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About Rhion …

• Founder of the Consultation Institute
• Joint author of The Art of Consultation (2008) and

The Politics of Consultation (2018)
• Specialist in the law of consultation 
• As Consultation GuRU, adviser to many organisations 

…. … including
• Author of regular Blogs on stakeholder management etc



Starting point … last year’s 
conclusion!

• Key players in 
understanding 
what’s happening –
and how it affects 
our stakeholders

• They can often be 
the best source of 
advice to us



A changing, 
challenging world



Not just the soap opera ….



…but REAL issues



Key trends already clear 

Motivation changes

Why invest in 
stakeholder 

management?

• Positive stakeholder engagement –
to actively promote change in 
perceptions & action

• Defensive stakeholder engagement –
to handle threats and keep the 
status quo…

• Passive stakeholder engagement –
just in case it becomes needed

Turbulence can prompt 
abrupt changes of 
approach !



Key trends already clear 

Strategic analysis

How do we 
prioritise our 
relationships?

Beyond traditional stakeholder 
mapping, maybe view them as:
• Mission critical stakeholders –

whose actions/behaviour can pose 
existential threats or opportunities

• Mission enhancing stakeholders –
whose actions/behaviour can help 
you achieve better outcomes

• Mission desirable stakeholders –
where is it useful to preserve good 
relations

Pressure of change can force 
conventional stakeholder 
management teams to 
become more targeted …



Key trends already clear 

Digitisation

How do we 
communicate?

• Stakeholders to inform – to ensure 
they hear your key messages

• Stakeholders to hear – to ensure   
you hear their key messages

• Stakeholders to dialogue – where 
you need an informed discussion

• Stakeholders to consult – to seek 
views on specific proposals, policies 
or programmes

• Stakeholders to collaborate –
working together to co-produce …

AI and new online tools can 
help with these VERY different 
forms of communication



Key trends already clear 

Focus on Function

What objectives  
are you trying to 

meet?

Organisational GOALS 
or Project GOALS

• Stakeholder acquiescence - able to 
tolerate you or your project

• Stakeholder co-operation – to help 
you meet your own goals

• Stakeholder support – to strengthen 
your reputation

• Stakeholder partnership – to share 
the pain and/or pleasure

A tighter ‘remit’ moves 
away from one-size-fits-all 
“Be nice to everyone"



Moving from form to function

An example from 
Consultation 

The FOUR 
FUNCTIONS
FRAMEWORK

NAVIGATION

EXPLORATION

DETERMINATION

IMPLEMENTATION

Where are we going?

What are the options?

Securing Support

Taking decisions: 
Making choices. 



Moving from form to function

May also 
apply to 
stakeholder 
relations

Relationships 
with a purpose



Subject-expertise becomes as 
important as relationship-building skills

Relationships 
with a purposeImplications



Subject-expertise becomes as 
important than relationship-building 
skills

Relationships 
with a purposeImplications



Three contemporary issues 
affecting stakeholder 
management

• Economic growth and the 
passion for infrastructure 

• Planning reform and the 
urge to say ‘YES’ 

• Local Government 
reorganisation and the drive 
for fewer but bigger

All three require 
MORE and 

better skilled 
Stakeholder 
Managers



The Passion for Infrastructure 



Project management

Failure to take 
account of 
stakeholder 
interests 
causes dither 
and delay 



Case Study:  High Speed Two

• Sally Gimson’s book is full of insights
• Highlights the dangers of costing a 

project before you’ve decided what to 
build

• Failed to engage effectively despite 
armies of stakeholder relations staff

• Lack of top-level strategy makes 
effective stakeholder management 
difficult



Case Study:  Water industry

• Overlapping, confused regulation 
poorly understood even within.

• Conflicting priorities
• Operator self-measurement
• And other mistakes

If you are struggling to 
perform, you suddenly 

have more stakeholders!



Planning reform and the urge 
to say ‘YES’ 

The GOOD NEWS is that pre-
application consultation for NSIPs
no longer required by law …
The BAD NEWS is that it will still 
need to be done ! 

Can we reduce the paper mountain 
without denying people their rights 

to be heard?



Case Study: Electricity transmission 
in East Anglia

• National Grid engaging over 70,000 
immediately affected

• Camargue conducting consultations
• Massive paper-mountain
• Public reactions ‘lukewarm’

Stakeholder relations very 
difficult where people 

dislike proposals!



Local Government reorganisation 
and the drive for fewer but bigger

• Major changes to the political 
geography

• Strategic Authorities will matter most
• Will reinforce the need for Councils to 

manage key stakeholders 
• Danger of a democratic deficit

Need step-function improvement 
in managing stakeholders



Case Study: Suffolk single Authority

• Suffolk CC want one Unitary
• Five District Councils want 

three Unitaries
• All about local ‘identities’
• … and service delivery

Who best connects with 
local stakeholders?



Next-generation 
Stakeholder management 

- how a changing world 
demands so much MORE

Pun 
intended!
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….demands so much MORE

• MORE professional Stakeholder Managers
• MORE enterprise-wide Stakeholder engagement 
• MORE focus on functions and outcomes
• MORE and BETTER processes
• MORE Training



Next-generation 
Stakeholder management 

- how a changing world 
demands so much more
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