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[bookmark: _Toc224232722]1: Introduction
Stakeholder management is a fundamental concept within contemporary project governance and strategic management. Organisations rarely operate in isolation; instead, they exist within complex networks of actors who influence and are influenced by organisational activities. Freeman (1984) defined stakeholders as individuals or groups that can affect or are affected by the achievement of an organisation’s objectives. This definition broadened the traditional shareholder-focused model of management and emphasised the importance of recognising diverse interests within organisational decision-making processes.
Over time, stakeholder theory has evolved to incorporate analytical tools that help managers prioritise and engage different stakeholder groups. Mitchell, Agle and Wood (1997) expanded stakeholder theory by introducing the concept of stakeholder salience, arguing that stakeholders should be prioritised according to their power, legitimacy and urgency. These attributes help organisations determine which stakeholders require the most attention and resources.
In project management contexts, particularly within public sector or community initiatives, stakeholder management becomes even more critical. Projects in these environments often depend on collaboration across institutions, community groups, businesses and citizens. Bryson et al. (2017) highlight that public projects require inclusive participation because legitimacy, trust and behavioural change are essential for long-term success. Without effective stakeholder engagement, projects may encounter resistance, lack of participation, or implementation challenges.
This portfolio analyses a community-based environmental initiative in Tamworth, Staffordshire, which aims to reduce litter across public spaces including parks, canal pathways, residential areas and the town centre. The initiative is supported by Tamworth Borough Council and relies on collaboration between local authorities, residents, businesses, schools and environmental organisations. The project seeks to achieve several objectives, including improving environmental quality, protecting wildlife habitats, strengthening civic pride and encouraging responsible waste behaviour within the community .
Although the project is relatively modest in financial terms, its success depends heavily on the cooperation of multiple stakeholders with differing interests and levels of influence. Managing these relationships effectively is therefore crucial. Stakeholder engagement strategies must balance institutional authority with community participation while addressing practical challenges such as resource limitations, behavioural resistance and coordination complexity.
This portfolio critically evaluates stakeholder management within the Tamworth litter reduction initiative. It applies key theoretical frameworks including stakeholder theory, Mendelow’s Power–Interest Matrix, Corporate Social Responsibility (CSR), and sustainability frameworks. The analysis explores stakeholder identification, engagement strategies, ethical considerations and governance challenges. It also reflects on how theoretical models can be applied to real-world community projects and identifies recommendations for improving stakeholder coordination and long-term sustainability.
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The first stage of stakeholder management involves systematically identifying individuals and organisations that may influence or be influenced by a project. According to the Project Management Institute (PMI, 2021), stakeholder identification enables project managers to understand expectations, potential risks and opportunities for collaboration. Failure to recognise key stakeholders early in the project lifecycle can lead to conflict, miscommunication and reduced project effectiveness.
In the case of the Tamworth Community Litter Reduction Initiative, several stakeholder groups can be identified:
· Tamworth Borough Council
· Staffordshire County Council
· Waste management contractors
· Local residents
· Volunteer community groups
· Local businesses (retail and hospitality sectors)
· Schools and educational institutions
· Environmental charities (e.g., Keep Britain Tidy)
· Local media organisations
· Visitors and tourists
Each of these stakeholders plays a different role in the initiative. Tamworth Borough Council acts as the primary coordinating authority, responsible for policy implementation, budget allocation and infrastructure management. Waste management contractors provide operational services such as waste collection and disposal. Meanwhile, residents, volunteer groups and schools contribute through community participation, behavioural change and educational initiatives.
Pedrini and Ferri (2019) emphasise that stakeholder identification should be viewed as a dynamic and ongoing process rather than a one-time exercise. Stakeholder influence may evolve over time as project priorities shift or as new actors become involved. For example, media coverage may increase public awareness of litter issues, thereby raising the influence of community groups. Similarly, businesses may become more involved if corporate social responsibility initiatives align with environmental objectives.
Therefore, effective stakeholder identification requires continuous monitoring and reassessment throughout the project lifecycle.
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Once stakeholders have been identified, the next step is to analyse their relative influence and priorities. One of the most widely used tools for this purpose is Mendelow’s Power–Interest Matrix (Mendelow, 1991). This framework categorises stakeholders according to their level of power (their ability to influence project outcomes) and their level of interest in the project.
The matrix typically divides stakeholders into four categories:
1. High power – high interest
2. High power – low interest
3. Low power – high interest
4. Low power – low interest
Understanding these categories helps organisations allocate resources effectively and develop tailored engagement strategies.
High Power – High Interest (Manage Closely)
Stakeholders in this category require the highest level of engagement because they possess both significant authority and strong interest in the project.
Tamworth Borough Council
The Council is the most influential stakeholder because it controls environmental policy decisions, enforcement mechanisms and funding allocation. Johnson, Scholes and Whittington (2017) argue that stakeholders with high institutional authority must be closely managed through regular communication and strategic alignment. If the Council withdraws support or changes policy priorities, the initiative could struggle to continue.
Waste Management Contractors
Operational partners responsible for waste collection also fall into this category. Their performance directly affects the efficiency of litter management. Poor contractor performance may undermine public confidence and reduce project credibility.
Therefore, maintaining strong partnerships with these actors is essential.

High Power – Low Interest (Keep Satisfied)
Stakeholders in this category possess significant authority but may not be directly concerned with the specific project.
Staffordshire County Council and Regulatory Bodies
These organisations influence funding frameworks, environmental regulations and broader waste management policies. However, their focus typically extends beyond a single local initiative. If the project operates effectively, these stakeholders may remain relatively disengaged. Nevertheless, they must be kept satisfied through compliance reporting and policy alignment to avoid regulatory complications.

Low Power – High Interest (Keep Informed)
Stakeholders with high interest but limited power should be actively informed and engaged to maintain support and participation.
Local Residents and Volunteer Groups
Residents are directly affected by environmental conditions and therefore have strong interest in reducing litter. Community participation is crucial for maintaining clean public spaces and organising volunteer clean-up events. Ansell and Gash (2008) highlight the importance of collaborative governance in public sector initiatives, where citizens become active partners in service delivery rather than passive recipients.
Schools and Environmental Charities
Schools play an important role in shaping environmental awareness among younger generations. Educational programmes and awareness campaigns can encourage responsible waste behaviour and promote long-term behavioural change.
Environmental organisations such as Keep Britain Tidy contribute expertise, advocacy and volunteer mobilisation.

Low Power – Low Interest (Monitor)
This category includes stakeholders with limited direct involvement in the project.
Visitors and Some Local Businesses
Although these groups may not actively participate in litter reduction initiatives, they still influence public perceptions of the town. Clean public spaces improve the attractiveness of the area for tourism and commerce.
Therefore, these stakeholders should be monitored rather than actively managed.
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Effective stakeholder engagement requires tailored strategies that reflect different levels of influence and interest. Bourne (2015) argues that stakeholder relationships should be managed strategically through structured communication, collaboration and trust-building mechanisms.
Formal Governance Engagement
High-power stakeholders such as local authorities and contractors require structured engagement mechanisms. These may include formal meetings, performance reports, contractual agreements and regulatory compliance monitoring.
The Project Management Institute (PMI, 2021) emphasises that structured stakeholder planning improves project success by ensuring accountability and clarity of roles. However, bureaucratic procedures within public sector organisations can sometimes reduce responsiveness and flexibility.
Community-Based Engagement
Community engagement is essential for initiatives that depend on public participation. Volunteer clean-up events, neighbourhood campaigns and local environmental projects can strengthen community ownership of public spaces.
Bryson et al. (2017) argue that participatory engagement enhances legitimacy and encourages citizens to support public initiatives. When individuals feel included in decision-making processes, they are more likely to contribute to collective goals.
However, sustaining volunteer engagement over time can be challenging. Volunteer fatigue may occur if participants perceive that their efforts are not supported by broader systemic improvements such as better waste infrastructure.
Educational Engagement
Educational institutions can play a significant role in shaping environmental attitudes. Schools often incorporate environmental topics into their curriculum through sustainability projects, recycling campaigns and environmental clubs.
Ajzen’s (1991) Theory of Planned Behaviour suggests that individual behaviour is influenced by three factors:
· attitudes towards the behaviour
· subjective social norms
· perceived behavioural control
Education alone may not change behaviour unless it is supported by social reinforcement and practical infrastructure such as accessible recycling facilities.

Business Engagement and Corporate Social Responsibility
Businesses can contribute to environmental initiatives through Corporate Social Responsibility (CSR) programmes. Carroll’s (1991) CSR pyramid identifies four layers of responsibility:
1. Economic responsibility
2. Legal responsibility
3. Ethical responsibility
4. Philanthropic responsibility
Local businesses that participate in litter reduction initiatives demonstrate ethical commitment to community wellbeing while enhancing their reputation.
Recent research suggests that CSR initiatives strengthen stakeholder trust and organisational legitimacy (Crane et al., 2019). However, economic pressures may limit voluntary participation, particularly for small businesses.
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Environmental initiatives at the local level are often influenced by national policy frameworks. In the United Kingdom, the Department for Environment, Food and Rural Affairs (DEFRA) has identified litter as both a behavioural and systemic problem requiring collaborative action across multiple sectors.
The Litter Strategy for England emphasises three main priorities:
· prevention
· education
· enforcement
These priorities align closely with stakeholder management principles because effective solutions require cooperation between government bodies, communities and businesses (DEFRA, 2021).
The Tamworth initiative also contributes to the United Nations Sustainable Development Goals (SDGs), particularly:
· SDG 11: Sustainable Cities and Communities
· SDG 12: Responsible Consumption and Production
These goals emphasise the importance of improving environmental quality in urban areas while encouraging responsible waste behaviour (United Nations, 2023).
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Despite the benefits of collaborative governance, stakeholder engagement processes often face several practical challenges.
Collective Action Problem
Olson (1965) explains that individuals may avoid contributing to collective goods when benefits are shared regardless of participation. In litter reduction initiatives, some individuals may rely on others to maintain clean public spaces without actively participating themselves.
Conflicting Stakeholder Interests
Different stakeholders may prioritise different objectives. Businesses may prioritise profitability, while environmental groups emphasise sustainability. These conflicting priorities can complicate decision-making processes.
Resource Constraints
Local government budgets are often limited. Funding shortages may restrict the expansion of waste infrastructure, public education campaigns or enforcement mechanisms.
Coordination Complexity
Collaborative projects involving multiple organisations require effective communication and coordination. Bryson et al. (2017) highlight that poor coordination can lead to duplication of efforts, confusion about responsibilities and reduced effectiveness.
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Stakeholder theory has strong ethical foundations. Phillips (2003) argues that organisations have moral obligations toward stakeholders because their actions affect the wellbeing of individuals and communities.
Transparency
Transparency in decision-making processes is essential for maintaining stakeholder trust. Cornelissen (2020) notes that open communication regarding policies, funding allocation and enforcement strategies helps prevent misunderstandings and promotes accountability.

Fairness and Inclusion
Ethical stakeholder management requires ensuring that benefits and resources are distributed fairly across communities. If certain neighbourhoods receive less attention in litter reduction efforts, perceptions of inequality may emerge.
Shared Responsibility
Environmental issues require shared responsibility between governments, businesses and citizens. Bamberg, Rees and Seebauer (2018) found that individuals are more likely to participate in environmental initiatives when they perceive that responsibility is distributed fairly.
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Environmental initiatives can also be analysed through sustainability frameworks. Elkington’s (1997) Triple Bottom Line model suggests that organisations should balance three dimensions of performance:
· economic value
· social value
· environmental value
The Tamworth initiative contributes to all three dimensions.
Environmental benefits include reduced pollution and protection of wildlife habitats. Social benefits include improved community wellbeing and civic pride. Economic benefits may arise through enhanced town attractiveness and tourism potential.
The concept of sustainable development was defined by the Brundtland Commission as development that meets present needs without compromising the ability of future generations to meet their own needs (WCED, 1987).
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The Tamworth litter reduction initiative demonstrates how stakeholder management theory can be applied to real-world community challenges.
Applying Mendelow’s Power–Interest Matrix improved understanding of stakeholder prioritisation and resource allocation. However, the project also revealed that stakeholders with limited formal authority can exert significant informal influence. Community groups and volunteers may mobilise public opinion and generate social pressure that encourages broader participation.
Freeman’s (1984) concept of stakeholder interdependence becomes particularly relevant in community initiatives where outcomes depend on collective cooperation rather than hierarchical authority.
Through analysing this project, several professional competencies were strengthened:
· strategic stakeholder analysis
· ethical reasoning in decision-making
· systems thinking regarding policy and governance
· critical evaluation of sustainability frameworks
These competencies are highly transferable to professional environments involving public policy, project management and community engagement.
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The Tamworth Community Litter Reduction Initiative illustrates the central importance of stakeholder management in community-based environmental projects. Although the project operates on a relatively small financial scale, it involves a diverse network of stakeholders including local authorities, businesses, residents, schools and environmental organisations.
Applying Mendelow’s Power–Interest Matrix provided a structured framework for prioritising stakeholders and designing appropriate engagement strategies. High-power stakeholders such as local councils and waste contractors require close management, while community groups and residents benefit from participatory engagement strategies.
Ethical principles including transparency, fairness and shared responsibility play a critical role in maintaining trust and legitimacy. Integrating CSR and sustainability frameworks further strengthens the long-term value of the initiative by linking environmental improvement with social wellbeing and economic development.
However, several challenges remain. Behavioural resistance, limited public sector resources and coordination complexity may hinder long-term progress. Addressing these challenges requires adaptive stakeholder management and continuous engagement.
Several recommendations can enhance the effectiveness of the initiative:
1. Develop a formal stakeholder engagement plan aligned with PMI (2021) guidelines.
2. Introduce CSR incentive schemes to encourage greater business participation.
3. Establish measurable performance indicators to evaluate stakeholder satisfaction and environmental outcomes.
4. Expand long-term educational partnerships with schools to promote sustainable behaviour.
5. Conduct regular stakeholder mapping exercises to adapt engagement strategies as relationships evolve.
Ultimately, stakeholder management should be viewed as an ongoing and adaptive process rather than a static framework. In community-based environmental initiatives, sustainable success depends on collaboration, ethical leadership and continuous engagement among diverse stakeholders.
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