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[bookmark: _Toc215586187]1. Introduction 
This project outlines a comprehensive stakeholder management plan of the 'Oakwood Estate Housing Redevelopment Project,' an urban infrastructure project proposed by a Junior Stakeholder Manager working for a company consulting on this project. 
[bookmark: _Toc215586188]1.1 Project Description and Relevance
The site of the proposed redeveloped Oakwood Estate is located within the North-West area of the City of Westvale. Currently, there are approximately forty-five-year-old social housing blocks on the Oakwood Estate, which suffer from significant building deterioration and will have a high cost and high energy consumption, as well as the likelihood of decreased resident satisfaction due to the state of the building and maintenance issues (Ewurum et al., 2019, p. 84).
The redevelopment's core purpose is to demolish the existing blocks and construct a new mixed-income residential community. This project aims to accomplish three goals:
1. To provide affordable housing, with 300 new modern and energy-efficient residential units and maintain 50% of all units dedicated to social housing. 
2. To develop new community facilities, including new outdoor open space areas, community hubs, and small local retail areas. 
3. To create jobs and opportunities for local businesses during the three-year development process, and to increase foot traffic and support local businesses in the future.
The project is a very important topic for Westvale. In addition to addressing the need for modern affordable housing, which was recognised in the City Council’s Development Strategy in 2023, this project will provide significant improvements in neighbourhood quality of life, increased security, as well as reduced environmental impact associated with ageing infrastructure. Successful implementation is critical to the achievement of the Council’s established policy goals, both socially and environmentally (Iskandarani, 2023, p. 20).
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1.2 Key Stakeholders and Benefits
	Key Stakeholder
	Category
	Benefit from Project

	Local Government/Council (Westvale City Council)
	External
	Achieving affordable housing targets; increased local property tax revenue; political reputation enhancement.

	Local Residents/Tenants
	External
	Access to new, safer, and modern housing with better facilities; improved energy efficiency leading to lower bills.

	Project Developer/Firm (Acme Developments)
	Internal
	Financial profit from the development; enhancement of corporate portfolio and reputation through a major public-private partnership.

	Local Businesses (High Street Shops)
	External
	Increased customer base from new residents; potential for new retail contracts within the development.

	Construction Workers/Suppliers
	External
	Securing substantial job opportunities and contracts for building materials and services over the project lifecycle.

	Local Community Groups/NGOs (e.g., Homelessness Charities)
	External
	Opportunity to influence the social aspects of the design (e.g., support services); provision of integrated community facilities.


[bookmark: _Toc215586190]2. Application to Include Stakeholder Engagement Strategies
The analysis section outlines how stakeholder management theory was applied to the Oakwood Estate Housing Redevelopment Project (Ewurum et al., 2020, p. 41). The first step as a Junior Stakeholder Manager is to use the Power, Influence and Interest Framework to assess the current status of key stakeholder groups in order to develop an engagement strategy that best meets their needs.  
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2.1 Power, Influence, and Interest Analysis
Stakeholder analysis is conducted by determining how each stakeholder has the potential to influence the outcomes of a project. The three variables used to examine the potential influence of stakeholders include:
Power - refers to how much power a stakeholder has over whether or not a decision is made, whether or not to approve or disapprove of a project, and stopping a project from progressing. 
Influence - refers to how much influence a stakeholder can exert over others (public, media, or decision-makers) to gain support or opposition for a project.
Interest - refers to the extent to which a stakeholder is interested in a project's success or failure, and is typically measured by the direct effects of the project's success or failure on the personal and professional life of the stakeholder (Colvin et al., 2020, p. 110974).
The assignment of High (H), Medium (M), or Low (L) positioning for the six primary stakeholders is justified in the table (see Appendix A). 
[bookmark: _Toc215586192]2.2 Stakeholder Mapping and Engagement Strategy
The next phase in the process will be building a stakeholder map (also known as "the Power/Interest Grid") based on both power and interest levels of stakeholders (Wu et al., 2020, p. 9206). The Power/Interest Grid is a strategic model created by combining elements from Mendelow's Matrix (Mints and Kamyshnykova, 2021, p. 378). The Stakeholder map organises stakeholders into four separate quadrants based on their power and level of interest, creating an approach for how best to engage with those stakeholders to effectively utilise resources and manage project expectations.
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Figure 1. Stakeholder Map (Self-made) 
The strategy and placement within each quadrant have been explained below:
Quadrant 1: High Power/High Interest (Manage Closely)
Stakeholders: Local Council/Government and Project Developer.
Strategic Plan: All Stakeholders in this quadrant must be Managed Closely with ongoing, complete and formal interaction. The risk of mismanaging these stakeholders is extremely high. Because they have the power and incentive to impact or modify the scope, budget or even terminate the project.
The Local Government controls access to political and statutory successes. The Project Developer controls the project’s operational ability to execute and maintain financial viability. Continuous alignment between the Local Government and the Project Developer is absolutely critical (Azzahra et al., 2023, p. 3).


Quadrant 2: High Power / Low Interest (Keep Satisfied)
Stakeholders: The stakeholders for this category are not represented among the six selected. This quadrant will normally consist of the major regulators or utility companies that have to be part of the project due to requirements and regulations, but do not share a financial investment in the specific social outcomes of the project. 
Strategy: Keep Satisfied. To keep Stakeholders satisfied, the engagement process needs to ensure that stakeholders' requirements are fulfilled to avoid them exercising their ability to block the project. Stakeholders will have a low level of interest; therefore, they do not require to be involved on a daily basis, but their potential power creates a threat.
Quadrant 3: Low Power / High Interest (Keep Informed)
· Stakeholders: Local Residents/Tenants.
· Strategy: Keep Informed. These groups should be engaged to a level that meets their minimum requirements and monitored for high-profile changes in engagement and influence. Although they do not have a significant amount of power, it is important to consider that they will have a moderate level of interest and to notify them regarding changes that may affect them, including disruptions in transit and job opportunities. 
Transparency and openness to communities, as well as accurate project information, are key components of ensuring communities do not oppose projects due to the rumour mill and lack of trust (Bello et al., 2024, p. 17).
Quadrant 4: Low Power / Low Interest (Monitor/Minimum Effort)
· Stakeholders: Local Businesses, Local Community Groups/NGOs, and Construction Workers/Suppliers.
· Strategy: Monitor or Minimum Effort. Monitor for any changes in interest or influence in how Users react to the project, as they will be a critical component of the overall project. Although Users have limited formal power, the three targeting groups should be informed about what's happening within the project as it pertains to any impacts on either traffic flow or new employee opportunities. 
Intensive resource allocation in this area would not be an efficient use of means. Nevertheless, the tactic should allow for quick changes; for instance, if Local Businesses make a united front against traffic disruption that influences them, a prompt switch to the 'Keep Informed' strategy may become necessary.
[bookmark: _Toc215586193]2.3 Basic Communication Plan and Consultation Strategy
The stakeholder engagement plan is built on the stakeholder map. This will consist of identifying the party involved with the engagement, what information needs to be shared, when to do and through which medium is most appropriate. 
[bookmark: _Toc215586194]2.3.1 Communication Plan
The communication plan will provide targeted information to stakeholders based on their needs and the phase of the project (refer to Appendix B).
[bookmark: _Toc215586195]2.3.2 Consultation Strategy
Communication conveys information in a one-way format; consultation creates dialogue in both directions in order to gather feedback and provide a method for people to provide input, therefore increasing the legitimacy of the process (Zikargae et al., 2022). Strategically speaking, the Oakwood Estate project will utilise consultation with Local Residents/Tenants (Low Power, High Interest) as the primary focus to reduce political and reputational risk for the development.
Strategy Outline:
1. Initial Consultation (Design Phase):
To gain input in the design process, identify the needs of the tenants, and establish what the community values most (Limani et al., 2024, p. 2383322). Based upon public forums conducted by a neutral third-party facilitator and Anonymous Surveys that were made available to all tenants, with the option for translation services. Involvement during the initial design phase allows the tenants to have a voice in the final product, moving them from being passive recipients of the development to becoming co-creators, creating increased buy-in from the tenants.
2. Ongoing Consultation (Construction Phase):
Regular updates will be communicated to the communities affected by construction delays, safety issues and other operational concerns. A Resident Liaison Committee (RLC), made up of project representatives and tenant-elected representatives, will meet on a monthly basis and be established with dedicated 24/7 phone and email support for immediate complaint reporting (Land et al., 2024, p. 32). The RLC serves as a formal, structured mechanism by which the most impacted and interested stakeholders can have an influence on how the project is managed operationally. This structure formalises stakeholder participation, legitimises their concerns and effectively addresses the disparity in representation by providing stakeholders with formal representation that the Developer and Council are required to acknowledge. This process fosters mutual responsiveness and creates reciprocated trust in the operation of the project.
[bookmark: _Toc215586196]3. Ethical Consideration in Stakeholders Consultation, Participation and Feedback 
An ethical framework focusing on legitimacy, fairness and trust forms the basis for effective engagement (Kujala et al., 2022, p. 1145). To support this framework in the Oakwood Estate Reinvestment Consultation Strategy, I use a hybrid form of outreach that includes:
[bookmark: _Toc215586197]3.1 Consultation Methods and Rationale
A hybrid consultation approach is implemented, combining:
1. Resident Liaison Committee (RLC): Formal, continuous dialogue with elected tenant representatives.
2. Public Workshops/Drop-in Sessions: Open, accessible quarterly sessions at the community centre.
3. Multi-Format Surveys: Both paper-based and digital questionnaires.
All three approaches fits with ethical principles; it provides a range of options for the entire redevelopment area. 
[bookmark: _Toc215586198]3.2 Ethical Considerations in Engagement
The ethical dimension of the consultation process lays the groundwork for developing a sincere, respectful response to consulting on feedback.
1. Data Collection: Anonymity and Consent
All data from the consultation process is treated as sensitive personal information.
Anonymity and Privacy – Assured anonymity is provided for sensitive feedback through theme aggregation and reporting. The project complies with strict GDPR and related jurisdictional privacy regulations regarding the collection, storage, and processing of personally identifiable information (Mwankusye et al., 2025, p. 197).
Informed Consent – Participants receive an explicit confirmation from the project regarding how their information will be utilised in the decision-making process and how it will impact project decisions before providing feedback. The act of granting explicit consent provides participants with a sense of trust and validates the genuine nature of the consulting effort.
2. Bias Mitigation
The legitimacy of the RLC is compromised by the various forms of bias that exist in every community. The RLC has developed a strategy to reduce the extent of the common forms of bias. To ensure that articulate community members do not have a disproportionate voice, the RLC will use a random sampling method for specific surveys to determine the general opinions of the entire community. Within each community, the RLC members are elected, rather than appointed, to ensure that the RLC is accountable to both the majority and minority populations of the community (Ananthabhotla, 2023, p. 23). To ensure the integrity of sensitive information, neutral third-party facilitators will manage all sensitive conversations. 
3. Diversity, Equity, and Inclusion (DEI)
Utilising DEI (Diversity, Equity, and Inclusion) to assist Historically Marginalized Groups and ensure Equity during the Consultation Process was a critical component of the consultation process. All Workshop and RLC Meeting Venues will be Wheelchair Accessible (Karakhan et al., 2021, p. 37). Most importantly, all key consultation documents (e.g., surveys, newsletters, project plans) will be translated into the predominant languages of the Oakwood Estate Community. This will eliminate any language barriers and increase true participation.
[bookmark: _Toc215586199]3.3 Collecting, Reviewing, and Responding to Feedback
An authentic consultation cycle needs to be documented through the cycle of collecting, analysing, and responding to stakeholder feedback (The principle of closure).
Collection and Categorisation
All feedback received (RLC minutes, survey responses, and hotline complaints) is recorded within the Stakeholder Feedback Management System (SFMS), which serves as a digital repository or customer relationship management system (CRM) for all feedback (Tobi and Aris, 2021, p. 5). All entries are assigned a Stakeholder Group and Issue Type code (e.g., Noise, Design, Safety), as well as a Severity level. It is important to use this system to prevent losing any stakeholder feedback and provide an auditable record of the stakeholders expressed concerns.
Review and Integration
The SFMS is reviewed biweekly by the project team. Validity, technical feasibility, and alignment with the project's objectives are used as criteria to evaluate the feedback provided through the SFMS (Iskandarani, 2023, p. 35). The most critical ethical aspect of this process is integration: The project manager must show how feedback received through the SFMS has been incorporated into the project. 
Formal Response (Closure)
There is an agreement to provide a formal written reply to any major issue raised by the Residents' Council within two weeks of when the issue was raised. This provides an opportunity for closure and accountability, preserves the trust that the Resident's Council has built with its members, and enables the Resident's Council to honour the moral obligation of treating its members as real partners.
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4. Conclusion and Reflection 
[bookmark: _Toc215586201]4.1 Conclusion
In the development of the Oakwood Estate Housing Redevelopment Project, the Stakeholder Management Plan successfully applied the theory of stakeholder engagement to a very complex urban development project. The initial evaluation of the project revealed that the Local Government/Council (LGC) and the Project Developer/Firm (PDF) possess much higher levels of power compared to Local Residents/Tenants (LRT), who have a very high degree of interest and potential influence.
The strategy resulting from the analysis recommended that high power stakeholders (quadrant 1) adopt a 'manage closely' approach to ensure continuous contractual and political alignment, while at the same time implementing a proactive 'keep informed' strategy and formal consultation processes for the residents are located in quadrant 3. Tenant feedback was incorporated into the project through the RLC using a hybrid consultation model, which ethically helped tenants grow their collective impact while reducing the potential for opposition to the project. In addition, the project made it clear that the establishment of an ethical framework regarding DEI, privacy and the mitigation of bias was non-negotiable to maintain legitimacy and trust in the process throughout the project's life cycle.
[bookmark: _Toc215586202]4.2 Reflection on Stakeholder Engagement
When completing the portfolio assignment, I learned through reflection (Kolb, 1984) about how I view stakeholder management as merely descriptive, but rather as an essential discipline that aids in risk management and ethics. 
[bookmark: _Toc215586203]4.2.1 Importance of Effective Engagement and Model Application
In reviewing my learning through using the Power/Interest Grid (Mendelow's Matrix), I now realise that I must take a strategic approach to stakeholder management by determining the order of importance for each stakeholder to maximise effectiveness and to determine how much time, effort and money to invest (Wu et al., 2020, p. 9206). Engagement is clearly no longer an optional exercise or only a social activity; engagement is now a crucial aspect of strategic risk mitigation.
It would be a disastrous error to disregard tenants' significant interest as a result of their lack of formal authority. Most often, inadequate engagement results in anticipated project failures that become realised through costly delays, litigation and tremendous negative publicity. Using the matrix, the project identified, ahead of time, areas of potential contention and created tailored engagement forms, formal reports for the Council and empathetic communication and community forums for residents. This systematic method of resource allocation focuses only on those relationships that are critical to successfully executing the project, which enhances the likelihood of project success.
[bookmark: _Toc215586204]4.2.2 Project Success and Sustainability
Engaging early with ethical considerations correlates strongly with long-term success in many types of projects. The Oakwood Estate's successes will not only be measured by finishing the building project (short-term) but also by developing social/economic sustainability over a significantly longer term (Iskandarani, 2023, p. 20).
By placing such an emphasis on Diversity, Equity, and Inclusion (DEI) throughout the consultation process, we can ensure that the final outcome—the newly built housing—is reflective of the actual heterogeneous needs of the local community and not just built from a developer's preconceived notions. By assisting with bridging the technology gap and providing materials in multiple languages (as discussed in Element 3), we are providing equitable access to participate in the decision-making process. Stakeholders who feel their interests were fully considered and reflected in the design (The Principle of Closure) become engaged supporters of the new development, creating greater satisfaction from residents, fewer incidents of anti-social behaviour, and sustainable communities into the future. Ultimately, ethical engagement provides a social licence to operate, the non-financial component of successful sustainable projects.
[bookmark: _Toc215586205]4.2.3 Personal Skill Development and Future Action
A major learning outcome is that communication is refined. I realised that I undervalued the need to tailor communication types and content to suit the differing strategic positions of stakeholders. Specifically, I learned:
1. Formal, factual and goal-oriented (data) communication to major internal stakeholders (e.g., the Council) should be risk-focused and financial-oriented in its messaging.
2. High-interest resident engagement communications should have an approach that is empathetic, easy to understand, and aware of the impact of disruption on the individual while highlighting personal benefits from the activity.
Going forward, I have identified two main areas of focus: 1) It is imperative that I implement a formalised Power/Interest Analysis during the project initiation phase. 2) Each quadrant will be given a customised communication protocol based on the value being delivered; not just a generalised set of updates, but rather an ability for every engagement to be purposefully strategic, relevant & effective in maintaining trust and gaining mutually responsive participation (Land et al., 2024, p. 32). This way, all communications are directed toward achieving the strategic goal of converting potential opponents into supporters.
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[bookmark: _Toc215586208]Appendix A. Power, Influence, and Interest Table for Oakwood Estate Redevelopment
	Stakeholder
	Power
	Influence
	Interest
	Justification

	Local Government/Council
	H
	H
	H
	Power: Controls planning permission, funding, and legal authority. 
Influence: High political standing and media access. 
Interest: Highly invested in achieving policy goals and securing positive public opinion.

	Project Developer/Firm
	H
	M
	H
	Power: Controls the project budget, timeline, resources, and contracts.
Influence: Primarily contractual, though reputation is important.
Interest: High financial stake and reputation tied to successful completion.

	Local Residents/Tenants
	L
	H
	H
	Power: Limited formal authority.
Influence: High potential for collective action (protests, media campaigns) due to proximity and direct impact. 
Interest: Direct impact on their quality of life, housing security, and community.

	Local Businesses
	L
	M
	M
	Power: Minimal formal power.
Influence: Can exert local pressure regarding construction disruption.
Interest: Medium, as they face short-term disruption but long-term benefit from increased customer density.

	Local Community Groups/NGOs
	L
	M
	M
	Power: No direct authority.
Influence: Can mobilise support for vulnerable groups and lobby the Council or media effectively.
Interest: Primarily concerned with social responsibility, ethical standards, and community support outcomes.

	Construction Workers/Suppliers
	L
	L
	M
	Power: Limited to contractual compliance. 
Influence: Minimal over project direction. 
Interest: Interested in securing and maintaining contracts and employment.




[bookmark: _Toc215586209]Appendix B. Project Communication Plan
	Stakeholder Group
	Strategy
	Information to Share
	Frequency
	Medium
	Justification

	Local Government / Council
	Manage Closely
	Progress updates, financial summaries, risks, milestone approvals
	Weekly meetings; bi-weekly reports
	Online portal, memos, meetings
	Requires regular, detailed updates for governance and political assurance

	Project Developer / Firm
	Manage Closely
	Budget status, schedule changes, supply issues, risk updates
	Daily site check-ins; weekly reviews
	PM software, email, meetings
	Maintains operational alignment and rapid issue resolution

	Local Residents / Tenants
	Keep Informed
	Construction schedule, disruption alerts, contact info, community benefit updates
	Monthly updates; ad-hoc alerts
	Notice boards, website/social media, letters
	Supports transparency and reduces negative impact or complaints

	Local Businesses
	Keep Informed / Monitor
	Timeline, traffic/access impacts, local contracting opportunities
	Quarterly forums; ad-hoc updates
	Email, local newspaper, phone
	Minimises business disruption and supports local economic engagement
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