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Element 1: Introduction

A proposed £15 million infrastructure project called the Birmingham Community Leisure Centre Project aims to advance social inclusion, community health, and sustainable urban development in the West Midlands. The Ladywood district, which Birmingham City Council determined has little access to contemporary recreational facilities, is where the proposed centre will be situated (Birmingham City Council, 2023). Through inclusive, accessible infrastructure, the project supports Birmingham's Green and Active City Strategy (2022–2032), which aims to promote healthy lifestyles, improve public wellbeing, and aid in local economic regeneration (Sport England, 2022).
The facility will have a 25-meter swimming pool, a gym, multi-purpose sports halls, a wellness suite, outdoor play areas, and adaptable community spaces for cultural and educational activities. To attain a BREEAM Excellent rating, the development will be developed in accordance with sustainable construction standards, including solar panels, rainwater harvesting, and green roofs. Beyond providing recreational options, the project intends to promote social cohesion, job development, and environmental sustainability, in line with Birmingham's overall regeneration strategy (Department for Levelling Up, Housing, and Communities, 2023).
Project Relevance
Community leisure centres play an important role in enhancing physical health and wellbeing, especially in metropolitan areas where sedentary lifestyles are prevalent (Coalter, 2019). Ladywood has higher-than-average rates of obesity and inadequate physical activity (NHS Birmingham and Solihull, 2023). The centre's provision of accessible amenities will immediately address these challenges by providing cheap recreational services to inhabitants of all socioeconomic levels. Furthermore, the initiative will build social infrastructure by creating safe and inclusive areas for people from various backgrounds to engage, hence increasing community cohesiveness (Putnam, 2000).
In terms of the economy, the project promotes local employment during building and operation and aligns with Birmingham's Inclusive Growth Strategy. It is anticipated that the construction phase will generate about 80 local jobs, with an additional 30 permanent positions after the project is finished (Birmingham City Council, 2023). Long-term regeneration is aided by the project's enhancement of the area's appeal, which may raise property values and encourage local business patronage.
Key Stakeholders and Benefits
In the presented project there are six primary stakeholders involved, each with distinct interests and potential benefits.
	Stakeholder
	Role/Interest
	Expected Benefit

	Birmingham City Council
	Project sponsor and regulator
	Achieves regeneration and sustainability goals; fulfils policy commitments.

	Local Residents (Ladywood Community)
	Primary service users
	Access to affordable fitness, recreation, and social facilities; improved wellbeing.

	Contractors & Construction Firms
		



	Responsible for design and build



	Revenue generation, reputational growth, and potential for future public contracts.

	Sports England
	Funding partner and advisor
	Advances national objective of increasing physical activity participation.

	Local Businesses
		



	Neighbouring economic entities



			



	





 Increased customer footfall and local economic uplift.

	Community & Cultural Organisations (e.g., youth clubs, charities)
	Facility users and collaborators
		

	



	Access to space for programmes, enhanced visibility, and community partnerships.







These stakeholders' various levels of power, interest, and participation all have an impact on project success. A strategic stakeholder management approach is thus required to align objectives, manage expectations, and promote collaboration.



Element 2: Application – Stakeholder Engagement Strategies

Stakeholder analysis is critical to successful project delivery because it identifies key actors, their expectations, and their ability to affect project outcomes (Freeman 1984; Bourne 2015). The Birmingham Community Leisure Centre Project brings together a diverse mix of public, private, and community stakeholders with various levels of interest, authority, and influence. Understanding these characteristics allows for targeted involvement and efficient resource allocation over the project lifetime (PMI, 2021).
After the six primary stakeholder groups were identified in Element 1, this section provides a thorough evaluation utilising the Power–Influence–Interest (PII) framework, bolstered by a Stakeholder Map and a Communication and Consultation Strategy intended to promote openness, cooperation, and long-term stakeholder commitment.
Power, Influence and Interest Analysis
The PII model categorises stakeholders based on their ability to influence decision-making (power), willingness to shape outcomes (influence), and level of concern for project success (interest) (Eskerod & Jepsen, 2013).
	Stakeholder
	Power
	Influence
	Interest
	Justification

	Birmingham City Council
	High
	High
	High
	The project’s funder and policy authority; controls planning permissions, budget approval, and public accountability.

	Sports England
	Medium
	High
	High
		



	Provides financial support and strategic guidance; can influence project design and community engagement policies.




	Local Residents (Ladywood Community)
	Low
	Medium
	High
	Direct beneficiaries: their opinions affect social acceptance and long-term usage. Limited institutional power but strong collective influence via public consultations.

	Construction & Design Contractors
	Medium
	Medium
	Medium
	Responsible for operational delivery; influence technical execution and sustainability standards but dependent on client direction.

	Local Businesses
	Low
	Low
	Medium
	Benefit indirectly through increased customer base; can influence public opinion but lack formal decision-making authority.

	Community & Cultural Organisations (Youth clubs, NGOs, Charities)
	Low
	Medium
	High
		



	Vital intermediaries for inclusive engagement; advocate for underrepresented groups, shaping perceptions of project fairness and inclusivity.






This analysis identifies Birmingham City Council as the most dominant actor, with Sport England serving as a crucial influencer. Community stakeholders have limited power but great interest, demanding proactive involvement to sustain confidence and social license to function (Olander, 2007).
 Stakeholder Mapping and Justification
According to Freeman's (1984) stakeholder theory, managing relationships necessitates using organised prioritising to balance conflicting interests. According to Johnson, Scholes, and Whittington (2008), the stakeholder map divides groups into four quadrants of the Power–Interest Grid.
Quadrant A – High Power, High Interest (Manage Closely)
· Birmingham City Council
· Sport England
These actors are key decision-makers. Regular collaboration is essential through progress reports, steering committees, and performance reviews. Their satisfaction impacts project financing continuance and adherence to policy objectives.
Quadrant B – High Power, Low Interest (Keep Satisfied)
· Regional Planning Authorities
· Environmental Regulators (e.g., Environment Agency)
Although they are not directly involved in everyday operations, they have regulatory responsibility over environmental and urban design standards. Periodic updates and compliance paperwork are required to avoid bureaucratic delays or sanctions.
Quadrant C – Low Power, High Interest (Keep Informed)
· Local Residents
· Community & Cultural Organisations
They are the primary beneficiaries, and their perceptions shape community acceptability. Transparent communication, consultation events, and feedback loops are critical for building trust and co-creation.
Quadrant D – Low Power, Low Interest (Monitor)
· Local Businesses
· General Public / Occasional Users
Although their interest may grow once the centre opens, their immediate involvement is minimal. Occasional updates through local media or newsletters are sufficient at this stage.
[image: A diagram of a business

AI-generated content may be incorrect.]Stakeholder Map




Figure 1: Stakeholder Map Diagram

Contextual discussion of the power interest matrix
The Power-Interest Matrix is a popular technique for evaluating and categorising stakeholders based on their potential to affect a project (power) and amount of concern or involvement (interest) (Johnson, Scholes, & Whittington, 2008; Bourne, 2015). It provides a visual and conceptual framework for project teams to prioritise engagement initiatives and effectively allocate communication resources. The matrix is especially pertinent to the Birmingham Community Leisure Centre Project since it incorporates many governmental, private, and community actors with varying levels of authority and engagement.
Communication and Consultation Plan
Good communication reduces conflict, increases trust, and promotes understanding between parties (Turner, 2014). The following communication strategy outlines the "who, what, when, and how" of stakeholder involvement in accordance with the PMBOK Guide (PMI, 2021).

	Stakeholder Group
	Information to Share
	Frequency
	Communication Medium
	Justification

	Birmingham City Council
	Detailed project reports, financial updates, risk assessments, progress summaries
	Bi-weekly
	Email briefings, project management software (e.g., MS Teams), formal meetings
	Ensures accountability, timely decision-making, and transparency.

	Sport England
	Performance metrics, design compliance with health objectives, participation projections
	Monthly
		



	Email, progress reports, strategic meetings



	Maintains alignment with national health and sport strategies.

	Local Residents
		



	Construction schedules, facility design, community impact, job opportunities



	Quarterly
	Public meetings, flyers, community notice boards, online surveys
	Encourages participation and addresses potential concerns early.

	Community and Cultural Organisations 
	Partnership opportunities, space usage policies, programme co-design
	Bi-Monthly
	Workshops, social media, community forums
	Builds inclusion, supports co-creation of services, promotes DEI principles.

	Construction & Design Contractors
			Technical specifications, timelines, safety regulations



	







	Weekly
		



	Internal project meetings, digital collaboration tools



	Enables coordination and compliance with safety standards.

	Local Businesses
		



	Economic benefits, sponsorship opportunities, traffic updates



	Bi-annually
	Local chamber newsletters, business forums
	Keeps local economy engaged while minimising disruption.



Consultation Strategy
Consultation should be organised, inclusive, and iterative. The plan will use multi-channel engagement to ensure accessibility and transparency.
1. Public Consultation Meetings:
· Held at key milestones (planning approval, design finalisation, pre-construction).
· Enables residents to ask questions, provide feedback, and voice concerns directly.
· Attendance encouraged via local press and social media announcements.
2. Surveys and Online Platforms:
· Digital engagement via Birmingham City Council’s public consultation portal.
· Ensures participation from those unable to attend in person.
· Surveys capture demographic data to monitor inclusivity (aligning with DEI goals).
3. Stakeholder Workshops:
· Co-design sessions with community and cultural organisations to develop activity programmes and usage policies.
· Encourages shared ownership and empowerment.
4. Focus Groups:
· Conducted with specific demographic groups (e.g., youth, elderly, disabled individuals) to assess accessibility and relevance of services.
5. Feedback Integration Mechanism:
· All input documented and analysed in monthly stakeholder review reports.
· Feedback outcomes shared publicly to demonstrate accountability (Rowe & Frewer, 2005).
This combination of face-to-face and digital methods ensures inclusivity, efficiency, and responsiveness to community needs.
Justification of Approach
According to Chinyio and Akintoye (2008), stakeholder engagement in public infrastructure projects should be balanced between consultation, collaboration, and communication. The multi-layered plan proposed ensures:
· Transparency: Clear information flow decreases disinformation and increases legitimacy.
· Inclusivity: A variety of platforms guarantee the representation of a varied community, promoting equity and equality (Kujala, 2019).
· Adaptability: Frequent reviews enable iterative modifications to address new problems.
· Trust-building: Consistent engagement fosters long-term partnerships and reduces conflict potential.
Additionally, this strategy is in line with ISO 44001:2017 Collaborative Business Relationship Management Systems, which highlights the importance of organised relationship governance for public-private project success.

Anticipated Challenges and Mitigation
	Potential Challenge
	Description
	Mitigation Strategy

	Stakeholder Conflict
	Conflicting priorities between economic and social objectives.
	Facilitate mediation sessions and establish a stakeholder charter defining shared goals.

	Community Apathy or Low Participation
	Residents may feel disengaged or distrustful of government projects.
	Use targeted outreach, community ambassadors, and transparent feedback loops.

	Information Overload
		



	Excessive data may confuse stakeholders.



	Use simplified reports, visual dashboards, and key summaries.

	Cultural and Linguistic Barriers
	Birmingham’s diversity requires inclusive communication.
	Provide multilingual materials and accessible meeting venues.



Proactively addressing these issues ensures equitable participation and sustained stakeholder trust.
The Birmingham Community Leisure Centre Project requires ongoing, open, and flexible stakeholder interaction. Resource prioritisation is guided by the different levels of influence and interest, as shown by the PII analysis and stakeholder mapping. While community stakeholders are empowered through participatory procedures, high-power actors (Sport England and Birmingham City Council) are constantly monitored thanks to the communication and consultation approach. Decision-making is improved, inclusion is encouraged, and project sustainability is enhanced by this methodical approach.
Element 3: Ethical Considerations in Stakeholder Consultation, Participation, and Feedback

Ethical behaviour is essential for good stakeholder management, especially in public infrastructure projects when social, environmental, and economic interests overlap (Booth & Richardson, 2021). As a Junior Stakeholder Manager for the Birmingham Community Leisure Centre Project, my responsibilities include ensuring that all engagement, consultation, and feedback activities are fair, transparent, and inclusive. Ethical stakeholder engagement promotes trust, legitimacy, and accountability, lowering potential conflict and increasing the project's social sustainability (Greenwood, 2007).
This section discusses the ethical considerations that govern consultation methods, such as informed consent, confidentiality, data protection, and bias avoidance. It also delves into the application of Diversity, Equity, and Inclusion (DEI) principles, as well as procedures for properly gathering and assessing stakeholder feedback.
Methodes of Consultation
The initiative engages a wide spectrum of stakeholders using a multi-method consultation strategy:
· Public Meetings and Workshops: These are early stages where local businesses, community organisations, and people can voice their needs and expectations.
· Surveys & Questionnaires: Disseminated both online and on paper to get more input, especially from marginalised communities.
· Focus groups: Targeted meetings to talk about facility design and accessibility with user groups like parents, young people, and senior citizens.
· Stakeholder Panels: To guarantee alignment with strategic and regulatory objectives, formal talks are held with Sport England, Birmingham City Council, and environmental authorities.
Every approach guarantees accessibility and inclusivity, such as the use of different languages, accessible locations, and online platforms for individuals who are unable to participate in person (Rowe and Frewer, 2005).
a. Confidentiality and Data Protection
In compliance with the UK General Data Protection Regulation (UK GDPR) and the Data Protection Act 2018, any personal data gathered during stakeholder engagement must be securely maintained and used only for project-related purposes. Personal identifiers, such as names and addresses, will be kept separate from qualitative input, and digital data will be encrypted.
Where third-party consulting agencies are involved, they must sign confidentiality agreements that ensure compliance with data protection rules. This ethical strategy protects participants' rights while also maintaining the credibility of the consultation process (Oates et al., 2020).
b. Avoidance of Manipulation and Bias
A significant ethical difficulty in consultation is confirmation bias, which occurs when project teams selectively interpret stakeholder feedback that supports pre-existing conclusions (Rowe & Frewer, 2005). To address this, feedback analysis will be carried out by mixed teams of impartial observers and community representatives. This guarantees that varied perspectives are considered and that choices are based on a balanced interpretation of stakeholder inputs.
Furthermore, engagement strategies will be devised to eliminate framing bias, which occurs when the presentation of information influences responses. For example, while discussing design possibilities, materials will be presented objectively, with language that does not imply a preferred choice.
Diversity, Equity, and Inclusion (DEI) in Consultation
A fair, representative, and open consultation process is guaranteed when DEI principles are incorporated. There are sizable ethnic and cultural communities among Birmingham's extremely diversified population (Birmingham City Council, 2023). As a result, inclusive consultation techniques that minimise obstacles to participation include translation services, sign language interpreters, and flexible scheduling (Government Equalities Office, 2020).
Equity guarantees that every group has an equal chance to affect results. For example, focused outreach to low-income communities guarantees that opinions that are frequently ignored in urban planning are heard. A variety of community demands are reflected in project benefits, including design, programming, and price, thanks to the diversity of decision-making panels (Harrison and Klein, 2007).
The implementation of DEI principles is consistent with the Public Sector Equality Duty (PSED) under the Equality Act 2010, which mandates public entities to eliminate discrimination, enhance equality of opportunity, and foster positive relationships among various groups (Government Equalities Office, 2020).


Ethical Methods for Data Collection and Feedback
Feedback from stakeholders must be gathered and addressed in a methodical and open manner. In coordination meetings, feedback is divided into themes (such as cost, accessibility, and environment). To demonstrate how community participation has influenced project design, a feedback summary report will be published both online and in local newspapers.
This approach is supervised by an ethical review group that includes project consultants, community leaders, and City Council representatives. According to Bryson, Crosby, and Bloomberg (2014), this encourages accountability and is consistent with public sector ethics frameworks that place a high importance on responsiveness and transparency.
Stakeholder feedback cannot be completely incorporated due to financial, technical, or regulatory constraints, posing an ethical dilemma. In such circumstances, decision-makers must explain why particular ideas were not implemented to prevent the appearance of tokenism (Arnstein, 1969). Communicating the rationale for decisions, while emphasising compromises or alternative solutions, fosters trust and reduces stakeholder disenchantment.

Risk Analysis Using the Likelihood vs Severity Model
[image: ]Figure 2: Likelihood vs Severity Map


Risk analysis is an important part of stakeholder and project management because it helps to foresee difficulties that may impact delivery, budget, or stakeholder confidence (Hillson, 2017). The possibility versus Severity Model, often known as the risk matrix, evaluates hazards by calculating the possibility of occurrence (likelihood) and the magnitude of potential impact (severity). This dual-axis strategy allows project teams to efficiently select activities and deploy mitigation resources (PMI, 2021).
For the Birmingham Community Leisure Centre Project, risks arise from financial, operational, environmental, and social dimensions. Each is evaluated on a scale of Low, Medium, or High for both likelihood and severity. 
	Risk Description
	Likelihood
	Severity
	Risk Rating
	Mitigation Strategy

	Funding shortfall or cost overrun
	Medium
	High
	High
	Establish contingency budget (10–15%), phased funding reviews, and transparent reporting to council and funders.

	Delays in planning permission or regulatory approval
	Medium
	High
	High
	Early consultation with planning authorities and environmental agencies; compliance audits.

	Community opposition or negative public perception
	Low-Medium
	High
	Medium-High

	Proactive communication campaigns, inclusive consultation, and transparent response to community concerns.

	Contractor performance or supply chain issues
	Medium
	Medium-High
	Medium-High
		



	Strict procurement standards, performance bonds, and supplier diversification.




	Health and safety incidents during construction
	Low-Medium
	High
	Medium
	Enforce HSE compliance, regular safety audits, and workforce training.

	Environmental risks (pollution, habitat disruption)
	Low
	Medium-High
	Medium
		



	Conduct Environmental Impact Assessment (EIA), implement mitigation plans, and continuous monitoring.




	Low post-completion utilisation by community
	Medium
	Medium
	Medium
		



	Develop community outreach, affordable pricing, and targeted marketing to schools and clubs.




	Political or policy changes affecting public funding
	Low
	High
	Medium
		



	Maintain strong political relationships and secure multi-year commitments.






The model’s strength lies in its visual simplicity: high-likelihood and high-severity risks (top-right quadrant) demand immediate mitigation and monitoring, whereas low-impact and low-probability risks (bottom-left) can be accepted or observed with minimal resources (Cooper et al., 2019).
Funding constraints and planning delays are the most significant challenges in this project since they have the potential to halt progress and destroy stakeholder trust. Community engagement and contractor performance are medium-level hazards that require ongoing monitoring because they have a direct impact on public perception and delivery quality. While health, safety, and environmental hazards are regulated, they can have serious reputational ramifications if not managed properly.
The likelihood-severity analysis enhances the stakeholder engagement process by showing areas where communication might function as a risk-control mechanism. For example, being in touch with Birmingham City Council on a regular basis decreases financial risk, while open communication with locals reduces opposition. This integration guarantees that risk management is not isolated but rather integrated into broader stakeholder governance (Loosemore, Raftery, and Reilly, 2012).
Periodic reassessment is critical because risk likelihood and impact change throughout the project lifespan, from idea to construction to operation. As the leisure complex nears completion, the focus should shift from financial and construction risks to operational and reputational ones (Kutsch and Hall, 2010).
Element 4: Conclusion and Reflection
Conclusion
The Birmingham Community Leisure Centre Project exemplifies how structured and ethical stakeholder management underpins the success and sustainability of public infrastructure projects. The project's goal is to create a modern, inclusive, and ecologically responsible recreational facility that will help the city achieve its Green and Active City Strategy (2022-2032).
Analysis indicated that Birmingham City Council and Sport England wield significant power and influence, driving funding and policy compliance. Local people, community organisations, and enterprises, on the other hand, have significant social impact over long-term success and public acceptance (Freeman, 1984; Olander, 2007). The communication and consultation strategy thus prioritises inclusivity and transparency, ensuring that stakeholders are informed, consulted, and actively involved throughout the lifetime.
Ethical and DEI considerations promote trust, accountability, and fairness. Informed consent, data protection, and bias awareness practices help to maintain the credibility of consultations (Greenwood, 2007). Including accessible measures and multilingual materials is also consistent with the Equality Act 2010 (Government Equalities Office, 2020). Together, these strategies strengthen the project's social license to operate—the continual community support required for long-term viability (Booth & Richardson, 2021).
Finally, stakeholder engagement in this project entails not just communication but also co-creation. When stakeholders' opinions truly affect project outcomes, it results in increased utilisation, social inclusion, and community ownership.
Reflection
Working as a Junior Stakeholder Manager has given me great insights into how relationships, ethics, and communication influence project outcomes. Stakeholder engagement first appeared to be a procedural process, but after conducting this study, I understood it is a strategic and relational process that requires empathy and adaptation. Stakeholder power and interest shift between phases, with authorities dominating early decisions and inhabitants and users becoming significant influencers after construction (Eskerod & Jepsen, 2013). This dynamic emphasises the value of continual mapping and conversation.
· Ethical Awareness and DEI
Reflecting on ethics, I realised that diversity and fairness are essential to professional integrity. Communities frequently distrust new advances due to historical exclusion from decision-making (Arnstein, 1969). Legitimacy requires data protection, transparent communication, and varied participation. DEI is more than just policy compliance; it ensures that all social groups, including minorities and individuals with disabilities, benefit equally from the initiative (Harrison and Klein, 2007).
· Skills and Professional Growth
Creating the stakeholder plan helped me improve my analytical, communication, and negotiating skills. Using frameworks such as the Power-Interest Matrix helped me understand stakeholder dynamics, and creating the communication strategy showed me how to reconcile organisational goals with community expectations. I also discovered that effective participation necessitates empathy—understanding both emotional and practical stakeholder requirements (Bourne, 2015).
Managing opposing interests involves ethical judgement: I must represent the consultancy properly while remaining receptive to stakeholder criticism. Competent stakeholder management is defined as striking a balance between advocacy and impartiality. Continuous introspection and professional development will help to build these skills.
· Sustainability Perspective 
Effective stakeholder management promotes sustainability by harmonising social, environmental, and economic objectives (Miller et al., 2018). Engaging environmental regulators early in the design process allows for more environmentally friendly decisions, while community involvement ensures long-term relevance and profitability. The project's inclusive and ethical approach illustrates how to accomplish sustainable infrastructure through social responsibility and partnership, rather than just materials or technology.
· Future Applications
In future initiatives, I intend to maintain open communication even after completion to ensure continued community feedback and confidence. Participatory evaluation methods, in which stakeholders remain co-owners, will improve sustainability. This experience confirmed that client managers serve as liaisons between technical delivery and human effect.
In conclusion, the Birmingham Leisure Centre Project shows that stakeholder management is both a technical and ethical profession. Stakeholder involvement lays the groundwork for community empowerment and long-term sustainability through open communication, inclusive participation, and ethical behaviour. Personally, this project has transformed my perception of stakeholder management from an administrative duty to a practice of leadership, empathy, and accountability—essential qualities for successful project professionals in today's complicated social climate.
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