


STAKEHOLDER MANAGEMENT PLAN FOR THE LADYWOOD ESTATE REGENERATION SCHEME, BIRMINGHAM

NAME: Claudiu Sebastian Ana



Table of Contents
Element 1: Introduction	1
Element 2: Stakeholder Engagement Strategies	2
2.1 Stakeholder Prioritisation: Power, Influence and Interest	2
2.2 Stakeholder Mapping	4
2.3 Communication and Consultation Plan	5
Element 3: Ethical Considerations in Stakeholder Consultation, Participation and Feedback	8
3.1 Consultation Methods and Ethical Data Collection	8
3.2 Bias, Diversity, Equity and Inclusion	8
3.3 Feedback Collection, Review and Accountability	9
Element 4: Conclusion and Reflection	11
4.1 Conclusion	11
4.2 Reflective Account	11
References	13











List of Figures and Tables
Figure 1 Stakeholder power-interest map for Ladywood regeneration	4
Figure 2 Continuous stakeholder consultation and feedback cycle.	10

Table 1 Power, Influence and Interest Assessment	2
Table 2 Communication and Consultation Plan	5
















[bookmark: _Toc238038588]Element 1: Introduction
This Stakeholder Management Plan concentrates on housing redevelopment and applies to a real estate development project in the local infrastructure, the Ladywood Estate Regeneration Scheme in Birmingham. Housing redevelopment is not a construction project, but a process that involves housing needs, community identity, commercial interests, public resources and long-term social value. The stakeholder theory thus states that projects should generate and maintain value for the various parties impacted by the actions of the organisation, not just a single dominant stakeholder (Freeman, 1984). In today's time and place, this proposition has been elaborated by highlighting the importance of dialogue, participation and relationship quality, instead of unidirectional information delivery (Kujala et al., 2022; Sachs and Kujala, 2021).
This Stakeholder Management Plan is based on the Ladywood Estate Regeneration Scheme in Birmingham, Birmingham Council is the lead council for the scheme, but the Junior Stakeholder Manager is acting as a representative of a consultancy for the engagement process. Birmingham City Council has signed a developer agreement with St Joseph (part of Berkeley Group) to undertake masterplanning prior to a hybrid planning application. The wider regeneration will be expected to run over a period of some 20 years, with the actual work of the regeneration not expected to commence before 2028. Birmingham City Council reports the programme will deliver a further 1,000 apprenticeships and 10,000 full-time-equivalent jobs (FTE) (Birmingham City Council, 2025a; 2025b), in addition to the delivery of a further 1,000 homes in various tenures, improved energy efficiency, green space, community facilities and better transport connections.
The local context enhances this argument for regeneration. In 2024, Birmingham had an estimated population of 1.18 million and evidence from Census indicates that between 2011 and 2021, Birmingham's population increased by 71,900 (ONS, 2023). The supply of housing, accessibility and neighbourhood quality are therefore highly relevant in the long term.
The main stakeholders are Birmingham City Council, St Joseph, current tenants and leaseholders, other residents of Ladywood and community-based groups, local businesses and employers, and transport, education and public service organisations. Potential tenants are another key group of beneficiaries. Existing residents can benefit from better housing, environmental quality and facilities; the council can progress towards its housing and regeneration goals; St Joseph can have a development opportunity that is deliverable; businesses can benefit from greater footfall and employment; service providers can benefit from better infrastructure; and future households can benefit from additional housing options. But that doesn't mean benefits are always equal. Insufficient engagement of affected residents in decision-making can lead to urban regeneration-induced displacement and affordability and distributional tensions (Liao and Liu, 2023; Hu et al., 2024).
[bookmark: _Toc238038589]Element 2: Stakeholder Engagement Strategies
[bookmark: _Toc238038590]2.1 Stakeholder Prioritisation: Power, Influence and Interest
Stakeholders should not be identified by just making a list. Power is the ability to change decisions or resources, influence is the ability to influence other actors, and interest is a reflection of how important project outcomes are to the stakeholder. While Mendelow's (1991) power-interest approach is still relevant, contemporary studies highlight the dynamic nature of stakeholder roles and the need to continually reevaluate their positions throughout the project lifecycle (Prebanić and Vukomanović, 2023; Pereira et al., 2025).
[bookmark: _Toc238038617]Table 1 Power, Influence and Interest Assessment
	Stakeholder
	Power
	Influence
	Interest
	Principal interest/issue
	Engagement priority

	Birmingham City Council
	High
	High
	High
	Planning, housing delivery, public value, statutory responsibilities
	Manage closely

	St Joseph/development team
	High
	High
	High
	Commercial viability, design, delivery and programme certainty
	Manage closely

	Existing tenants and leaseholders
	Medium
	High
	High
	Housing security, rehousing, affordability, design, disruption
	Manage closely

	Community groups/wider residents
	Medium
	Medium–High
	High
	Facilities, identity, green space, accessibility, social cohesion
	Involve actively

	Local businesses/employers
	Medium
	Medium
	High
	Access, construction disruption, footfall, procurement and employment
	Keep involved

	Transport/public-service bodies
	High
	Medium–High
	Medium
	Capacity, connectivity, schools, health and service infrastructure
	Keep satisfied/involve

	Future residents
	Low
	Low–Medium
	High
	Housing quality, affordability and neighbourhood quality
	Keep informed/represent interests


Source: Author's analysis based on Mendelow (1991), Birmingham City Council (2025a), Prebanić and Vukomanović (2023) and Pereira et al. (2025).
The categorisation identifies an important distinction between formal power and lived impact. Birmingham City Council and St Joseph have a high formal power, they make decisions about the planning, land, funding, design and implementation. Existing residents have less formal authority in decision making but very strong interest since home, daily life and social structure could be impacted. It is possible, therefore, to engage with them without being deceptive about their power, and to categorise them simply as medium-power stakeholders, which would result in poor engagement ethically. The analysis of the modern infrastructure shows that the success of the project is related not just to institutional authority, but also to recognizing the role of stakeholders in relation to their participation (Prebanić and Vukomanović, 2023; Alhassan, 2025).
Businesses are classified as medium power where they may not be able to singlehandedly determine the scheme, but collectively can affect the economic viability and/or local opinion. Structural power is higher for transport and service organisations, since the capacity of infrastructure can limit the masterplan. There is minimal direct influence currently on the future inhabitants, but there must be representation of their longer term housing needs, accessibility and environmental needs, in order to be sustainable.
[bookmark: _Toc238038591]2.2 Stakeholder Mapping
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[bookmark: _Toc238038613]Figure 1 Stakeholder power-interest map for Ladywood regeneration
Source: Author's construction adapted from Mendelow (1991), Freeman (1984) and Birmingham City Council (2025a).
The map must be seen as a tool to engage people, not to marginalise lower voices. The power-interest model of the past can inadvertently reinforce inequality in that those with the least institutional power may end up having the biggest consequences. Alhassan (2025) argues that relationship-based analysis can uncover hidden power inequalities, and enhance representation of marginalised communities. Likewise, Xie, Liu and Zhuang (2021) suggest that governance arrangements for urban regeneration must be able to deal with the relationships among the government, market and community actors.
The existing tenants are thus handled carefully, although with only medium formalization of the power. They are fairly secure in their homes, which allows them to have legitimacy and very high project exposure. This is especially crucial as the demolition, compensation, unequal benefit distribution and low level of participation are recurring root causes of conflict identified in the regeneration research (Liao and Liu 2023).
[bookmark: _Toc238038592]2.3 Communication and Consultation Plan
Communication needs to be bi-directional, appropriate and targeted. While this is cheap, it could also exclude older residents and those with disabilities, as well as families with limited internet access or needing translated information to access a digital consultation. Homes England (2025) therefore recommends engagement based on the nature of the affected communities, rather than a 'one size fits all' approach.
[bookmark: _Toc238038618]Table 2 Communication and Consultation Plan
	Stakeholder
	Information/consultation required
	Timing
	Method
	Justification

	Existing tenants/leaseholders
	Masterplan options, rehousing implications, phasing, compensation/support, construction impacts
	Monthly during masterplanning; additionally before major decisions
	Face-to-face drop-ins, letters, telephone, workshops, email
	High impact requires frequent personalised communication and auditable information

	Community groups/residents
	Design, green space, facilities, access, community priorities
	Every 6–8 weeks during design and at milestone consultations
	Workshops, community meetings, surveys, newsletters, website
	Co-design improves legitimacy and local knowledge

	Birmingham City Council
	Risks, consultation evidence, planning, equality, progress and complaints
	Monthly plus formal governance gates
	Reports, meetings, dashboards, email
	High-power decision-maker requires current evidence

	St Joseph
	Resident concerns, design feedback, programme risks, planning requirements
	Fortnightly/monthly
	Project meetings, dashboards, written action log
	Enables rapid adjustment before designs become costly to change

	Businesses
	Access, construction schedule, procurement, employment opportunities
	Quarterly; monthly before works affecting trading
	Business forums, email, telephone, letters
	Reduces disruption and creates local economic benefit

	Service/transport bodies
	Population assumptions, infrastructure demand, access and phasing
	At concept, pre-planning and detailed-design stages
	Technical workshops and formal correspondence
	Infrastructure constraints must inform design early

	Future residents
	Housing standards, affordability, sustainability and accessibility interests
	Design reviews
	Housing-needs evidence and representative panels
	Prevents present actors from overlooking future users


Source: Author's analysis informed by Homes England (2025), Birmingham City Council (2025a), Jiménez-Caldera et al. (2024) and Prebanić and Vukomanović (2023).
The process of consultation should be guided by the level of exposure of the stakeholder and should move from inform, through consult, to involve, to co-design. The collected evidence reveals that, while surveys collect opinions, they do not facilitate discussion; by contrast, participative planning and workshops allow participants to articulate conflicting values and alternatives (Sun et al., 2022; Jiménez-Caldera et al., 2024). In particular, face-to-face sessions for addressing housing design, green space, movement routes and community facilities are especially critical.
Communication frequency should also be equal to decision reversibility. Early consultation is more valuable since it is easier to change things before planning and detailed design are cemented. Adhi et al. (2023) pinpoint engagement gaps as a hurdle in the path of sustainable construction, and Malik et al. (2023) link improved communication to better stakeholder engagement and project performance. The project should therefore keep a readily available “You Said – We Considered – We Did – Why” register. This is to prevent the usual pitfall of seeking input and not showing how it was incorporated into the decision-making process.
The overall communication approach also is in favor of sustainability! Kato et al. (2023) find a connection between stakeholder engagement and knowledge exchange and the subsequent sustainability management for the regeneration of the city. Hu et al. (2024) state that community participation is vital to the social sustainability of regeneration projects. Finally, engagement can be seen as a project-control activity for enhancing the quality of design, gaining awareness of risk and ensuring the project's legitimacy, not as a public-relations one.



[bookmark: _Toc238038593]Element 3: Ethical Considerations in Stakeholder Consultation, Participation and Feedback
[bookmark: _Toc238038594]3.1 Consultation Methods and Ethical Data Collection
The consultation programme should include access to workshops for residents, individual consultations, home visits, home questionnaires, business forums, and drop-in events, both physical and digital, to provide feedback. Mixed methods effectively mitigate the reliance on a single method of participation and enable the quantification-based priorities to be understood along with the qualitative ones. Studies on participatory urban planning have shown that citizens have experiential knowledge of urban public spaces, which cannot be explained through the technical analysis alone (Jiménez-Caldera et al., 2024).
Ethically, consultation needs to be open about the purpose of the information being gathered and the identity of those to whom it will be reported and whether their responses will affect decision making. Participants should not be misled into believing that they have decision authority when this is not possible by statutory, technical or financial constraints. Kujala et al. (2022) differentiate between meaningful engagement and instrumental treatment of stakeholders, and emphasize the importance of transparency for establishing trust.
Personal data should be gathered in line with UK data-protection principles. Lawfulness, fairness and transparency, purpose limitation, data minimisation, accuracy, storage limitation, security, and accountability are vital requirements that the Information Commissioner's Office (ICO) states are central to (ICO, 2026). The project should therefore only request data that is truly required in the context of data consultation analysis, limit access, and report data anonymised or in aggregated format. When asking about ethnicity, religion, health/disability or other characteristics, supporting measures must be put in place as these are special category personal data (ICO, 2024).
[bookmark: _Toc238038595]3.2 Bias, Diversity, Equity and Inclusion
Participation bias is a significant ethical threat. Open meetings are typically well attended by those with time available and confidence or opinions, but are often under-represented by other groups such as working households, young people, minority-language communities and those with disabilities, as well as individuals who are socially isolated. Therefore, the number of responses should NOT automatically be interpreted as community representation.
This is especially relevant, as urban-regeneration studies have found that the outcome of limited participation may lead to the exclusion of affected residents from substantive decision making (Liao and Liu, 2023). The advocacy of voices in the design and policy process of cities is also discussed by Espinoza Suarez et al. (2024).
DEI, then, must be more than symbolic; it must be in practice. Consultation materials should be written in plain English and translated or interpreted as needed by the local community. There should be physical access to venues, sessions should be held at a variety of times, including evenings/weekends, there should be a telephone alternative to online surveys, and community organisations should be utilised to access underrepresented groups. Where appropriate and ethically acceptable, incentives or practical assistance e.g. reasonable travel arrangements may be taken into account.
This is also a governance question under the law. The Public Sector Equality Duty requires public bodies to consider equality when they plan and carry out their public activities (UK Government, 2023). Community engagement through planning and neighbourhood development is also a key element of the 2024 National Planning Policy Framework (NHCLG, 2024). Equity is not simply providing everyone with the same chance to respond, it is also eliminating obstacles to effective participation for certain groups.
[bookmark: _Toc238038596]3.3 Feedback Collection, Review and Accountability
Feedback should follow a traceable cycle. 
[image: ]
[bookmark: _Toc238038614]Figure 2 Continuous stakeholder consultation and feedback cycle.
Source: Author's construction informed by Kujala et al. (2022), Sun et al. (2022), Homes England (2025) and Alhassan (2025).
Feedback should be themed e.g. housing, relocation, public realm, transport, safety and community facilities, and then analysed by stakeholder group. The team members engaged in the engagement should look at the answers of the potentially underrepresented groups in particular, and not let the numerical majority overwhelm the picture. Social-network perspectives can also help to identify poorly connected groups (Alhassan, 2025).
Lastly, the un-resolved disagreements should be recorded not hidden away. Urban redevelopment is a process that involves multiple interests and there is no possibility of reaching consensus (Wang et al., 2024; Liao and Liu, 2023). There is a need, then, for decision makers to be transparent about how evidence was used in making decisions and why certain requests may or may not have been accepted.

[bookmark: _Toc238038597]Element 4: Conclusion and Reflection
[bookmark: _Toc238038598]4.1 Conclusion
This Stakeholder Management Plan illustrates how stakeholder involvement is not a one-off consultation during the planning process, but it is ongoing as governance for Ladywood regeneration. Relationship management is key to delivery given the timeframe, the implications for housing, the jobs that can be created, and the community impacts and public/private interactions.
In the power-interest matrix Birmingham City Council and St Joseph emerged as high power-high interest. But formal power is not enough. The existing tenants and leaseholders are exposed, legitimate and have very high housing interests and require manage closely treatment. There are needs for different levels of engagement from community organisations, businesses and public-service bodies; and despite having less influence, the interests of future residents, must also be represented.
The communication strategy is a mix of reporting, workshops, letters, surveys, drop-ins, telephone and digital communications. The feature which is most useful is the feedback loop that documents stakeholder requests and how changes are made a result of these requests. This is in line with research finding that continuous participation of stakeholders promotes sustainable regeneration, whereas shallow participation undermines trust and can cause conflicts (Xie et al., 2021; Liao and Liu, 2023).
Ethically, all consultations must ensure that there is no disclosure of personal information, participation bias, and DEI. But online questionnaires are not enough for equal access. Mapping for co-creation is emphasised by Pereira et al. (2025) and power relationships by Alhassan (2025) can reveal excluded voices. Finally, the delivery of homes, the fairness of the treatment and the social value of Ladywood regeneration should be measured in terms of a lasting social and positive impact.
[bookmark: _Toc238038599]4.2 Reflective Account
This Stakeholder Management Plan shifted my perspective from communicating with stakeholders to managing and being responsible for stakeholders' ethical issues. At first I thought that stakeholders were people with the highest formal authority. Applying the power-interest framework demonstrated the need for this. A resident may have little influence relative to a developer but the impact of the project can be more significant to them. The Freeman's (1984) stakeholder approach helped me to understand that there are other interests at stake as well as managerial control.
I also learnt that stakeholder mapping isn't about mechanically putting organisations in four boxes - it's a judgement call. The Mendelow's (1991) model is a good starting point but the stakeholder positions can shift. Community organisations can gain influence by mobilising the community, and technical providers gain influence when there are infrastructure constraints. Prebanić and Vukomanović (2023) confirm updating of stakeholder analysis.
The second learning point has to do with communication vs engagement. Letters and emails can be used for communicating information, but are not always a means to participation. Engagement that works demands information and evidence of feedback's impact on decision making early in the process. Sun et al (2022) emphasized the need to consider participation processes and to call for "feedback" - which I added throughout.
A smaller number of similar participants (500) might not be as representative as a larger number of participants (with diverse ages, disabilities, and cultural backgrounds). Espinoza Suarez et al. (2024) reiterated that the issue of equity is who is being heard.
Another area of learning was data ethics. I learnt about the importance of balancing usefulness of the data with privacy in ICO (2026) guidance on data minimisation. Last but not least, Wang et al. (2024) have shown that urban regeneration necessitates the interaction between actors with varying priorities, and therefore, disagreements are not necessarily a failure.
In summary, I gained an understanding of stakeholder management that incorporates analysis, communication, inclusion, ethical judgement and responsiveness. In subsequent projects I would track representation, re-map stakeholders power, set measurable indicators of engagement, and have engagement as a catalyst for improving decisions and long-term project value.
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