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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 the FOUR FUNCTIONS 

FRAMEWORK  and regular Blogs on 
stakeholder management etc



“It’s not a great title, 
Dad!”

Why upset your 
audience?

Why tell them 
it’s a job anyone 

can do?



“It’s not a great title, 
Dad!”

“When everyone 
is somebody 

then   no-one’s 
anybody.”

WS Gilbert, 1889



A specialist 
function 
OR 
a general 
management 
capability? 

What is stakeholder 
management ?

OR 
Can it be 

both?



‘We are all 
quality managers 
now!’

Look what happened 
to Quality 
management!

…and 
safety . 
…and HR …
etc



Who does stakeholder 
management?

What’s in a name?
• Director of Stakeholder Relations
• Stakeholder Management Adviser
• Head of Stakeholder engagement
• Public & Stakeholder communications officer
• Stakeholder engagement co-ordinator
• Data analyst – Stakeholder relations
• Strategic stakeholder communications specialist
• Project stakeholder liaison team leader
Etc etc etc



Who does stakeholder 
management?

What’s in other names?
• Director of external affairs
• Senior Communications & engagement Manager
• Consultation Officer
• Senior Policy Adviser
• Head of engagement
• Business Development Manager
• Economic Development Specialist
• Business change consultant

Many job roles do not 
specifically refer to 

stakeholders but are very 
heavily focused on 

stakeholder management



The inspiration for 
Stakeholder 
management• Edward Freeman, 

• Professor of Business 
Administration, University of 
Virginia

• 1984 – Published Strategic 
Management:           A Stakeholder 
Approach.

• Creating value through stakeholder 
relationships

• An antidote to theory of 
shareholder value



The evolution of 
Stakeholder 
management• Freeman defined the subject and the need for a 

stakeholder mindset
• Focus on stakeholder engagement
• Adoption within project management – especially 

IT.
• Proliferation of dialogue methods
• Standards – eg Accountability 2015 and now 2026
• Embedding best practice into organisations 

as a key core competence



Enterprise-
wide 
stakeholder  
engagement

NEW 
…



Enterprise-
wide 
stakeholder  
engagement

NEW 
…

Day-to-day management of some 
stakeholders is not the same as 

taking responsibility for the full range 
of your organisation’s stakeholders



A definition of 
Stakeholder 
management
Securing and deploying the resources 
to devise and implement a strategy 
for stakeholder relationships that 

aligns with an organisation’s mission 
and objectives



The dynamics of 
stakeholder 
management (1)• 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

Understanding 
their influence

From Tractivity 2025 Customer event: see 
Knowledge Exchange



The goals of a 
stakeholder 

strategy

• 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

The dynamics of 
stakeholder 
management (2)

From Tractivity 2025 Customer event: see 
Knowledge Exchange



Converting into 
operational 

activities

• 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 …

The dynamics of 
stakeholder 
management (3)

From Tractivity 2025 Customer event: see 
Knowledge Exchange



Challenging at times 
of stability

Critical in more turbulent 
times



The usual mix 
of political 
issues



But now …
something 
extra



Many institutions & related 
activities face change & 
upheaval …

• Central Government departments
• Local authorities
• Housebuilders
• Police & Fire
• Regulators
• Planners
• Utilities
• NHS

Disruption to long-
standing interfaces 
and  relationships



… affecting many people 
in many parts of your 
organisation
                  … who need 
to respond      
                           
consistently

The need for a collective 
response



A football case study

• How the world of football responded to 
the FIFA proposal to part-privatise the 
World cup!• Individual associations did not delegate to 
their stakeholder management teams…

• Mobilised the whole organisation
• Starting at the top.



Change is not always 
Big Bang

• Slow, steady, drip-fed 
amendments

• One announcement 
followed by another …

• Minor changes but in 
aggregate adding up …

• Learn techniques to adapt 
Dynamic 

alignment



Managing change is about 
ANTICIPATION – seeing the full 
picture!• Not always easy to see the 

wider story
• You need all the eyes and 

ears of those who meet 
and interface with your 
stakeholders.
• Most will just engage … 

but those who manage the 
stakeholder relationships 
need to be good!



Are we all 
Stakeholder 

Managers now?
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Coming soon:  

The Stakeholder engagement room 
– LiVE!
- a chance to discuss these themes further 
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