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Perspectives on best practice 
plan-making



Agenda

• 9:30 Introductions and Presentations

• 11:00 Morning tea

• 11:20 Scenario - breakout sessions

• 1:00 Lunch/informal discussions

• 1:30 Debrief/compare scenario techniques

• 2:30 Wrap up



Life is what happens to us 
while we are making other 
plans
― Allen Saunders



Purpose

To help you improve the content, form and structure of 
your plans.

It is more about how plans are put together than about 
what their substantive content is.

BUT the form of a plan will help shape its content and 
can improve its quality. 



Quality of a plan

The quality of a plan can be enhanced by:

• greater clarity of policy structure

• improving the local focus of regional, district and 
local provisions

• better expression of complex ideas

• better organisation and integration of the contents

• reality testing how it will work in practice



Common reasons for poorly put together plans

• Resources inadequate to complete a good ‘edit’; 
• Changes in people during multi-year processes;
• Not getting “buy in” from elected representatives;
• Not understanding why conflicts arise and trade-offs need to be 

made;
• Lack of resolution of conflicts / trade-offs;
• Silo behaviour:
It is easy to develop plans in sections - it may only be when those 
sections get applied together to a specific proposal that the 
inconsistencies start to become apparent. 



Principles of sound RM practice

1. Express a clear purpose in the plan

2. A few clear objectives are better than many unclear ones

3. Plan-making is outcome-led

4. Integrated management of resources and effects requires 

both vertical and horizontal integration 



Yet more Principles …

5. A plan must be read as a whole

6. The plan will be made operative, but planning never 
stops



Always plan ahead. It wasn’t 
raining when Noah built the 
ark
― Richard Cushing



Say what you mean:

• Keep sight of relevant objectives all the way through

• Beware of banalities and platitudes

• Make trade-offs / choices explicit

• RMA issues involve value judgements and choices - do not be scared 
of stating them 

• Be explicit even if there is uncertainty / lack of hard data

• Plans are getting better more explicit about when to protect or 
develop / use resources, not just ‘manage’.  Keep going! 

• “Avoid, remedy or mitigate”, on its own, is insufficient at plan 
level



The Public Policy Cycle



Establish a project 

manager and core 

team

Determine experts 

you will need and 

secure them

Identify phases of 

plan development 

and timetable them

Identify high level issues and 

critical topic areas that will 

need significant resourcing

Obtain budget/ 

funding approval –

from beginning to end
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Plan making phases



Develop plan for 

community 

engagement

Allow time for 

review, from 

completion of draft

s 32 evaluations –

start early and keep 

updating

Plan how 

notifications will 

occur
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Plan making phases



Plan your work for today and 
every day, then work your 
plan 
- Margaret Thatcher



The policy framework:
Differentiate purpose, issue, objective, policy, method (rule), criterion, factor:

• Purpose: why are we doing this?

• Issue: what are the problems we face in pursuing our purpose? And who is affected?

• Objective: where are we trying to go? And what are we trying to achieve in pursuit of 
our purpose? What is our goal?

• Policy: what are the boundaries we will observe in trying to reach our objectives?

• Method/Rule: how, according to our policies, should we try to reach our objective?

• Criterion: what quantifiable aspect of our discretion should apply to our rules?

• Factor: what qualitative aspect of our discretion should apply to our rules?

• Outcome: when do we expect to achieve this?

A purpose is not an objective or a policy – when in doubt do not simply repeat s5 RMA.



The policy cascade:

Give effect to the policy hierarchy: 

• Part 2 

•National environmental standards

•National policy statements

• Regional policy statements
• Understand the role and function of a local authority within the 

hierarchy (ss11-14 LGA2002 and ss30-31 RMA)

• Understand the importance of local provisions 



Implementation of the hierarchy:

• “Giving effect to” higher level instruments

• Enable vs avoid

• Avoid can be unduly restrictive where not everything has to be 
avoided – what is to be protected?

• Appropriate vs inappropriate – what policies apply?

• How to plan for the exercise of discretion – under multiple 
policies, principles, rules, factors

• Potential for conflicting national directions 

• What to do when regional policy is not settled or is out of date



Parts of the plan
• Overall plan (chapter) structure – National Planning Standard includes 

structure, chapter and zone framework standards 

• Providing linkages to the rationale between objectives, policies and 
methods

• Use of zones, overlays and precincts
• When to use these tools
• Potential pit-falls – the competing layers of objectives and policies

• Hierarchy of rules between zones and overlays

• Formatting of plan 
• layout and design of objectives, policies and rules
• font and numbering systems
• illustrations
• use of appendices 



Without leaps of imagination 
or dreaming, we lose the 
excitement of possibilities. 
Dreaming, after all is a form 
of planning
― Gloria Steinem



Issue identification

• Significant resource management issues at national, regional 
and local level

• The relationship of “other documents” in issue

• The importance of ‘governance structures’ 

• Good practice to identify issues

If issues and environmental results anticipated are not stated in 
plans, then how do we judge performance of plans? 



Option evaluation

• Include do-nothing / status quo option

• Adopt relevant counterfactual approach

• Specify evaluation criteria

• Emphasis on a process of evaluation

• NOT documentation of decisions in retrospect

• Role of monitoring – effectiveness and efficiency of existing 
provisions (Plans are evolution of existing Plans)

• The evaluation of methods outside the Plan



Option evaluation continued

• Focus of debate often on methods to achieve objectives – who 
carries the costs / risks and who gets the benefits

• Costs may be concentrated but benefits diffuse, or vice versa, 
therefore difficult to evaluate and compare  

• Looking for a fair assessment of options and methods, not a 
perfunctory one. But analysis doesn’t have to be exhaustive  

• Most important is resolution of issues in the plan – providing 
clarity over what is to be managed and how – not leaving 
everything to the consent stage 

• Compare this with the tension inherent in making plans ‘simple’



Section 32 analysis

The analysis undertaken to meet the requirements of section 
32 should be the core aspect of plan development - the engine 

room in terms of setting outcomes, identifying options and 
weighing pros and cons.  

Along with plan effectiveness monitoring and state of the 
environment reporting providing the feed back loops, section 

32 follows a rational plan making process. 



Drafting section 32 reports

•Draft alongside provisions

•Analysis should inform decisions made about provisions 

•Helps plan drafters to understand any further evidence 
required to support decisions made about provisions

•Use a template



Use of section 32 and reporting
• Evaluation report be made available for public inspection 

upon notification of the proposed plan

• Concept of proportionality

• Form not specified although content must examine and 
assess mandatory factors

• Extent of analysis of options required by submitters when 
proposing alternatives by way of submission

• Adequacy of further evaluations made by decision makers.



Someone's sitting in the 
shade today because 
someone planted a tree a 
long time ago
― Warren Buffett



Language consistency and precision

• Purpose of a provision should be clear

• Structure and layout is clear and logical

• Headings are useful

• Consistent tone 

• Simple, short and precise sentences that focus on one topic

• Words are precise and familiar

• Document is error free



Definitions

•Use definitions sparingly and only where needed 

•National Planning Standard includes a definitions 
standard

•Do not redefine words and phrases already defined in 
statute, regulations or other statutory planning 
documents 

• Consider where diagrams may assist in clarifying a 
definition. Do not use diagrams in other circumstances 



Drafting Objectives:

• Clarity on the outcomes of the Plan 

• Relate to identified RM issue

•Use of hierarchies – read sections of objectives in the 
round

•Do not repeat Part 2 wording

•How something is managed is not an objective



Drafting Objectives:

The strength of being specific:
i. What is the relevant environment for the purposes of 

the particular objective or policy? 
ii. What particular use or activity ought to be enabled in 

that environment? 
iii. What particular value or values of that environment 

ought to be protected? 
iv. What kinds of effects of the activities are relevant to 

such protection of values and which of those effects are 
adverse in the context of the relevant environment? 



Drafting Objectives 

Examples of how not to:

a) “Outstanding landscapes and features are protected”

b) “Outstanding landscapes and features are 
recognised”

c) “Outstanding landscapes and features are recognised 
and provided for”

d) “Outstanding landscapes and features are managed”



Drafting Policies 

•How the objectives will be achieved

• The relationship of policies and assessment criteria

• Importance of specificity

• Substantive v Procedural



Drafting Policies

Examples of how not to:

•Avoid, remedy, mitigate (ARM)

• Repeat the objective 

•Objective – Sites with significance values are protected 
and restored

• Policy – Sites with significance values are protected and 
restored



Drafting Rules

• Examine every angle for an unintended consequence

•Activity status is not a hierarchy of ‘whether you can do 
it’ 

• Restricted vs full discretionary activities

• Enforceability – can a contravention be proved beyond 
reasonable doubt?



In preparing for battle I have 
always found that plans are 
useless, but planning is 
indispensable
― Dwight D. Eisenhower



Formatting

• Standards and E-plans drive consistency – however…

• Establish drafting protocols on formatting at start

•NPS 10 mandatory numbering: CE-PA-R29(1)(a)(i)

• Cascading – discretion

• Careful with those bullets!



Formatting

•Objectives | Policies | Rules

• Fonts – simplicity and cascading

•Definitions – National Planning Standard 14

• Tables | Diagrams | Figures

•Appendices | Schedules – consistency and cross-
referencing



Formatting

Mapping

•National Planning Standard 13 – District Planning Maps

•Other plans should be clear: caution using aerial photos

•Different principles for online maps

• Level of accurate detail now required for GIS maps



The Zoom-in Problem

• Line of map at 
1:10,000,000 = 5km 
wide

• 1:50,000 = 25m wide

• 1:5,000 = 2.5m wide



If you fail to plan, you 
are planning to fail
― Benjamin Franklin



If you don't know where you 
are going,
you'll end up someplace else
― Yogi Berra



Everybody has plans until 
they get hit for the first time
- Mike Tyson



We’re only making 
plans for Nigel
- XTC 1979


