectives and dates ready.

• Understand who will take the lead role - if it is 
not the teacher you are speaking with it might be 
the principal, the envirogroup, the caretaker or 
the administration staff.

• Finish by organising a meeting - make a 
commitment to get together on a specific date to 
plan the details and then follow through! 
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2. Planning an outdoor activity

a)  Make it easy for teachers to go out of the 
classroom:

• Provide all activity resources on site.

• Discuss and organise permission slips and 
transportation arrangements well in advance.

• Consider providing certificates that students can 
take home with them to remember the day.

• Demonstrate links to curriculum and have tasks 
available for senior students, in which NCEA 
credits may be attainable (discuss in conjunction 
with teacher).

• Discuss event needs with the teacher, e.g. 
adequate supervision, transportation, toilets, 
shade/shelter, food/drinks, and a first aid plan 
for your chosen activity.

b)  Develop learning objectives for your project. They 
might include aspects related to: 

• The big picture. Learn about the catchment or a 
particular stream, the local ecology, socio-cultural 
values and restoration processes. For instance, you 
may want to discuss why streams are important 
and the role they play in an urban ecosystem. 

• My backyard. What parks, reserves, beaches 
or other public areas are nearby? Are there any 
unique or particularly sensitive areas close to the 
school that you want students to connect with? 
Keeping a local connection helps to contribute to 
the immediate community and builds a sense of 
place with students. Schools are also more likely 
to be involved if they are able to walk to the site 
as they have limited funds for transportation of 
students.

• My personal pledge. Explore the concept of 
environmental stewardship. Let students ask 
themselves “How can I be a good steward?” 
or “How can I enhance the biodiversity in my 
neighbourhood?” (e.g. tree planting, habitat 
modification, clean ups).

• What I know. Assess what level of understanding 
your group has. If they have been involved in the 
Enviroschools programme and are well engaged, 
you might be surprised by how much they already 
know about their environment. Let them teach you 
what they know as a starting point.

• Our changing world. Is there a monitoring 
component you can build-in that allows for regular 
and sustained activity with this school group? 
Establishing a benchmark as an initial activity can 
be a wonderful way to get data for your project 
and also connect students to their local area in an 
on-going way (e.g. shellfish stocks, bird counts, 
vegetation, marine environments and litter audits).

Tip: The majority of schools receive 

sign-off and permission from 

parents at the start of the year to 

enable students to partake in LEOTC 

[Learning experiences outside the 

classroom].  

Always check that this is the case, 

as you may need to provide the 

school with a consent form for 

a specific event, particularly if 

their generic form does not cover 

parental permission for the use of 

photographs and film footage.  

You may also wish to check with 

your organisation on liability issues if 

the schools generic consent forms do 

not cover third parties.
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“My particular highlight from the World Environment Day was seeing students from Howick College run a presentation for students from Wakaaranga School prior to the planting. This followed the presenter training sessions we had run with Howick College in the week leading up to the event.– Ryley Webster, Community Education    Manager, Sustainable Coastlines

c)  Plan suitable activities:

• Understand the size and age of the school group 
and organise your time accordingly (e.g. 20 
students can plant over 200 trees in 2 hrs).

• Split into groups to do smaller activities. 

• If you have two classes of students of different 
ages you may want to plan an activity where 
you can 'buddy' them. The older student can 
be paired with a younger student to add to the 
learning outcome and safety of the activity.

• Consider the attention span and abilities of your 
age group; a 5 year old may not be able to stay 
focused on an intricate task for more than 15 
minutes before they will need a break.

• Ensure safety of the children and the environment 
they are visiting (a large group of children 
may not be ideal for monitoring sensitive bird 
populations). Identifying hazards around the site is 
important not only for the school to understand but 
also for the event organiser.  

• Secondary School students may have less time 
but are capable of more independent activities 
and may be able to come out to a weekend or 
evening event that are outside of school time.

d)  Give the teacher specific options for project 
involvement, such as:

• Planting.

• Rubbish clean ups.

• Weeding (especially in an area that they initially 
planted).

• Animal pest control (consider physical and cultural 
safety with this activity).

• Environmental monitoring (e.g. tracking tunnels for 
rodents or lizards).

e)  Set dates for conducting activities based on 
general timing of project activities according to 
your region's seasonal calendar:

• May and June - tree planting.

• Spring, Summer, Autumn - weed control.

• Year Round - rubbish clean ups, animal 
pest control, environmental monitoring and 
other special events (e.g. Earth Day, World 
Environment Day).

Be prepared for the likely weather conditions on the 
day of the outing. Ensure students come equipped 
with wet weather gear, hats, sunscreen and proper 
footwear depending on the day. Think also about 
timing in relation to things like high tides in coastal 
areas.

f)  Get Creative - make it fun and memorable! 
On some of the Volcano to Sea planting days 
student's made a piece of art (flying fish) that they  
took home to act as a reminder of the day! 

Photos: Sustainable Coastlines
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3. Developing on-going relationships

Developing close working relationships with your local 
Enviroschool facilitator and school teachers in your 
catchment area will greatly improve the success of your 
project. 

Following up outdoor activities with a thank you email 
or hand-written card to the school and teacher is a 
nice touch that demonstrates you appreciate their efforts 
to help your project.  Maintain your connection to 
the teacher and students by sending email updates of 
upcoming planting events and inviting them to like your 
Facebook page or other social media.

Celebrate project achievements with students, 
community and volunteers to make sure everyone feels 
valued and appreciated for their contribution. 

In general, working with schools requires advanced 
planning and the ability to provide a valuable learning 
experience for students. With the Volcano to Sea 
project it was found that a lesson in the classroom 
when combined with a hands on learning outside 
of the classroom (e.g. winter tree planting or rubbish 
clean up) created a fun and memorable experience for 
students. 

The Volcano to Sea experience

The Volcano to Sea team explored two main options to 
involve schools in the Volcano to Sea project: regular 
site visits (e.g. the ‘Adopt’ a stream or monitoring 
site idea), and one off lessons offering hands on 
experience outside the classroom. It was quickly 
discovered that the ‘Adopt’ model requires a great deal 
of dedication, commitment and buy-in on the part of 
both the teacher and project coordinator. In general a 
three month notice was required to organise a winter 
planting event and a one month notice for rubbish 
clean ups, weeding, animal pest control and training 
in environmental monitoring.

The Volcano to Sea focussed on several key learning 
areas, including:

• The Ōhuiarangi Catchment and its ecology, 
socio-cultural values and restoration needs.

• Physical environment, e.g. water quality (pH, 
temperature, fish and invertebrate indicator 
species, clarity, salinity and velocity).

• Biodiversity enhancement - native plantings, litter 
clean ups.

• Monitoring - shellfish stocks, bird counts, 
vegetation, marine environments, litter audits.

• Environmental stewardship.

Auckland Council’s Education for Sustainability team 
(EfS) as a project partner provided support to engage 
local schools from the catchment area in the project. 
Large scale buy-in to the project came from the 
Enviroschool eastern school cluster (13 schools, on 
average 25 participants) who had whole year focus on 
‘Volcano to the Sea’ during 2013.  Three schools and 
one Early Childhood Centre - Pigeon Mountain School, 
Bucklands Beach Intermediate, Wakaaranga School 
and Cascades Kindergarten were particularly active as 
a result. The Outreach Advisory Service supported the 
project by working with five non-enviroschools about 
relating ‘Volcano to the Sea’ to the school curriculum.  

Lessons learned: 

• Your enthusiasm and excitement for your project 
is contagious, and students and teachers will 
be inspired by your attitude as much as your 
knowledge.

Success factors:

•  The Volcano to Sea newsletter and Facebook 
page kept teachers and students up to date with 
project developments and events, and helped 
them feel part of something bigger.
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Useful links  

A list of details (contact numbers, email address, 
decile, regional council area etc.) relating to every 
school in New Zealand can be found by following 
this link and downloading the appropriate form
www.educationcounts.govt.nz/data-services/
directories
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CHAPTER 8

Who are you 
working with?
KEY PROJECT PARTNERS

Many hands make light work, and two heads 
are better than one. A project as complicated 
as restoring a catchment benefits from a wide 
range of stakeholders working together.

Read this chapter for tips on working with some 
of the key partners involved with the Volcano to 
Sea project.
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“Urban catchment projects require a great 

deal of coordination and cooperation 

and have a critical role to play in the 

restoration and education goals of any 

urban environment. I believe that the future 

health of our town and city streams will 

benefit greatly from community-led projects 

and models like the Volcano to Sea where 

the strength comes from everyone working 

together.”  

– Heidi Clark, Volcano to Sea Coordinator, 

   NZ Landcare Trust
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1. Working with councils

Councils have a key role in environmental 
management, and a track record of working 
collaboratively with the community and other agencies. 
They usually have funding and grants available for 
community environmental projects, and may also 
provide in-kind support through a Terms of Reference 
(TOR) or project partnership model. They also issue 
consents that you may need to do any works related 
to waterways or the coast.

The Auckland Council was a key project partner for 
the Volcano to Sea project, as a large part of their 
core work involves catchment management and 
community work.  Around NZ other regional councils 
are working collaboratively with project partners 
on community catchment projects such as Auckland 
Council’s Project ‘Twin Streams’, and the Bay of Plenty 
and Waikato Regional Council’s ‘Kaimai Mamaku 
Catchments Project’. 

In the Volcano to Sea project Auckland Council 
provided the following:

• Identifying priority restoration sites. 

• Assistance with school and landowner liaison.

• Technical expertise (e.g. pest/weed control 
methodology, water quality surveys).

• Loan of materials such as spades for planting 
days, Wai Care water testing kits. 

• Assisting with on-ground practical work 
(preparing sites for planting, supervision).

• Providing peer review and feedback on 
project reports and educational material.

Project partners and stakeholders

The Volcano to Sea worked with a number of project 
partners and stakeholders. A partner is a party 
who has agreed early in the process to contribute 
in a specific, tangible way, either via direct cash 
contribution and/or support in kind through things like 
staff time, equipment, use of facilities etc. A stakeholder 
has a direct interest in the project. They may provide 
support and help, or simply wish to be informed or 
asked about what is going on.

The Volcano to Sea project partners included Auckland 
Council, Sustainable Coastlines, University of Auckland, 
and Enviroschools.  A number of stakeholders were 
identified early in the process.

8
• Providing advice on how best to link project 

activities to existing council educational 
programmes and enable the project to add value 
to council-led events.  

• Giving presentations to school groups, and 
leading guided catchment walks.

To ensure Auckland Council was fully engaged, high 
level of meetings and communication were a key 
feature of the project development phase, to ensure a 
strong level of understanding was reached between 
parties about the scope and nature of the proposed 
project. Communication with staff at key management 
levels also ensured that operational staff understood 
the project and knew what their contribution would be.
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2. Working with iwi

Maori are tangata whenua, ‘people of the land’, 
and regard themselves as Kaitiaki, guardians of the 
environment. 

Treaty settlements throughout NZ are increasingly 
positioning tangata whanau as co-managers of land 
with regional and district council, including catchments 
from mountains to sea. Therefore it is critical to involve 
tangata whenua right from the outset of a project.

Some important aspects tangata whenua can bring to 
a catchment project include:

• Full local history to provide context.

• Cultural perspective on what is valued or of 
concern in the catchment.

• Taonga species that could be included in 
planting, e.g. rongoa species with medicinal 
values, or flax varieties of particular weaving 
quality.

• Matauranga Maori and Cultural Health Indices 
to complement western science views of our 
natural environment and how best to monitor it.

In the Volcano to Sea Project, tangata whenua were a 
key project partner and included in one of the project’s 
key objectives. The local tangata whenua was Ngati 
Umupuia the manawhenua of the area. The objectives 
were to seek guidance from them on which taonga 
species to include in project plantings; provide an 

overview of cultural values of restoration areas and 
where possible assist with piecing together the social 
history of the area along with project partners.    

A potentially low level of participation from local iwi 
had been considered as part of risk management 
planning for the project. It was recognised that if 
maori cultural advice could be not be obtained directly 
from tangata whenua, other sources, such as iwi 
liaison staff from the Department of Conservation and 
Auckland Council could help provide information and 
knowledge.

Strategies employed to mitigate and manage this risk 
included a high level of meetings and communication 
during the project development phase to ensure a 
strong level of understanding is reached between 
parties about the scope and nature of the proposed 
project, and seeking to ensure that the addition of 
local as well as wider Maori cultural values in both the 
on-ground restoration works and educational resources 
were included.

“The Volcano to the Sea project provided a 

great platform for kids to learn about and 

care for their natural environment. It was 

great to see a range of people from within 

the Howick community working together 

on this project. It was that collaborative 

approach that made the project so unique 

and successful”.

– Anna Baine, Park Ranger, Auckland 

   Council



63

3. Working with community groups

New Zealand has nearly 30,000 registered charities! 
There’s no point re-inventing the wheel or duplicating 
effort. Find out what groups are already working in 
your area. Websites like NatureSpace are a good 
place to start, and your council contacts probably 
know lots of other groups (often such groups have 
applied to councils or DOC for funding). 

Some community groups operate wholly on volunteer 
time and resources. Respect their limitations. Their 
representatives may not be able to attend meetings 
or events during work hours, and they may not 
appreciate having to travel a long way to meet at 
a place that’s convenient to you. Think also about 
file sizes when emailing documents - they may have 
limited or expensive data allowances so it pays to ask 
first if it’s ok to send out a 10 MB file.

Other groups may have paid employees but most will 
have tight budgets and pre-set priorities. It pays to 
get in early. If your aims are well aligned, community 
groups may be very willing to get involved, as long 
as they have a good lead in time, or they can fit it in 
with their existing programmes. Don’t hesitate to talk 
to groups, they may jump at spontanious opportunities 
you have to offer.

Simple ways to help community groups:

• Write letters of support for funding applications.

• Provide links to their website from your site.

• Friend them on Facebook/forward their tweets.

• Invite them to set up stalls/banners/promotional 
material at events.

• Acknowledge their contribution, directly and 
publicly.

• Invite them to social networking events to increase 
their profile.

• Help them with their events, e.g. send out invite 
through your networks.

4. Working with volunteers

Volunteers are often perceived as “people who offer 
their time”, but most volunteers contribute so much more:

• Skills.

• Experience.

• Local perspective/insights.

• Links to other people/resources.

• Tools/equipment.

• Membership fees or donations.

Your volunteers are your biggest fans – they wouldn’t 
offer all this for free if they weren’t – so look after them:

• Thank them privately and publicly.

• Try to cover their costs if you can, e.g. petrol.

• Keep them safe – provide safety gear and hold a 
safety briefing before each working bee.

• Hold regular social events.

• Involve them in planning and decision-making

• Offer training and, particularly for the young ones, 
letters of reference.

• Offer them tasks they are most interested in doing

• Be aware of their needs, don’t expect more than 
they can offer.

• Bring tea and home baking.

• Make it fun!

Finally, remember, even though they are giving their 
time freely, volunteers value their time as much as the 
next person. Make sure when your volunteers turn up 
the tools are ready, the plants laid out, the supervisors 
are there, and everything is all set to go.

Volcano to Sea volunteers included school children, 
locals, business and community groups. Collectively, 
they contributed thousands of hours to the project.

5. Working with teachers

We’ve got a whole chapter on education and working 
with schools. Read Chapter 7 - Engaging the next 
generation.



64

Partner contributions to Volcano to Sea

Auckland 
Council

•  Assisted with identifying priority restoration sites. 
•  Assisted with school and landowner liaison.
•  Provided technical expertise (e.g. pest/weed control methodology)
•  Loaned materials such as spades for planting days. 
•  Assisted with on ground practical work (e.g. Wai Care monitoring of water quality and stream 

life).
•  Provided feedback on project resources.
•  Provided technical expertise and equipment.
•  Peer reviewed of project resources.
•  Provided advice on how best to link project activities to existing Auckland Council educational 

programmes and enabled the project to add value to Auckland Council-led events.  
• Provided financial contribution of $15,000/yr to project from two different departments  

(Local & Sports Parks $10,000 and Sustainable Catchments $5,000).  

The 
Enviroschools 
Foundation  

• Provided advice regarding key contacts in Auckland Council for the Enviroschools Programme 
•   Provided advice on how best to engage effectively with schools 
•   Provided advice regarding qualified and experienced people to support    

 development of educational resources.

Sustainable 
Coastlines   

• Assisted with the development of educational material about coastal environments. 
•   Coordinated public beach clean-up events.

- Assisted in coordination of planting day events.
- Provided considerable resources, including their ‘Education Station’, for the project launch 

event.
- Worked closely with the Department of Corrections to conduct considerable site clearance 

of planting day locations.
- Worked closely with local schools to build awareness of the project and motivate and 

coordinate students for hands on activities.

Community 
groups

Existing groups broadened their networks through the strong social focus of the project. 

Business 
groups

The project provided an opportunity for local businesses to become involved in environmental 
works (e.g. weeding, planting) and receive project resources (e.g. fact sheets, project updates). 
Businesses were encouraged to help sponsor community events.

Iwi Iwi (Ngati Umupuia, the manawhenua of the area) were invited to provide guidance on which 
taonga species to include in plantings; provide an overview of cultural values of restoration areas 
and where possible assist with piecing together the social history of the area along with project 
partners.   

Schools Schools were a key audience and major activities were tailored towards them. Schools helped 
communicate their successes to other schools outside the catchment.

Other Individual landowners, particularly those with properties which link to reserves, waterways and 
the coast were encouraged to become part of the project, joining in on environmental works, 
participating in community events and receiving project resources.
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Useful links 

Project Whenua - a brand new environmental science 
series for Māori Television. The series is focused on 
innovative environmental projects that utilise Māori 
knowledge and concepts. Follow them on their 
Facebook page.
www.facebook.com/ProjectWhenua 

Definition and good understanding of kaitiakitanga
www.teara.govt.nz/en/kaitiakitanga-guardianship-
and-conservation 

Auckland Council support for community groups
www.aucklandcouncil.govt.nz/EN/environmentwaste/
sustainabilityconservation/environmentalprogrammes/
Pages/communityprogrammesandpartnerships.aspx  
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“The Volcano to Sea project captured 
the imagination of Howick Local Board 
members from the outset and the board 
has been very pleased to support the 
project for the three years of its life. It 
was wonderful to see the community 
engaging so willingly with all the 
project partners, working towards the 
very laudable goal of enhancing two 
important local waterways through 
weed management, replacement 
riparian planting of desirable species 
and pest control where required. 
Projects of this calibre don’t come 
along every day however this pilot 
example should help encourage other 
communities and interest groups to 
seek out potential parallel projects 
throughout the region, and beyond, 
given the success of Volcano to Sea. 
Howick Local Board members would 
like to thank all those involved for their 
efforts and commend the volunteers to 
keep a watching brief on their work so 
this project can endure and be held up 
as a wonderful example of what can be 
achieved.”

– John Spiller, Howick Local Board
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Appendices
Appendix 1:    Project Coordinator job description

Appendix 2:    Example of working bee template 

Appendix 3:    Project communications
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The successful applicant will require facilitation, 
networking and communication skills, an understanding 
of urban resource management issues and the 
environment, analytical skills, and an outgoing 
personality. An affinity with the region and established 
networks within the community and resource 
management organisations will be particularly valuable. 

Further competencies sought include: 

Analytical and Problem Solving: Demonstrates highly 
effective analytical ability and a proactive approach. 
Able to seek and obtain information, and to draw 
sound conclusions and recommendations from 
information. 

Communication and Negotiation: An outgoing 
personality who achieves high quality communication 
in individual and group situations. Fluent written 
communication and computer skills essential. 

Motivated: Self-motivated and able to carry out highly 
productive work without supervision or company, while 
also willing and able to work as a team member and 
to adhere to work plans, philosophy and purposes of 
the project and its partners. 

Community minded: Committed to the concept 
of community i.e. encouraging and supporting 
communities to take ownership of their issues and 
developing and implementing the solutions in 
partnership with others. 

Presentation: Demonstrates good presentation to ensure 
the project is represented appropriately at a variety of 
events and other occasions. 

Planning and Decision Making: Able to plan and 
manage the workload and make decisions necessary 
to be effective in the role. Respond proactively to 
community groups and wider decisions relating to the 
role. 

Networking: Comfortable meeting and building 
relationships with people from a wide range of 
organisations and backgrounds. Able to see 
opportunities to link people and projects to gain mutual 
benefit. 

Ideally, the urban project coordinator would be 
employed for a minimum of three years, particularly for 
new projects.

Key Tasks:  

•  Develop a work plan in collaboration with the 
project’s partners.

•  Develop a catchment-based ecological 
restoration and educational programme for 
catchment stakeholders and schools. 

•  Play a brokering role in providing catchment 
landowners and the community access to sources 
of information about sustainable land and water 
management. 

•  Promote sustainable land and water 
management, biodiversity management and the 
landcare concept in the catchment by: 

– maintaining regular contact with land users 
and land user groups and organisations. 

– profiling the efforts of the key land 
management agencies, research groups and 
schools, and becoming familiar with local 
government resource management activities.

– creating forums, workshops, field days 
and other events to promote the integration 
of sustainable land management into the 
everyday land and water management 
practices of the wider community.

– maintaining a strong presence in the print 
media. 

• Maintain a regional network of key organisations 
and individuals involved in sustainable land and 
water management, catchment management and 
biodiversity management - including government 
departments, Regional Council, NGO’s, Iwi 
organisations, research organisations and 
schools.

 •  Monitor all forms of media and information 
transfer activities related to sustainable land, 
water and biodiversity management in the 
catchment, particularly to identify opportunities to 
promote key initiatives of the project. 

•  Develop a database of contacts, information 
sources, funding opportunities and other relevant 
information. Investigate opportunities for sharing 
of resources between groups, and coordinate this 
where appropriate. 

•  Provide required reports in a timely manner. 

APPENDIX 1: PROJECT COORDINATOR JOB DESCRIPTION
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APPENDIX 2: EXAMPLE OF WORKING BEE TEMPLATE  
(PROVIDED BY NATIONAL WETLAND TRUST)

VOLUNTEERS WORKING BEE: [insert date]

Location:

Leader(s): 

Party/Group attending: 

Time: 

Plant numbers: 

Plant supplier: 

Tools required: 

Task location: [see table]

Directions/Parking instructions:

Programme:

[times, activity, include site introduction, Health & Safety 
briefing]

Occupational Safety and Health (OSH) notes: 

• No drinking water onsite, bring water and 
snacks

• Open water and soft peat – inlet drains have 
open water, keep back from lake edge, gets 
soft and deep water quickly. Keep off the 
fragile sphagnum moss.

• Sharp vegetation – there is some blackberry 
and small amounts of pampas and native 
toetoe, take care to avoid cuts.

Site/location Objective and action Plants Notes

1. Bush blocks and 
bush 
link planting

Plant releasing to increase 
survival 
• Release natives from weeds
• Counting dead natives

n/a Hand release around natives. 
Count number of stakes 
with no live native (for 
replacement)

Task plan: 

ex
am

pl
e
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APPENDIX 3: PROJECT COMMUNICATIONS TEMPLATE

ex
am

pl
e

Communication plan template

Communication delivery

Frequency of communication

Overview of planned  
events and campaigns

Budget 

Have you budgeted for 
promotion and distribution 
costs?

Milestone celebrations 

How will you celebrate the 
success of your project and 
share key learning with others?

Communication & Stakeholder Management 
Project:                                                                  Date:                               Version:  

Project communications management should start with an outline that includes who you need to communicate with, 
what you want to achieve and how you plan to do it. This information feeds into a Communication Plan which 
provides details around communication delivery.

Target audience 
Who is your 
target audience?

Objectives  
What do you hope to achieve?

Key messages 
What are the key 
messages you want to 
communicate?

Tools and methods 
How will you undertake 
communications?

Project 
partners

•  Regular communication 
between NZLT and 
project partners as 
identified in the Terms 
of Reference (TOR).

•  Update partners 
on project progress 
and further project 
evolution . Engagement 
in community events.

•  Support and strengthen 
collaboration between 
partners and the 
community.

•  Value professional 
relationship and 
reinforce shared 
common goals.

•  Establish professional 
networks.

•  Face to face meetings, 
emails and phone 
calls.

•  Shared delivery of  
community events.



E hara taku toa 

I te toa taki tahi  

He toa takitini 

 
“Strength and achievement comes 

from everyone working together.”

NZ Landcare Trust . PO Box 4305 .  Hamilton 3247 .  www.landcare.org.nz . 0800 526 322


