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Key Findings

. Innovating Streets for People (2018-21) supported accelerated street space reallocation projects throughout Aotearoa.
. Projects were shown to accelerate safety, accessibility, and liveability benefits.

. The 2021-24 Streets for People programme has been guided by learning from Innovating Streets for People.

. Features of the current Streets for People programme include a change management approach, considerable upfront
investment in project planning, and an integrated programme of project support.

. Ensuring the satisfaction, safety, and well-being of those involved in Streets for People will be essential to
developing a capable, confident, and motivated street space reallocation workforce.

Abstract

The Innovating Streets for People programme supported street space reallocation to enhance the safety, accessibility,

and liveability of streets throughout Aotearoa New Zealand. The programme supported the use of tactical urbanism and
co-design practices to more easily and quickly deliver temporary solutions that demonstrate and build support for change,
bring forward benefits, and enhance permanent solutions. Innovating Streets for People funding (2020-21) supported the
delivery of 62 temporary walking and cycling projects across Aotearoa. Approximately 89km of interim street treatments
were delivered, including cycleways, safe crossings, parklets, and traffic calming. A mixed-method evaluation showed that
Innovating Streets for People projects can accelerate a range of benefits, including safety and accessibility improvements
and more supportive environments for active travel. A focus on continuous improvement, sector capability, and addressing
system constraints, is needed to realise further programme potential. How evaluation and practice-based learning from
Innovating Streets for People has been integrated within the design of the 2021-24 Streets for People Programme, and how
responses are expected to support intended outcomes, are discussed.
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Introduction
Background

Rapid transformation of urban environments is needed
to create safe, healthy, and liveable towns and cities

and to support the reduction of transport-related carbon
emissions (Keall et al., 2018). In Aotearoa New Zealand,
the Emissions Reduction Plan (ERP) (Ministry for the
Environment Manatti Mo Te Taiao, 2022) seeks a 20%
reduction in vehicle kilometres travelled by 2035 and a
75% increase in the proportion of journeys under Skm
using active transport. Enhancing the safety of walking
and cycling will be essential for supporting these shifts
(Waka Kotahi NZ Transport Agency, 2019). For example,
most short journeys under Skm are currently driven

but could be walked or cycled if supported by safe
infrastructure and other enablers such as safe routes to
school programmes (Auckland Transport, 2022). Despite
increased spending on active transport infrastructure in
Aotearoa (Infrastructure New Zealand, 2021), significant
further development is required to complete the connected
cycling networks (Blewden et al., 2022) needed to support
emission reduction. The current deficit can in part be
attributed to limited previous investment in building the
skills and experience needed within the transport sector
to quickly and efficiently modify existing urban street
environments for safer walking and cycling.

Innovating Streets Inception

The Innovating Streets for People (Innovating Streets)
programme was established by Waka Kotahi in 2018 in
response to the sector capability development need, to
advance understanding of system barriers, and to make it
easier and quicker to undertake street space reallocation.
Programme supports included a website (Waka Kotahi
NZ Transport Agency [NZTA], n.d.-b), tactical urbanism
practice guide (Waka Kotahi NZTA, 2020a), facilitation
of a community of practice, and advice from subject
matter experts. Innovating Streets funding (2020-21) was
provided to support the delivery of Innovating Streets
projects throughout Aotearoa. Ninety percent of project
costs were funded with the remainder being made up by
each local authority partner. Collectively, the Innovating
Streets programme and projects sought to contribute

to emission reduction and road safety goals by helping
communities to reimagine the role and use of existing
streets and by demonstrating the safety, accessibility, and
liveability benefits that can be delivered through street
space reallocation.

All Innovating Streets funded projects were supported

to follow tactical urbanism and co-design principles.
Tactical urbanism uses temporary, lower-cost materials
to test infrastructure interventions (Dube, 2009; Lydon &
Garecia, 2015; Waka Kotahi NZTA, 2020a). The approach
provides a relatively low-risk and low-cost way to more
quickly deliver change benefits, learn through doing, and
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inform decision making. Co-design is a collaborative
methodology used to develop a sense of ownership and
meaningful participation by stakeholders within the
design process, drawing on local knowledge and expertise
(Waka Kotahi NZTA, 2020a). Both approaches were used
within Innovating Streets to build stakeholder ownership,
identify opportunities for social procurement, and increase
the likelihood that solutions would be fit-for-purpose and
accepted by stakeholders (Waka Kotahi NZTA, 2020a).

Innovating Streets Projects

The Innovating Streets project funding was open to

road controlling and territorial authorities working in
collaboration with community and business partners.
Seventy-eight projects were initially funded, each
assessed as meeting quality and design eligibility criteria
(Waka Kotahi NZTA, 2020b). Sixty-two projects reached
installation stage, with interim street changes delivered
within 32 cities and towns. Projects included smaller
installations such as reclaiming car parking spaces for
outdoor dining in town centres and kerb buildouts, and
community-based interventions such as safe routes

to school. Larger interventions included low-traffic
neighbourhoods, where treatments are used to remove,
reduce, and slow down neighbourhood through traffic,
while retaining motor vehicle access to residential homes
(Laverty et al., 2021).

Evaluation method

The evaluation of Innovating Streets was undertaken
collaboratively with inputs from an external evaluation
team (Mackie Research), Waka Kotahi staff, and each
Innovating Streets project team. A collaborative approach
to evaluation helps to ensure that the design of evaluation
meets stakeholder needs. The approach can also enhance
access to information and data and can increase the
likelihood that stakeholders will use findings (O’Sullivan,
2012; Rodriguez-Campos & Rincones-Gomez, 2018).

The design of the Innovating Streets evaluation was
informed by theory-driven (Funnel & Rogers, 2011),
system (Hargreaves, 2010), and utilisation-focused (Patton,
2008) evaluation. A mixed method evaluation approach
(Tashakkori & Creswell, 2007), combining qualitative

and quantitative methods, was undertaken. The evaluation
framework included an Innovating Streets intervention
logic and outcome model (see Appendix A), and specified
the key evaluation questions, criteria, standards, measures,
and methods.

Programme evaluation activities were focused on the
achievement of intended short-term outcomes from
Innovating Streets, particularly the development of sector
capability. Each project team also undertook project level
process and outcome evaluation. Where appropriate,



project level outcome data were aggregated by the
evaluation team to help describe overall programme
impacts.

Results
Project outcomes

The Innovating Streets evaluation showed that projects
funded by Innovating Streets delivered approximately
89km of interim street treatments (Blewden et al., 2022).
Treatments included temporary cycleways, one-way
streets, safe crossing points, parklets in town centres,
traffic-calming, kerb buildouts, and road art. Twenty-nine
project teams reported a reduction in vehicle speeds, 28
reported increases in cycling or walking, and 25 reported
a safer and more accessible environment for pedestrians.
Consistent with the tactical approach, 23 projects reported
some type of adaption to treatments, either during design
or following delivery. A similar number of teams reported
stakeholder support for making temporary treatments
permanent, while 11 reported community satisfaction with
the interventions delivered. Figure 1 shows a variety of
treatments.

Programme learning

A clear mandate and rationale

The Innovating Streets evaluation showed that local
support for street reallocation projects is more likely when

Journal of Road Safety — Volume 383, Issue 4, 2022

projects have a defensible rationale and mandate and clear
warrant for using a tactical approach. The warrant was
strengthened when projects aligned with local strategies,
objectives, opportunities, and support, and when projects
were part of an existing network plan.

Communicating the national context for change was also
important for establishing the local warrant. However, this
was often difficult, given time and resource constraints,
the limited scope of individual projects, and pressure on
communications resources at the national level.

Resourcing

The tactical and co-design approach was new for many
project teams and communities. Resourcing needs were
often unclear at the start; in some cases, this led to project
teams being under resourced. Team members were often
required to undertake multiple responsibilities or additional
responsibilities in addition to an existing workload; a
situation which negatively impacted the health and well-
being of some members.

The national-level support and system capacity needed to
manage the large number of projects funded by Innovating
Streets was also unclear at the outset. Programme
resources and system capacity were under pressure
throughout. The demands of responding to the immediate
needs of projects made it difficult to provide more strategic
support.

Figure 1. Innovating Streets Project Examples. [Clockwise from top left: Hetana St, Matamata; Gore; Drews Ave, Whanganui;
Emily Pl, Auckland] (Blewden et al., 2022).
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For example, project teams commonly identified the need
for a national strategy to communicate the national context
and mandate for local action. However, communications
resources at the national level were mostly fully subscribed
supporting local communications, including assisting
teams to respond to local opposition when this arose.

Communications support

Consistent with the literature (Crompton, 2017; Sanoff,
2000; Simpson, 2020), the evaluation reinforced the need
for comprehensive communications support at a national
and local level. For example, communicating the relatively
complex concepts underpinning a tactical, co-design
approach requires significant resources and skilled
execution. Project level communications support was a
common area of under-resourcing; allocated resources
were often subsumed by day-to-day project demands. If
there was significant local opposition, projects were often
forced to adopt a reactive and defensive mode.

Partnerships and engagement

Projects reporting more effective stakeholder engagement
were often smaller in scope, built from existing local
relationships, and had the skills to facilitate an effective
approach. Not surprisingly, co-design approaches appeared
more successful when teams drew on proven methods and
had appropriate skills and experience. Establishing and
communicating the scope of community inputs within the
co-design process, was also important (Blewden et al.,
2022; Goodyear-Smith et al., 2015).

Projects reporting less effective engagement shared
common characteristics. These projects were often larger
in scope and of higher complexity, yet engagement was
also often constrained by time and resources. At the

outset, local environments were not necessarily conducive
or supportive of a tactical approach. For example, in

some communities there was historical distrust of local
government or negative experience of previous engagement
processes or outcomes.

Aesthetics and materials

Temporary materials can allow for faster, more cost-
effective installation (Dube, 2009; Lydon & Garcia, 2015),
however, the evaluation found that these can also stoke
community opposition. This was particularly the case
when the aesthetic, quality, or durability of materials came
into question. Local acceptance was more likely when
there was better ‘fit’ between materials and the physical,
social, or cultural context. It was also found that temporary
materials can fail to clearly or intuitively communicate
design intent and may bear limited resemblance to
permanent treatments. In some cases, this lack of clarity
contributed to community opposition, even when there was
underlying support for project objectives. These findings
indicated that ‘user-testing’ procedures, based on the
human-factors principles of legibility, understandability,
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and usability (Read et al., 2017), could be more fully
employed during design phases.

Shared understanding of success

The evaluation reinforced the need for projects to have
clear evaluation criteria and shared understanding of these.
Agreement on the relative importance given to different
criteria, when judging success, is also important. The
need for shared understanding of evaluation criteria has
been widely discussed (Davidson, 2005; Scriven, 1997,
Shadish et al., 1991). In the absence of this, the evaluation
found that local opposition to projects can be interpreted
by stakeholders as an indicator of failure and can have
disproportionate influence within decision making. In
cases this occurred even when opposition did not represent
the interests of the intended beneficiaries of projects.
Further, it can also be particularly difficult for elected
members and managers to withstand local opposition if
shared understanding of success does not exist.

Dealing with complexity

A tactical approach generally increases complexity and
uncertainty regarding next steps (Ross, 2019; Simpson,
2020; Waka Kotahi NZTA, 2020a). The evaluation
identified situations where uncertainty about the longer-
term plan for temporary projects, including permanent
installation, led to mixed messages and unfulfilled
expectations, with local authorities subsequently exposed
to reputational risk. The evaluation results suggested that
a tactical approach may be less suited to higher risk and
higher complexity contexts and may be harder to justify
in certain contexts, for example, smaller councils with a
limited rates base and existing budget pressures.

Discussion

Following the achievements and learning from Innovating
Streets, Waka Kotahi launched Streets for People in 2021
(Waka Kotahi, n.d.-d). The programme will continue

to fund and support local authorities over a three-year
period to work with local partners to deliver street space
reallocation projects for walking and cycling more quickly
and easily. The programme and all projects will be guided
by an adaptive practice approach (Schwindeller et al.,
2014). Adaptive practice integrates principles and methods
from tactical urbanism while recognising that street space
reallocation requires inputs from multiple stakeholders,
including community representatives, planners, designers,
and local officials. An adaptive practice approach may
therefore differ from a more ‘grass roots’ or ‘bottom-up’
approach to tactical urbanism (Davis 2015; Pagano, 2013).

Sector and wider system capability development is again
a core objective of Streets for People. Other objectives
include the facilitation of action-based practice learning,
the strengthening or development of new working
relationships to improve delivery, catalysing greater
understanding and uptake of street space reallocation, and



system change in support of adaptive practices. Under the
‘Care’ objective, the programme seeks to ensure that all
involved report a sense of satisfaction, safety, and well-
being.

While Innovating Streets again seeks to expediate street
space reallocation, the Innovating Streets evaluation
reinforced that system change takes time and requires
evidence-based change strategy, and sustained effort
(Abercrombie et al., 2015; Foster-Fishman et al., 2007).
As a change management programme (Buchanan et al.,
2005), the design of Streets for People is based on the
understanding that embedding and sustaining adaptive
practices as normative (i.e., not requiring additional
funding and support) will occur over the long term.
Reflecting this, Streets for People has established a
10-year vision (Waka Kotahi NZTA, n.d.-e) for the
desired programme impact i.e., that local authorities and
Waka Kotahi are confidently using adaptive practices to
accelerate the creation of streets that contribute to healthy
and safe people, environmental sustainability, and inclusive
access.

The design of Streets for People has been closely informed
by learning from Innovating Streets. Key responses, and
how these are expected to support intended outcomes from
the programme, are now discussed.

Fewer funded projects

Streets for People has a $30M budget allocation over the
2021-24 National Land Transport Programme (NLTP).
The NLTP sets out the land transport investments that
will be made over a three-year period, in alignment with
the most recent Government Policy Statement on land
transport. Streets for the People will provide 90% funding
assistance with remaining project costs met through

local contributions. Compared to Innovating Streets,

the programme will work with a smaller cohort of local
authorities, likely between 10 to 15. While some authorities
will undertake multiple projects or larger area network
projects, the more limited programme scope seeks to
ensure that each project receives the resourcing and expert
programme support required for success.

Investment in planning and capability

Challenges identified through the Innovating Streets
evaluation described earlier often originated in early-stage
project planning. Short delivery timeframes put project
planning under pressure, causing issues later in the project
cycle. Another recent review of a transport infrastructure
funding initiative within Aotearoa reported similar
findings (Blewden et al., 2022a).

Responding to the above, Streets for People will

be executed in three main phases, each designed to
support high quality planning and delivery. A phase
one expression of interest (closed 22 February 2022)
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invited initial applications to the fund and identified
early-stage proposals for phase two funding. Criteria

for progression included demonstrated organisational,
political, and community support, a commitment to plan
for success, and that projects were embedded within a
strategic network and longer-term funding plan. The
Funding the Foundations stage (April to June 2022)
delivered extensive development support, with the aim of
strengthening project planning (e.g., structural success,
strategic alignment, communications, engagement) and
ensuring that project teams would have necessary capacity
and capability. Project proposals were developed by each
team and presented to Waka Kotahi for further assessment.
Criteria for progression included clear plans for the further
development of team capability and delivery partnerships,
and how personnel would be supported throughout. Project
teams continuing in the programme will move to phase
three, the Readiness Programme. This phase will involve
more detailed project programme planning, including
approach to communications and engagement, monitoring
and evaluation, health and safety, and procurement.

The successful cohort of councils will progress to
implementation and will commence with engagement
planning and scheme design as early as September 2022.

Development supports over the initial phases have been
flexible and responsive, recognising that teams will have
different needs and will progress at different speeds,
dependent on factors such as level of previous experience.

The level of upfront investment in readiness and future
success undertaken by the Streets for People programme is
significant and somewhat unique. Previous evaluation has
shown that transport infrastructure funding initiatives can
encourage recipients to move too quickly to project design
and delivery, at the expense of early planning (Blewden

et al., 2022, Blewden et al., 2022a). Later impacts from

the initial Streets for People investment in success will be
evaluated, with the expectation that project outcomes and
programme impact will be enhanced. Early feedback from
the programme team and councils who participated in

the Funding the Foundations stage has been positive with
both sides more confident that projects will be successfully
delivered from the outset.

Programme supports

As noted, Innovating Streets projects required significant
support and programme resources at the national level
were stretched. Similar needs are expected from the new
tranche of Streets for People projects, particularly as some
local authorities have limited relevant previous experience.
Streets for People has established five workstreams,

each delivering support under an integrated programme
structure (Waka Kotahi NZTA, n.d.-e). Under ‘Delivering
the Projects’, a Waka Kotahi Relationship Manager will
work closely with each project team, providing guidance
and day-to-day supports and facilitating access to expert
inputs.
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The ‘Capability Building” workstream will deliver a
programme of support to lift system capability, capacity,
and culture. Planned supports, identified in the Iterative
Capability Framework (Waka Kotahi NZTA, n.d.-a),
include mentoring, formal training, communities of
practice, and the provision of information, including

a series of updated handbooks for adaptive practices.
However, the approach will be flexible and adapted to
the unique needs of each project and project team. A
collaborative, action learning approach (Marquardt et al.,
2018) will also be adopted, to support continuous team-
based learning and practice development.

The ‘Catalyst’ workstream seeks to ensure that the Streets
for People programme and projects stimulate change across
the delivery system. A core objective is to embed tactical
policy, principles, and practice as business as usual at a
national level and for local authorities, consultants, and
other partners. This workstream will also be focused on
building mandate, social licence, and funding security for
further Streets for People projects, beyond the end of the
programme.

Guided by a comprehensive strategy (Waka Kotahi
NZTA, n.d.-c), the ‘Communications and Engagement’
workstream will provide national and local level
communications and engagement support. This work

will seek to build stakeholder awareness, trust, and
confidence in the principles of urban active modes and in
a tactical approach. At a national level, the strategy also
seeks to better position the programme, tell the story and
balance negative sentiment towards the programme. Local
communications and engagement plans will be developed.
Purposeful, collaborative, and supportive relationships
with all stakeholders will be sought. Local stories and
events will be used to communicate the intent and purpose
of Streets for People and intended outcomes, linking these
to the emission reduction imperative, road safety, and other
wider objectives.

The ‘Monitoring and Evaluation” workstream will support
data collection and evidence at a programme and project
level. The programme evaluation will assess quality,
progress, and performance in respect to the Streets for
People objectives. Project teams will again be supported
to undertake monitoring and evaluation at the project level
with a focus on evidencing local outcomes and impact. All
evaluation will be used to inform programme, project, and
practice development, including local evaluation capability.
As noted, shared understanding of what programme and
project level success will look like will be essential for
focusing all evaluation and when communicating results.

Health and well-being support

The process of local authorities working in partnership
with local communities to implement tactical projects is
complex and challenging (Raja, 2020). New skillsets are
required for transport sector professionals with limited

26

previous experience working within a partnership and
community development paradigm (Wildridge et al.,
2008). Street space reallocation can be confronting

for local communities and can be met with opposition
(Simpson, 2020). The Innovating Streets evaluation
showed that success builds upon effective local
partnerships, characterised by mutual respect, trust, shared
understanding, and a commitment to collaborate.

In some cases, the challenge of working on street space
reallocation within local communities contributed to
Innovating Streets projects having a negative impact on
the health and well-being of team members and other
stakeholders (Blewden et al., 2022). As noted, other
contributing factors to this were the under-resourcing
of project capacity and capability and tight delivery
timeframes.

The focus of Streets for People on ensuring the satisfaction,
safety, and well-being of those involved, directly

responds to this learning. These outcomes will be central
to developing and retaining a capable, confident, and
motivated Streets for People workforce. This will in turn
be critical to realising the 10-year vision of the programme.

While project teams will be required to implement
appropriate support strategies, protective responses are
also evident in the overall design of the Streets for People
programme. These include the upfront investment in
building the foundations for success, the limited number of
exemplar projects to be funded, the three-year timeframe
and flexible timelines, the delivery of comprehensive
support through the workstream structure, and focus on
building capability at all levels of the delivery system

Study Limitations

This article refers primarily to learning from the
Innovating Streets programme evaluation. The design
of the Streets for People has been informed by multiple
knowledge sources not acknowledged nor discussed in
this article.

Conclusions

Learning from the Innovating Streets programme has
guided the design of the Streets for People programme.
Building from the earlier programme, Streets for People
has adopted a long-term change management approach to
the design and delivery of further street space reallocation
projects throughout Aotearoa. The programme will

work with fewer local authorities and projects, to ensure
that each receives appropriate resourcing and support.
Significant upfront investment has been made in project
planning and in building the capacity and capability

of project teams from the outset. Five programme
workstreams have been established to deliver targeted
supports under an integrated programme structure. Core
objectives are to develop capability across the delivery



system, build improved connections with stakeholders,
embed, sustain adaptive practice as business-as-usual,
and ensure that all involved report a sense of satisfaction,
safety, and well-being. Monitoring and evaluation at

the programme and project level will track and assess
progress, quality, outcomes, and impacts. A learning
orientated approach will be adopted to ensure continuous
improvement and development.
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Appendix A

Table 1. Innovating Streets Fund Intervention Logic Model

Issues/Context Inputs Activities that... Outputs
+ Inadequate responses |+ Innovating Street » Set up and administer the Innovating * Enabling processes
to the Government Fund providing 90% Streets Fund - e.g., establish fund and and regulation.
Policy Statement on funding assistance applpa‘qon process, promote and elicit | Transport related
land transport. rate. applications, assess and select funded . .
rojects, support and coordinate funded tactical urbanism
» Waka Kotahi funding |+ Road Controlling pro'ec ts, projects are
pathway. Authorities providing projects. delivered, are safe
. 10% local share » Develop more supportive and less and effective, and are
* Process barriers. .
funding. complex processes for transport related evaluated.
» Reluctance by. + Other Innovating tactical urbanism. . An active
Road Controlling . . . .
.. Streets funding. * Build and support a Community of Community of
Authorities to Practice Practice
co-invest in transport [+ Waka Kotahi ' ’
related tactical capability and * Facilitate stakeholder engagement and |* Project and
urbanism projects. capacity. participation in projects. evaluation data is

generated and is fed
back into projects
Collect evidence from projects. and the Innovating
Streets programme.

* Regulatory barriers |+ Road Controlling
and constraints. Authority capability
and capacity.

Design and deliver projects.

» Lack of sect . .
ack of sector * Generate learning from projects.

capability and * Industry capability
capacity and limited and capacity - e.g., » Disseminate evidence and learning from
scope to develop this. design, construction. projects.
* Limited industry » Consultant capability |* Embed evidence and learning into
capability in and capacity. practice.
innovative + Community * Build sector and industry capability.
approaches. .
capability and .
o . . * Scale up transport related tactical
* Limited community capacity. .
urbanism.
engagement;
community
disenfranchisement.
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Note.

The Innovating Streets Fund is a key component of the
Innovating Streets programme.

The Innovating Streets Fund short-term, mid-term, and
long-term outcome model:

» shows intended outcomes from the Innovating Streets
Fund (not the overall Innovating Streets programme);

* shows intended outcomes only - e.g., does not describe
underlying programmes of work;

+ assumes that short term outcomes will proceed long
term outcomes;
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+ assumes that long term outcomes will contribute to
impacts but will not solely lead to impacts - e.g., a
range of inputs and factors will determine impact.

The delivery of transport related tactical urbanism projects
funded through the Innovating Streets Fund will not in
itself be sufficient to achieve intended

longer-term outcomes.

Long term outcomes will require on-going inputs and
activities to leverage impacts and learnings from projects
delivered - e.g., wide dissemination of project derived
learnings will be essential to increasing sector capability.
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