
  

 

 

 

 

 

Kaimai Mamaku Catchments Forum:   

Steps to progressing to an  

effective, influential and sustainable Forum 

 

 

 

 

 

 

 

 

 

 

 

 

Report prepared  

for Department of Conservation 

by Conroy and Donald Consultants Limited 

30 June 2017  

(updated December 2017) 



i 

 

Executive Summary 

The Kaimai Mamaku Catchments Forum (‘Forum’) was established in 2010 to provide strategic 

direction and a collaborative approach to improving the health of the Kaimai Mamaku Ranges 

and its catchments.  

The Forum has done an exemplary job of bringing together people from different groups or 

sectors (e.g. tangata whenua, conservation, industry, recreation etc), culminating in the release 

of a Strategic Plan in 2014. Progress has stalled somewhat since then, however this is not 

uncommon for multi-stakeholder community groups such as the Forum.  

This report (and associated review) has been timely to identify opportunities and steps to get 

the Forum working collectively and effectively. The current state of the Forum was assessed 

against a framework which specifies the five conditions to collective impact. In other words, a 

successful Forum needs: 

 

Deficiencies were found in all of these conditions. Recommendations are included at the end of 

this report, which have been incorporated into an Operational Plan.  

Should the Forum continue?  

 

Most definitely. Members remain passionate and committed to improving the health of the 

Kaimai Mamaku Forest and all it provides. It is timely to take steps towards being more effective, 

sustainable and influential. A well-functioning Forum will attract new and returning members, 

which in turn will build further momentum to drive on-the-ground action. Only then, can the 

Forum reach its full potential in terms of collective impact and influence.  

 

 

Ehara taku toa i te toa takitahi  

Engari, he toa takitini 

Success is not the work of one, 

but the work of many 

 

A common 

agenda

Shared 

measurement

Regular and 

consistent 

communication

Fosters mutually 

reinforcing 

activities

A backbone 

organisation
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1. Introduction 

1.1 About the Forum 
 

The Kaimai Mamaku Catchments Forum (‘Forum’) was established in 2010 to provide strategic 

direction and a collaborative approach to improving the health of the Kaimai Ranges and its 

catchments.  

The Forum has been in existence now for seven years. A Strategic Plan was adopted in 2014, 

however, a lack of progress, in terms on-the-ground action, seems to have stalled the Forum. 

This is not uncommon for multi-stakeholder community groups such as the Forum. It is 

common for Forums to progress through phases; where the key questions move from: ‘what 

needs to happen’ to ‘what difference are we making’? Therefore, this review is timely to identify 

the barriers and opportunities to an effective and sustainable Forum.  

 

1.2 Report Purpose 
 

To make recommendations to the Forum and partner organisations on: 

• the role the Forum can play in the future  

• how to keep the forum self-sustainable and focused over the long term. 

• the type of support and resources that will be required. 

In the context of this report, ‘partner organisations’ refers to the Department of Conservation, 

Waikato Regional Council and Bay of Plenty Regional Council.  
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UPDATE: FORUM MEETING, 6 OCTOBER 2017 

 

A Forum meeting was held on 6 October 2017 at the ASB Arena, Tauranga. There were 60 

attendees at this meeting to discuss the future of the Forum and steps towards action on the 

ground. The meeting included two guest speakers (Professor Bruce Clarkson and Kelvin Hastie) and 

presentations from Iwi and local groups.  

 

Discussion also focussed on the following key decisions to inform future action for Forum: 

 Decision 1. Should the Forum continue? 

 Decision 2. Do we want to commit to the Operational Plan in principle? 

 Decision 3. Geographic scope of the Operational Plan 

 Decision 4. Steering group details 

 Decision 5. Project group(s) details 

 Decision 6. Operational Plan Projects and Actions 

 Decision 7. Kaimai Mamaku Catchment Forum details 

 

This report has been updated to record the decisions made at the Forum meeting. 
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1.3 Development process 
 

This process commenced in mid-January 2017 and concluded on 30 June 2017.  

 

 

 

 

 

 

 

 

 

 

 

 

 

  

KMCF Meeting Notes 
especially those 

discussing the Vision, 
Forum Purpose and 

aspirations of members 
(2010-2015) 

KMCF 
Strategic Plan  

including appended 
feedback to Plan 

KMCF Operational Plan 

COLLATE/ANALYSE/SUMMARISE EXISTING MATERIALS 
Why: To understand wider context and linkages i.e. what is already 

happening & when, where we can be most effective) 

ENGAGEMENT 
Why: To identify KMCF’s priority actions/projects  

to focus on for the next five years 
(especially where we have most influence/impact) 

COUNCIL & DOC Plans, 
Strategies & 
Programmes 

to understand what is 
already ‘business as 

usual’ & what is coming 
up & when KMCF Terms of 

Reference 

Treaty Settlements / 
Deeds of Settlement 

Publicly available  
Iwi and Hapu 

Management Plans 

APPROACHES TAKEN 
ELSEWHERE  

in terms of the function, 
administration and 
financing of similar 

collaborative groups 
e.g. Kaipara Harbour, 

Mid Dome, Upper Taieri, 
Cape to City  

Informal Meetings  
With Forum Members, 

particularly tangata 
whenua, where 

requested  
(eight held) 

Workshops 
Tangata Whenua Workshop, 12 April 
General Forum Workshop, 19 April  

Pest Control Workshop, 1 May 
General Forum Workshop, 2 May (cancelled due 

to low RSVPs) 

To identify priority projects for 
implementation by the Forum 
and/or partner organisations 

• With clarity on who is leading, 
when and how success will be 
measured 

To present options on how the 
Forum can be more effective, 
influential and sustainable 

• Function/Role/Purpose 
• Ongoing administration and 

financing/resourcing  

 

KEY OUTPUTS 
 

Forum Sustainability 
Recommendations 

Online Survey  
Open to all Forum 

Members  
(23 May – 4 June)  
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2. The Current State of the Forum 

Based on engagement feedback in late 2015 (Landcare Trust survey) and in 20161, the current 

state of the Forum can be summed up via four major themes.  

 

                                                 
1 Engagement workshops, emails, meetings and online survey (Feb-June 2017) 

•A single voice for the Kaimai Mamaku Forest.

•Cross representation and range of groups/agencies involved. 

•Ability to communicate with partner organisations.

•Ability for people to meet/talk/share.

•Ability to determine the focus of outcome areas (water, biodiversity, people).

What works well?

•Less talking, more action.

•Ownership of the Strategic Plan and allocation of tasks.

•Less working in silos - more collaboration.

•Tighter focus of the Forum.

•A mechanism to move forward with what is decided.

•Better cross-boundary consideration.

•Better understanding between forum members and partner organisations of 

roles, functions and priorities.

What needs to change?

•Lack of progress since the Strategic Plan was developed in 2014.

•Changes in coordinator and lack of continuity (e.g. discussions are re-starting at 

square one).

•Unproductive / unfocused meetings.

•Fewer Forum members are actively involved.

•Strategic Plan is incomplete, lacking core elements (e.g. Vision) and the 

objectives and actions are unclear.

Frustrations

•The large geographic scope of the area (250,000ha).

•The diverse composition and large size of the Forum, including two regional 

councils and six city/district councils - sometimes with conflicting views.

•Limited active involvement by Iwi and hapū (for a range of reasons).

•The number of Iwi/hapu who have a connection and association with the area.

•Forum members are at different stages of engagement e.g. fully engaged and 

tired of waiting for others and others who are disengaged / not ready to engage. 

Challenges
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UPDATE: FORUM MEETING, 6 OCTOBER 2017 

 

Decision 1. Should the Forum continue? 

Overwhelming support for the Forum (95%). Comments on a lack of action and a need to focus on 

achieving something. 

 

Decision 2. Do we want to commit to the Operational Plan in principle? 

Overwhelming support for the Operational Plan (90%). Comments on water being a key priority 

that was missing, link to LTP and Regional plans, desire to review the Operational Plan with 

Trustees. 

 

Decision 7. Kaimai Mamaku Catchments Forum details 

• Who: Membership should be open and include interested and affected community, ALL iwi, 

recreation, industry, care groups, agencies, technical specialists, funders. Anyone who 

works, plays and lives in/near the Kaimai Mamaku. 

• When: Group should meet 1-2 times per year, or as required. 

• Where: Group should meet face to face and meetings should move around the area and 

alternate Waikato/BOP. 

• Purpose: The purpose of the steering group: 

 Networking, represent views, inform/educate, direct the steering group, ensure 

action, provide relevant information (fundraising, technical, etc.), maintain overall 

vision, give feedback on progress, showcase for what has been achieved, feed in to 

other relevant Forums. 

 Meetings should be less bureaucratic and more inspirational. 
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3. What makes a Forum effective? 

Collective impact is a form of collaboration which brings together people from different sectors 

to solve large complex problems, such as improving the health of the Kaimai Mamaku Ranges 

and its catchments.   

A lot of research has been carried out in relation to the barriers or success factors to effective 

collective impact. John Kania and Mark Kramer of the Tamarack Institute (Canada) identified five 

interconnected elements or components needed for effective and successful collective impact:  

 

 

Sections 4-8 of this report provide an assessment of the current state and operation of the 

Forum, in relation to the Tamarack 5 Conditions of Collective Impact. This helps to identify what 

changes are needed to be made to the Forum to make it more focused, effective, influential and 

sustainable.  

In the context of this Forum, ‘continuous’ communication and ‘regular and consistent’ 

communication is interchangeable.  
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4. The Forum needs a Common Agenda  
An effective Forum needs a common agenda, which is a mutual vision for change.  

This means that everyone has a shared goal, underpinned by a common understanding of the 

problem (what, where, why) and the actions needed to solve it.   

4.1 How this currently relates to the Forum 
 

Vision: The Forum has a shared vision: 

“The Kaimais thrive; hence we thrive.  

The vision of the Forum: the improvement of the health of the Kaimai Ranges and its 

catchments to provide for this and coming generations.”  

There is no specific reference to the Mamaku Ranges/plateau/forests, even though the main 

forest park is called the Kaimai Mamaku Forest Park.  

Forum Purpose: The Forum has a clear Terms of Reference, although it is understood that this 

is still in draft form.  

It was evident during engagement in March 2017, that the role of the Forum is still unclear 

amongst its members. It has been difficult to find clear answers from members to the questions:  

What is the purpose of the Forum?  

What can the Forum do, as a collective, that no one else can? 

Geographic Scope: The current scope of the Forum is the Kaimai Mamaku Ranges and its 

catchments. This extent of this area is large. The nature of each catchment and sub-catchment 

varies, which potentially explains why the Strategic Plan covers a wide range of topics e.g. four 

Objectives for flooding. It was also evident during engagement that the south-eastern extent of 

the Forum is unclear e.g. assumption that the Forum boundary finishes at State highway 29. A 

few Iwi representatives noted a lack of active involvement to date as the Forum does not seem 

to discuss matters relating to the Mamaku Plateau.  

Strategic Plan: The Forum adopted a Strategic Plan in 2014 following extensive community 

engagement. It includes 21 objectives and 67 actions, which align with three outcome areas 

(biodiversity, water, people).  

Structurally, the Strategic Plan lacks core elements (typically found in strategic plans) to provide 

context and ‘complete the story’ e.g. Vision, what problem(s) the Forum seeks to address, a map 

showing the geographic scope of the Forum.  
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Most importantly, there is no clear alignment between identified actions, the Forum Vision and 

the Forum purpose. As noted above, there are Objectives and actions within the Strategic Plan 

relating to flooding, which is more relevant for the Waikato Region than the Bay of Plenty 

Region. It is also questionable how education about, and management of, flood risks directly 

contributes to the health of the Kaimai Ranges and its catchments.  

Some of the actions were not clear, in terms of wording, to guide implementation. Some of the 

actions were considered as ‘already business as usual’ for partner organisations (e.g. the above 

flooding actions). In other words, they did not add significant value for the Forum.  

The actions also appear somewhat as a ‘wish list’ rather than a reduced list of action specifically 

targeted at (1) achieving the vision and/or (2) matters that are relevant and achievable for the 

Forum – as a collective – to implement or influence.  

Summary: While there is a shared vision for change, the Forum does not have a common 

agenda. There is a level of inconsistency and lack of clarity and focus in terms of the Strategic 

Plan, Forum name, purpose and geographic scope. This is potentially a core reason for the lack 

of focus and traction within the Forum.  

 

4.2  Recommended changes to the Forum 
 

The following changes are recommended to ensure that Forum is focused and members are 

operating – figuratively – off the same page.    

RECOMMENDATION EXPLANATION 

1. Re-focus the geographic 

scope of the Forum (for 

the Operational Plan).  

 

 

To: 

• Reflect engagement feedback. 

• Recognise that the Kaimai Mamaku Ranges and 

Forests are the heart of the Forum and connector of 

the two regions. 

• Focus on an area where the Forum can have the 

greatest impact, in terms of cross regional 

collaboration.  

 

The primary focus of the Forum – for the Operational Plan - 

should be on the Kaimai Mamaku Ranges and Forests. This 

includes the Kaimai Range and the Northern Mamaku Plateau 

(including Opuiaki, Mokaihāhā and Otawa-Ōtanewainuku 

hills).  
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RECOMMENDATION EXPLANATION 

The secondary focus of the Forum should be on those areas 

that connect with, and or contribute to the health of, the 

Kaimai Mamaku Ranges and Forests. For example, improved 

fish passage from the sea to upper catchment areas; bike trails 

or walking tracks connecting the two regions; riparian planting 

provides native birds with ecological corridors to and from the 

Kaimai Mamaku Forest.  

 

Having a reduced geographic scope means that the Forum 

can be more focused on how they can contribute – as a 

collective – to achieve the vision. Caring for the wider 

catchments will continue to be Business as Usual within 

existing regional boundaries.  

 

With time, the Forum could reassess whether to extend the 

geographic scope, once focused collective impact is 

demonstrated.   

2. Update the Forum Vision The Vision needs to include the Mamaku Plateau. It would also 

need to reflect the reduced geographic scope. 

3. Update the name (or 

brand) of the Forum 

The Forum name could change to Kaimai Mamaku Forum to 

reflect the reduced geographic scope. Alternatively, a new 

brand could be developed e.g. Cape to City is the name of a 

Project rather than a Forum.  

4. Prepare a Forum map A new Forum map needs to be prepared to illustrate the 

reduced geographic scope. This helps to provide clarity, 

particularly in relation land tenure e.g. public vs private land. 

5. Confirm Terms of 

Reference  

To clarify and confirm the purpose and function of the Forum 

and reflect the re-focused vision/scope/name. 

6. Consider refreshing the 

Strategic Plan  

To: 

• ensure all objectives and actions directly relate to the 

Vision and purpose of the Forum.  

• include missing elements (vision, purpose, map, 

performance measures / indicators for success). 

 

The three existing outcomes (Biodiversity, Water and People) 

would remain unchanged. Only the objectives and actions 

need to be refined.   

 

The process to refresh the Strategic Plan could be streamlined 

as all base information has already been collected e.g. existing 

strategic plan actions; inputs and feedback to original plan 

and feedback over the last six months.  
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UPDATE: FORUM MEETING, 6 OCTOBER 2017 

 

Decision 3. Geographical Scope of Operational Plan 

• Focus on indigenous forest/bush for predator control and biodiversity improvement. 

• Start with small areas and grow as we learn, build on existing successes. 

• Catchments can be responsible for their own pest control/water. 

• Connect estuaries and forest, following rivers and streams and ecological corridors. 

• Start with existing groups - deer stalkers, pest control groups. 

• Look at Halo effect - linkages to Coromandel, Waikato and Rotorua. 

• Ensure Mamaku is included. 
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5. The Forum needs shared 
measurement 
An effective Forum needs shared measurement, which means having common targets and 

benchmarks against which to monitor and track progress.  

5.1 How this currently relates to the Forum 
 

There are no measures or indicators in place for the Vision and Strategy. The Forum also does 

not currently measure, monitor and report on progress. In other words, we don’t know: 

• if the actions within the Strategic Plan are being actively implemented. 

• whether Council programmes have been shaped by the Forum (or Business as Usual). 

• whether the Forum is making a tangible and positive difference to the health of the 

Kaimai Mamaku Ranges and its catchments.  

This needs to change to keep Forum members motivated and engaged in the Forum.  

5.2  Recommended changes to the Forum 
 

The following changes are recommended to ensure that the Forum can monitor progress and 

know for certain that collective impact is occurring in relation to the Kaimai Mamaku Forests. 

RECOMMENDATION EXPLANATION 

7. Ensure the Operational 

and Strategic Plans 

include performance 

measures or indicators.  

So that progress, in turns of plan implementation, can be 

measured and monitored.  

 

 

 

8. Require regular reporting 

on results/progress. 

To provide accountability and may make meetings more 

focused. A ‘results based’ approach to reporting involves 

asking simple questions: how much did we do? how well are 

we doing it? Are we better off?  

 

9. Update the Kaimai 

Mamaku State of the 

Environment (SOE) 

Report in 2020. 

To provide a 10-year update by measuring progress against 

the original 2010 SOE report. 
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6. The Forum needs regular and 
consistent communication   
An effective Forum needs regular and consistent communication. This is essential to connect, 

inform, involve and to build/maintain trust, relationships and momentum within the Forum.  

6.1 How this currently relates to the Forum 
 

The Forum does not currently have regular and consistent communication.  

Previously, communication occurred via Forum meetings and any information disseminated by 

the Forum co-ordinator or Chair. A lot of exciting projects are being undertaken by individual 

groups but successes and learnings are not easily disseminated to Forum members outside of 

meetings.  

6.2  Recommended changes to the Forum 
 

The following changes are recommended to ensure that that Forum members are kept informed 

and involved.  

RECOMMENDATION EXPLANATION 

10. Find ways to share 

information to, and 

between, Forum 

members 

This could include: 

• Regular newsletters (hard copy end/or e-newsletters 

to share Forum news/activities and upcoming events. 

• Updating the Forum website. Utilise as one stop shop 

for information. 

• Annual Forum symposium. 

• Hold an event to ‘relaunch’ the Forum, discuss the 

outcomes of this report and introduce the projects 

within the Operational Plan. 

 

11. Find ways to gather 

information and 

feedback from Forum 

Members 

This could include: 

• Regular newsletters as outline above. 

• Use of regular online surveys 

12. Find more effective ways 

to discuss Forum projects  

This could include: 

• More regular meetings of project working groups 

(rather than full forum) to drive actions.  

• Full forum meeting every 6 months including field 

trips or symposium to connect and share. 

• Annual report cards for progress reporting.  
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7. The Forum needs to foster mutually 
reinforcing activities   
Collective impact is not about everyone doing the same thing at the same time, but 

coordinating different types of activities at different stages to not only achieve the vision but 

also utilise the depth of skills/knowledge/expertise that members bring.  

7.1 How this currently relates to the Forum 
 

The Strategic Plan has actions of relevance to the different interests and priorities of Forum 

members. A Recreation Strategy is also in development. Collaborative projects to date have 

been limited to smaller networks e.g. area-specific clusters of conservation groups and/hapū 

and/or recreational groups.  

The Forum can foster mutually reinforcing activities, however more cross-regional collaboration 

is needed to demonstrate the true potential of the Forum.  

7.2  Recommended changes to the Forum 
 

The following changes are recommended to ensure that that Forum members foster mutually 

reinforcing activities.  

RECOMMENDATION EXPLANATION 

13. Identify 4-5 Forum 

Projects involving 

collaboration, particularly 

across both regions 

Driving or supporting cross-regional collaboration is where 

the Forum can have the greatest impact. Examples include: 

• Pest Management Plan for the Kaimai Mamaku Forest. 

• Smaller projects that connect existing or new 

community groups as well as connect the regions. 

Engagement identified these as potential ecological 

areas or greenbelt projects.    

 

Both projects require the collation and mapping of 

information for the Forum. For example, where are the high 

value ecological sites? where are the community groups 

located? What work is currently being carried out?  

Refer to Appendix 1 for examples.  
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UPDATE: FORUM MEETING, 6 OCTOBER 2017 

 

Decision 6. Operational Plan Projects and Actions: 

 

• Project 1 - Pest Management Strategy 

 Educate public/local communities, set up network baselines, communication 

issues/options paper, ongoing monitoring, community buy in, appoint pest control 

working/community group. 

 

• Project 2 - Projects that involve collaboration by connecting people and places 

 Look for local champions, tell the stories of the Kaimai Mamaku, engage urban 

communities, consider streams as traplines. 

 

• Project 3 - Showcase the Kaimai Mamaku Ranges and the Forum 

 Enhance awareness in schools, Enviroschools, communities. 

 Showcase everything that is happening in the Kaimai Mamaku at Conservation 

Week. 

 

• Enabling Action 1 - Information collation and mapping 

 Enhance website (including smartphone access), public interface and members 

section. 

 

• Enabling Action 2 - Research and monitoring 

 Baselines, spectorial [sic] imagery, publication/marketing, Rongoa Maori, social 

research, priority areas for established monitoring. 

 

• Enabling Action 3 - Communications, coordination and resourcing 

 Develop a plan of long-term outcomes for funding applications, appoint a small 

group to oversee funding, impose a levy/rate to fund the projects. 

 Employ a Coordinator immediately that sits outside of the agencies. 

 

• Enabling Action 4 - Strategic planning, overview and influence 

 No feedback. 
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8. The Forum needs a backbone 
organisation   
An effective Forum needs backbone support, a team dedicated to orchestrating the work of the 

group.  

8.1 How this currently relates to the Forum 
 

The Forum does not have backbone support and no one currently ‘owns’ or is responsible for 

the implementation of the Strategic Plan.  

Current Structure: The Terms of Reference for the Forum outlines the structure of the Forum as 

a small group of 12-24 members. It also refers to a wider plenary (open to public) and the 

convening or working or focus groups if needed.  

Forum meetings are an open to all members. Attendance varies depending on the 

venue/location and availability of members. Biodiversity and Water Focus Groups were also 

established.  

Forum Co-ordinator: Backbone support has – to some extent – been provided by a dedicated 

Forum Co-ordinator. This has been essential for the Forum, but is a demanding role covering: 

communications, engagement, relationship management, project coordination, strategic 

planning and (assumed) strategic plan implementation.  

The Forum Co-ordinator is an essential role but requires a lot of support to share the workload. 

Partner organisations have indicated a willingness to provide some support e.g. communications 

or engagement support via Council officer.  

Technical Support: Forum members expressed the need for additional support to develop the 

pest management plan. They have the technical knowledge but neither the time or keenness to 

write the plan. This is an instance where technical expertise needs to be contracted e.g. Pest 

Management Specialist who knows technical knowledge and credibility to can guide focused 

discussion and, with support from the Forum Co-ordinator, prepare the Management Plan.   

Role of Partner Organisations: The role of the partner organisations (“Kaimai Inter-agency 

Coordination Committee”) is unclear, however it appears that they are in place as observers: to 

provide information and hear Forum member view points and receive the Strategic Plan.  
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It is not enough to simply write a Strategic Plan, hand it over to partner organisations and hope 

for the best. Forum members need to also understand what Regional Councils and Department 

of Conservation do; what their constraints are; their way of working (project/process driven) and 

where to ‘hook into’ (i.e. new projects or funding).  

At the same time, Councils and DOC need to understand what Forum members – as a collective 

- specifically need.  

Partner organisations should not be observers or passive participants within the Forum.  

Role of Tangata Whenua: Tangata whenua have multiple roles and interests with the Kaimai 

Mamaku Ranges: as kaitiaki (intergenerational responsibility); in relation to multiple-owned 

Māori Land and Treaty Settlements. In particular, tangata whenua bring intergenerational 

knowledge which is of significant value and benefit to the Forum.   

There is greater national recognition of Māori interests, values and role within resource 

management. Partner organisations also have legislative obligations to foster effective and 

meaningful relationships with tangata whenua. This is most evident with current discussions 

about future co-governance/co-management of the Kaimai Mamaku Ranges (to occur 

independently of the Forum).  

Engagement with tangata whenua confirmed that the lack of active involvement within the 

Forum does not mean a lack of interest in the Forum. Many are preoccupied with Treaty 

Settlements or lack capacity or resourcing to attend meetings. Many are keen to be kept up-to-

date until such time as they can be more actively involved.  

The Strategic Plan includes an action which states “tangata whenua are supported and 

encouraged as their role as kaitiaki”. There is a lot interest for involvement in local / smaller scale 

Forum projects, particularly those that connect significant cultural sites, areas and landscapes  

(e.g. Otawa-Ōtanewainuku hills to Mokaihāhā).  

Forum Sustainability: The establishment and initial administration of the Forum was previously 

funded by the NZ Landcare Trust (via Sustainable Management Fund). Since then, Forum 

administration and funding has been provided by partner organisations. Some Forum members 

felt that the Forum needs to be independently funded in the long term. Others felt the need to 

retain the status quo, in the meantime, and focus on getting the Forum running well again.  

Additional funding options include crowdsourcing, setting up an endowment fund and seeking 

corporate sponsorship. A change in the legal structure (e.g. charitable trust) would be needed so 

that the Forum – on its own - can secure new funding.  
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Summary: The Forum does not have backbone support and no one currently ‘owns’ or is 

responsible for the implementation of the Strategic Plan.  

The Forum Co-ordinator is an essential role but requires a lot of support to share the workload. 

Partner organisations should not be observers or passive participants within the Forum. Tangata 

whenua have a greater role to play within the Forum. Greater emphasis is needed on the 

importance and recognition of Iwi and hapū within the Forum.  

A range of funding opportunities need to be explored to ensure the long-term viability of the 

Forum.  

 

8.2  Recommended changes to the Forum 
 

The following changes are recommended to ensure that that Forum has backbone support.  

RECOMMENDATION EXPLANATION 

14. Establish a Forum 

Steering Group 

To: 

• Provide backbone support and strategic overview for the 

Forum e.g. separating strategic planning from on-the 

ground operations.  

• Take ownership of the Strategic and Operational Plans. 

• Support and guide the Forum Co-ordinator.  

• Facilitate greater involvement by tangata whenua, DOC 

and Regional Councils. 

 

This group is focused on keeping the Forum on track. It would 

not have a ‘governance’ role. Co-management/co-governance 

of conservation estate, would be via a separate agreement 

between DOC and tangata whenua. 

 

The composition of the Group would need to be discussed  

with Forum members. Refer to Appendix 2 for further details. 

15. Establish Project Working 

Groups 

To lead projects identified in the Operational Plan.  

16. Re-establish Forum Co-

ordinator role(s) 

The primary role of the Co-ordinator is to: 

• Oversee relationship management and communication 

with Forum members (i.e. keep everyone connected) 

• Coordinate and support Forum projects. In this context, 

support includes plan writing, seeking funding, etc 

• Oversee Forum monitoring and reporting. 
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RECOMMENDATION EXPLANATION 

 

The secondary role of the Co-ordinator is: 

• Logistical support e.g. organise workshop venues and 

catering 

• Lead engagement events e.g. workshops, annual 

symposium. 

 

This could be carried out as a single FTE position or two half 

FTE positions, focused on different areas. Support could also 

be provided by partner organisations in relation to aspects of 

the above e.g. engagement support or contractor 

management.  

 

17. Continue engaging with 

tangata whenua 

To: 

• continue fleshing out what “tangata whenua are supported 

and encouraged as their role as kaitiaki” means in practice. 

• explore opportunities to incorporate Matauranga Māori 

into Forum projects 

• identify areas requiring greater cultural recognition. 

• identify linkages to potential corridors/networks, 

particularly in relation to cultural redress land, commercial 

redress land and Māori Land within the geographic scope 

of this Forum.  
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UPDATE: FORUM MEETING, 6 OCTOBER 2017 

 

Decision 4. Steering Group details 

• Who: Members should be nominated/elected by their own groups. Quorum can be small 

(including Iwi). Group chould include 7-10 members from across the area: 

 Representatives from community, iwi, recreation, industry, care groups, NO 

agencies. 

 Representatives from community, iwi, recreation, industry, care groups, agencies. 

 Representatives from community, iwi, recreation, industry, care groups, agencies 

(by request). 

• When: Group should meet monthly or quarterly, as required. 

• Where: Group should meet face to face and meetings should move around the area. 

• Purpose: The purpose of the steering group: 

 Follow Terms of Reference, execute strategic plan, provide operational governance 

and guide delivery, represent and direct project groups. liaise with DoC/Iwi, 

approach funding streams. 

 

Decision 5. Project Working Group/s details 

• Who: Groups should be lead by a Coordinator and members should include community, 

iwi, recreation, industry, care groups, agencies, technical specialists. Membership should be 

by appointment, nomination or voluntary. 

• When: Group should meet 2-4 times per year, as required. 

• Where: Group should meet face to face and meetings should move around the area and 

be project site specific. 

• Purpose: The purpose of the project group/s: 

 Follow Terms of Reference, manage project/s, engage participants, put the plan 

into action, monitor and report progress, prepare budgets, coordinate training and 

 education, replicate good practice. 

 Make sure that something is happening over the whole area that is work stream 

 related - recreation, pest control, riparian planting, etc. 

 Employ a Coordinator to act as secretariat 
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9. Discussion 

 

The Forum has done an exemplary job of bringing together people from different groups or 

sectors (e.g. tangata whenua, conservation, industry, recreation etc), culminating in the release 

of a Strategic Plan in 2014.  

Although progress has stalled with regards to the Strategic Plan and general operation of the 

Forum, members remain passionate and committed to improving the health of the Kaimai 

Mamaku Forest and all it provides. For some, it is about the birds, for others it is about the 

enjoyment of being out in the bush (including for food gathering). For those downstream, a 

healthy forest supports healthy waters, resources and livelihoods.  

Should the Forum continue? Most definitely. The Forum has yet to reach its full potential in 

terms of influence and ability to effect positive change, as a collective.  

The recently released report “Taonga of an island nation” by the Parliamentary Commissioner for 

the Environment emphasised the importance of supporting, connecting and funding 

conservation groups: 

“Funding organisations should give priority to groups that have already made significant 

conservation gains to ensure that the benefits are not lost. Such groups will have also 

demonstrated their ability to be in for the long haul.”  

“Targeted support for, and better coordination of, community groups would make this 

great collective effort more effective and more rewarding for those involved.” 

The above statements highlight where the Forum needs to be: working together, supporting 

each other, learning from each other and demonstrating (particularly to funding providers) that 

significant conservation gains can be made and maintained.  

Sections 4-8 of this report assess the current state and operation of the Forum against a 

framework which specifies the 5 Conditions of Collective Impact. Deficiencies were found in each 

of these conditions.  

Section 10 summarises the recommended suggested changes to the Forum to meet the 5 

Conditions of Collective Impact. These recommendations have been included in the Operational 

Plan for the Forum.  
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10. Summary of Recommendations 

A successful Forum 

needs 

Recommended changes to the Forum 

A common agenda 

This means coming 

together to collectively 

define the problem and 

create a shared vision to 

solve it 

1. Re-focus the geographic scope of the Forum.  

2. Update the Forum Vision 

3. Update the name (or brand) of the Forum 

4. Prepare a Forum map 

5. Confirm Terms of Reference  

6. Refresh the Strategic Plan  

Shared measurement 

This means agreeing to 

track (measure, monitor 

and report on) progress 

7. Ensure the Operational and Strategic Plans include 

performance measures or indicators.  

8. Require regular reporting on results/progress. 

9. Update the Kaimai Mamaku State of the Environment (SOE) 

Report in 2020. 

Regular and consistent 

communication 

To connect / inform / 

involve and to build / 

maintain trust, 

relationships and 

momentum 

10. Find ways to share information to, and between, Forum 

members 

11. Find ways to gather information and feedback from Forum 

Members 

12. Find more effective ways to discuss Forum projects 

Fosters mutually 

reinforcing activities 

Coordinating collective 

efforts to address multi-

faceted problems and 

utilise range of 

skills/passion/expertise 

 

13. Identify 4-5 Forum Projects involving collaboration, particularly 

across both regions 

A backbone organisation 

A team dedicated to 

orchestrating the work of 

the group 

 

14. Establish a Forum Steering Group 

15. Establish Project Working Groups 

16. Re-establish Forum Co-ordinator role(s) 

17. Continue engaging with tangata whenua 
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Appendix 1  Map examples 
Section 7.2 recommends the collation and mapping of information to illustrate matters such as 

location of high value ecological sites, where community groups are located, what work is 

already being carried out. Examples of mapping are provided below: 

Example 1: Kiwi Coast Project Plan 2013 

  

Left: Location of Predator Traps (colour coded by agency) 

Right: Location of community & pest control groups (yellow, red), DOC areas (green) and 

geographic scope of project (red line) 
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Example 2: Cape to City Projects 2016 

 

Above:  

• Current trap locations – yellow dots 

• Bird count locations – purple dots 

• Anticipated trap locations – blue dots 

• Cape Sanctuary – red stripes 

 

Example 2: High Value Ecological Sites 
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Appendix 2  Project Steering Group 
The specific function and composition of the Project Steering Group will need to be shaped with 

Forum members.  

Key Considerations 
 

These include: 

• Size of group – needs to a manageable size e.g. less than nine 

• Composition of group – must be representative of the various interests within the Forum. 

Representation needs to be consistent as well as flexible.  

• Decision making capability – need to be mandated to make decisions on behalf of 

others. Representatives need to ensure there are clear lines of communication with the 

groups that they are representing.  

Engagement Feedback 
 

An online survey was open to all Forum members, from 23 May until 4 June. One question 

referred to the establishment of a Forum Steering Group, with the following composition: 

tangata whenua (3 representatives), Regional Councils and Department of Conservation (3 

representatives), Community Groups (3 representatives), Industry and Recreation (3 

representatives) and Forum Co-ordinator.  

There was support for the establishment of a Forum Steering Group. Feedback highlighted the 

need to refine the composition of the group and to make sure the group did not get too big.  

Some wanted more representation from tangata whenua, industry and recreation while others 

wanted to ensure that Forest and Bird as well as DOC conservation boards needed a voice. 

Others felt that there should be less industry representation and that recreation interests should 

already be represented by community groups. Others highlighted that community group 

representatives must be representative of a broad spectrum of interests.  

Engagement also highlighted that project working groups must be led by partner organisations. 
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Board of Trustees Model 
One option is to apply a ‘Board of Trustees’ model where forum members would nominate 

representatives with specific capabilities (as opposed to what organisation or sector they 

represent). Criteria would need to be developed to ensure the right mix of experience and 

capability. 

Cape to City Model 
Cape to City is a collaborative ecological restoration project aimed at restoring native species 

across 26,000 hectares of mainly primary productive farmland. The project extends from 

Havelock North to Cape Kidnappers. In involves landowners, schools, iwi, community groups 

and government agencies.  

Cape to City comprises three different types of groups:  

• Governance: Consists of seven key members representing partner organisations, iwi, 

and the farming community. This group oversees the direction of these projects and 

provides guidance towards achieving the project’s objectives. 

• Project management: Is responsible for the day-to-day coordination and 

implementation of the projects.  

• Community advisory groups: Cape to City has community advisory group to provide a 

broader perspective on potential project opportunities and/or issues. This ensures their 

relevance to the community. 

Relevance to the Forum: 

• The Forum Steering Group would fulfil a similar role to the Governance Team. The key 

difference is the name.  The Forum Steering Group would not have a ‘governance’ role. 

Co-management/co-governance of conservation estate, would be via a separate 

agreement between DOC and tangata whenua. 

• The Project Working Groups would be the same as the Project Management Team.  

 


