Ensuring
Effective
Stakeholder
Engagement
A guide to help run, manage and evaluate
stakeholder campaigns

Welcome
This guide will support your engagement with
stakeholders and equip you with some helpful
tools and advice to develop effective stakeholder
communications plans within your own teams.
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An introduction to

“A stakeholder is a

stakeholder
engagement
Stakeholder engagement is about knowing who your
stakeholders are, understanding them and knowing how best to
involve them in your business.
Stakeholder engagement and management involves taking into
consideration the different interests and values stakeholders
have and addressing them throughout the project or campaign.
Engaging the right people in the right way in your project can
make a notable difference to its success and to the reputation of
your department.
The benefits of ensuring a robust stakeholder management
approach for your team or project are:

group or individual
who can affect or
is affected by the
achievement of
the organisation’s
objective. ”
FREEMAN, 1984

concerns and best practice can help shape projects. Getting
to them early makes it more likely that they will support you as
they will feel they have inputted and been involved.
• Joint resources – using their expertise or working
in collaboration could see more resource available
for your activity.
• Consistent and clear communication should ensure that
affected parties will understand the benefits and can be
trusted voices or third party endorsers if needed.
• It helps raise the profile of the excellent work that government
does and some of our key policy areas.

• Developing an understanding of stakeholders’ opinions,
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An introduction to

stakeholder
engagement
• They can act as a bridge to other organisations – giving us
access to their existing communication channels.
• They can assist in improving policy delivery and provide us
with honest feedback.
• Specific activity and planning stakeholder campaigns is
important, but effective stakeholder management has no real
beginning and end – it should be an ongoing activity built into
everyday work.

Working with stakeholders isn’t a
one-off activity. It is an ongoing
process. You need to keep
your stakeholders involved and
informed about what’s going on.

Stakeholder management must be a key part of any
communications plan and this toolkit will help you and your
teams put together effective plans.
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Supporting
policy objectives

Getting
started
2

This model is the beginning of any effective stakeholder
campaign. The planning circle should be the starting point
for developing your stakeholder engagement activity.
4
3

1 What do you want to achieve?
2 Which stakeholders are critical to your success?
3 How are you going to engage with them?
4 Implementation and channels
5 Evaluation — did you achieve your objectives?
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1.

What do you
want to achieve?
It is fundamentally important to ensure that before you start any
stakeholder activity the overarching business or policy goal for
your project or campaign is clear. The key questions are:
• What is the goal of this particular project or activity?
• How are you and your team going to achieve it?

Consistent and clear
communication should ensure that
affected parties will understand
the benefits and can be trusted
voices or third party endorsers if

What role do
stakeholders have in
helping to achieve
this policy/campaign
objective?

These can then be applied to working with stakeholders.
• What role do stakeholders have in helping to achieve this
policy/campaign objective?
• What are the benefits of engaging with stakeholders
for this purpose?
• What are the risks of doing it wrong or not doing it at all?
• What level of support or resource will you need internally?
• How will you evaluate this activity?
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2.

Which stakeholders are critical to your success?

The importance of identification
Before beginning any activity, you should work to understand the
current landscape and those stakeholders that will be vital for you
to engage with. Your campaign or project will be more effective if
you do your research around who your key stakeholders are and
what activity has taken place before.
The key questions –
• Has anyone done any stakeholder activity around this
campaign or policy area before?

• What do you know about their online activity and
social channels?
• What motivates them?
• Who influences their opinions? Do some of these influencers
therefore become important stakeholders in their own right?
PROCESS TIP: It is useful to use your current list of
stakeholders if you have one (though more may come to light
during the process).

• Are there any existing relationships already? Are there other
departments or teams within BEIS or elsewhere in
Government that have been working with stakeholders in this
area?

A team brainstorming session can be a useful process to
ensure team buy-in and that you identify as many stakeholders
as possible.

• Who will be interested in this policy area?
• Can you prioritise them? (See Boston Matrix on next page)
• What are the current views about your campaign
and/or policy area?
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2.

Which stakeholders are critical to your success?

The importance of identification
The Boston Matrix is a key identification tool to help you
identify and categorise stakeholders in a consistent and
clear manner. It is useful to brainstorm key stakeholders
and where they fit on the matrix with your team.

Keep satisfied

High

For example:
High power/high interest
Engage closely and influence actively – these are the people
who you must fully engage with. They may prove trusted
advisors, key to developing policy and should be seen as

Joint planning,
joint campaigning and
press activities, MOUs/
partnership agreements,
secondments, joint research,
joint governance

Power

partners whose opinion is considered valuable.
High power/low interest
Keep satisfied – make sure there is awareness, understanding
and support of your project among these stakeholders. Put

Open forums, round-table
discussions, advisory
groups, working groups,
seminars, user panels,
conferences, chat rooms

Engage closely and
influence actively

Keep informed

Consult with

Newletters, websites,
speeches, press, mailings

Focus groups,
task groups, visits,
deliberative meetings

Low

High

Low

in place enough engagement tactics to ensure that they are
informed and satisfied, and that they are kept updated, but do
not push or bore them with your messages.

Interest
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2.

Which stakeholders are critical to your success?

The importance of identification
Low power/high interest
Consult with – keep these stakeholders adequately informed
and listen and engage – often these stakeholders are happy to
take on finer details and can be a key sounding board. If you
can involve them then they will act as ambassadors.
Low power/low interest
Keep informed – these are the stakeholders you will need to
spend the least amount of time on, although you should still
keep them informed.
Once you have plotted your stakeholders you will be able
to prioritise them and identify where and how you should
concentrate your efforts.

Keep satisfied

High

Open forums, round-table
discussions, advisory
groups, working groups,
seminars, user panels,
conferences, chat rooms

Engage closely and
influence actively
Joint planning,
joint campaigning and
press activities, MOUs/
partnership agreements,
secondments, joint research,
joint governance

Power
Keep informed

Consult with

Newletters, websites,
speeches, press, mailings

Focus groups,
task groups, visits,
deliberative meetings

Low

High

Low

Interest
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3.

How are you going to engage with them?

Putting together an engagement plan

Once you have established your stakeholders’ positions within the
power and interest matrix, putting together an engagement plan
will help you to define the level of relationship you wish to achieve
and therefore what type of communication best suits your needs.
This can range from face-to-face communication in
meetings and workshops, through to updates through newsletters
and e-bulletins.
You can use this TEMPLATE to help you develop a
stakeholder plan.

The key questions –
• Can you prioritise your stakeholders based on the
mapping exercise? (Gold, silver, bronze, or by where they fall
on the power and interest matrix?)
• With each tier, what type of relationship would you like? Is it
just ensuring they are kept aware or do you want to work in
partnership with these stakeholders?
• Is there current activity taking place with any of your
stakeholders in other BEIS teams?
• Do you already have an idea of key tactics/activity you would

A stakeholder plan will set out the type of relationship and
related engagement that you need for each of your individual
stakeholders. It will also encourage you to think about mutual
areas of interest, as well as any areas where there is potential for
disagreement.

like to conduct?
• What channels both on and offline can you use?
• TECHNIQUES FOR ENGAGING STAKEHOLDERS will give
you some practical ideas for stakeholder activity.
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3.

How are you going
to engage with
them?

Putting together an
engagement plan
• What are the existing communications channels
that can be used? (e.g. BEIS social media
channels)
•• HWohwataarreeytohueutimsinegfradmigeitsaa
l tnodob
l s?udget implications?
• Do you need wider support?
• Exact details of an implementation plan will
depend on policy and campaign activities –
stakeholder engagement activity often takes place

Work closely
together towards
common goals
which can only be
achieved by our
combined efforts

around new policy development, consultation, PR
and marketing, and crisis communications.

STAKEHOLDER PLAN TEMPLATE

Work together on
a shared agenda

Know each other
and know about each
other’s agendas
Communicate
and understand each
other’s agendas
Support each other on
our different agendas

Committed to a
shared agenda
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Best practice
BUSINESS IS GREAT BRITAIN —

Working with partners for the
International Festival of Business
What did we want to achieve?

Which stakeholders were critical?

The objective was to raise the profile of Business is GREAT
Britain among an SME audience, and use partner channels to
disseminate information to small and medium sized businesses.

The GREAT team put together a long list of businesses with
appeal to our target audience. Using the Boston Matrix

We specifically targeted brands that had a wider small business
network - and offered them endorsement for Business is GREAT
Britain through organisations that the SME community trusts.

work with.

we worked out a list of most influential that we would like to

Billed as the largest global concentration of business events
during 2014, the 50-day International Festival of Business
attracted more than 75,000 business delegates from 88 countries
to 424 events at 139 venues in Liverpool.
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Best practice
BUSINESS IS GREAT BRITAIN —

Working with partners for the
International Festival of Business
How were we going to engage with them?

Our achievements

We put together an introductory proposal and appointed a
stakeholder manager was appointed to set up meetings and

• A headline partnership with Trinity Mirror and BT to
run the ‘GREAT Face of the Festival’ competition

work collaboratively in arranging joint activity.

• A sponsored Business is GREATeight-page
supplement with Virgin Trains

Implementation
We worked in collaboration with businesses to create co-funded
joint activity. By taking a non-prescriptive approach, we were
able to tailor our activity to what was achievable with each
specific stakeholder.

• The ‘GREAT’ stand in the International Festival for
Business exhibition Hub
• We were able to share savings across all activity
• An ongoing relationship with BT which has led to
further communications work
• Over two million people would have seen the
GREAT advertising on the media wall.
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Best practice
BUSINESS IS GREAT BRITAIN —

Working with partners for the
International Festival of Business
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4. Implementation
At this stage you know who your key stakeholders are and
have tiered them based on influence. You also have an
engagement plan in place and are ready to start talking to
stakeholders. Engage with the highest tier/most important
first – your plan will dictate the level of activity for each tier.
TIPS FOR EFFECTIVEIMPLEMENTATION:
• Set the vision – why are they being contacted, what are
you communicating and how does it relate to them?
(BEIS Goals and Story)

• Sometimes it may take a few attempts to engage and
sometimes there might be a ‘no’ or ‘I don’t want to receive
information’. If that is the case respect their decision and
focus on other key stakeholders.
• Report and update internally – keep everyone abreast
and record a detailed account of all activity for evaluation
purposes.
• Know your stakeholders’ preferred medium of
communications. Sometimes, it may be more effective to
build, for example, online relationships first.

• Clearly articulate what you are suggesting or how you want to
work with them. This could be through an invite to an event,
a proposal on joint working, or asking for their feedback or
support on policy change.
• Always remember: what is in it for them as an individual or
business? A tailored approach will always result in a greater
level of engagement.

Once engaged – the onus is then on you to keep
them that way! Do not get what you want and
move on. Relationships can need proactive
management to deliver value.
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4. Implementation
Relationship management
Robust relationship management is crucial to the success of
your stakeholder engagement programme, particularly as often
specific team members will be dealing with different stakeholder
contacts. One area where a really effective campaign can fall
down is if the relationships are not maintained.
Recommendations for effective relationship management:
• Ensure there is a maintained tiered database or contact sheet
for all stakeholders involved in the project.
• Nominate a relationship lead and a primary contact.
The relationship lead will have overall responsibility for
stakeholder activity and will be a senior policy or public
affairs manager. The primary contact will be responsible for
relationship building (there may be several different primary
contacts dependent on the number of stakeholders).
• Ensure stakeholder management is a regular agenda point on
policy/progress and update reporting.

Government organisations already
maintain relationships with most
stakeholder groups. But not all these
relationships are proactively managed
or sufficiently two way to deliver value
– Barker, Lynton

• Have a process to highlight good and bad practice and nip
any conflict in the bud quickly.
• Stakeholder engagement is a constant, proactive part of our
processes, not something you can just do from time to time
when you feel like it. Some stakeholders will probably need
to be more actively involved than others. But remember, you
won’t be able to engage with everyone all the time.
• Monitor online conversations. For example, create and use
Twitter lists and Netvibes dashboards.

Plan enough time for effective
stakeholder engagement.
One size doesn’t fit all.
You need to employ a variety of
techniques to understand the range
of stakeholder views.
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5.

Did you set out to achieve what you wanted to achieve?

The importance of evaluating activity
The majority of projects within BEIS have clear
timelines for activity. With stakeholder management, it
is vital to
evaluate your activity at the end of a project and at regular
intervals for longer or more complex campaigns.

• Can we get feedback from our stakeholders?
• What has worked well and what have we learned
for future activity?
• What is the best way to present our evaluation
and who needs to see it?

Through evaluation we can ensure we are meeting
our objectives and targets and engaging with the right
stakeholders. It is also an excellent opportunity to play
back success and take on board key learnings.
Top questions –
• Can we demonstrate that we have met the objectives?
• What metrics can we use – number of stakeholders?
Social media activity? Media coverage?
Qualitative and quantitative data?
• What are the outputs and out-takes?
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5.

Did you set out to achieve what you wanted to achieve?

The importance of evaluating activity
Partnership
The partnership ladder is an excellent evaluation tool to:
Advocate

• Assess relationships
• Demonstrate relationship development
• Project the future

Collaborate

• Demonstrate the impact of events
• Show the effect of interventions

Explore

• Provide underpinning evidence
Inform

Manage

Identify

Analysis
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