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Stakeholder management is the process of working with the people who are involved or affected by a project. This process is informed and shaped by Freeman’s stakeholder theory which Mahajan et al. (2023, p. 1) explain to be how organisations need to acknowledge and consider all the different people who will be affected by their work i.e., the stakeholders, promote understanding and manage stakeholder needs, and go beyond only focusing on shareholders in order to maximise value creation and long-term success. Stakeholder management is important because it helps to create strong relationships between people and the organisations. It improves communication, builds trust, helps legal and ethical responsibilities, solves problems and reduces delays.
A further reason stakeholder management is important is that stakeholders can have different levels of power, interest and influence over a project. Mitchell, Agle and Wood (1997) argue that stakeholders can be considered according to characteristics such as power, legitimacy and urgency. This means that project managers should not assume that every stakeholder has the same needs or requires the same level of engagement. Instead, stakeholders should be identified and their importance to the project assessed so that appropriate engagement strategies can be developed. This is particularly important for large regeneration projects because decisions can affect residents, businesses, public services and the environment for many years.
This report aims to discuss a stakeholder management plan for the housing redevelopment project in Rochester Riverside. This is a flagship regeneration project that aims to provide new homes and new publicly accessible open spaces, retail and leisure facilities, and improvements to the gateway between the River Medway and Rochester High Street (Medway Council, no date). This portfolio will identify the main stakeholders, explain their roles and benefits, and demonstrate stakeholder analysis, communication and consultation plan. Finally, a reflection on the importance of stakeholder engagement for project success will follow.
[bookmark: _Toc238063620]Project overview
Rochester Riverside is one of the main regeneration projects in Medway. It is being built in brownfield site that stretches from Rochester Bridge. The project is transforming unused land into a modern waterfront community. Its main aim is to provide new homes, create job opportunities and improve the local area. Rochester is one of the historical places in Medway, so by building houses, businesses and public spaces, Rochester Riverside will help support Medway's future growth while creating a better place for people to live, work, and visit. The development will include public open spaces, shops, leisure facilities and better walking pathway between the River Medway and Rochester High Street, these improvements will make the area more attractive. Rochester Riverside is being developed through a partnership between Medway Council and Homes England. They have invested in purchasing the land, improving flood protection, clean industrial site and building the necessary infrastructure. These improvements have made it possible to redevelop the area, creating a sustainable and well-connected waterfront community.
The project is therefore relevant not only because it provides additional housing but because regeneration can change the social, economic and environmental characteristics of an area. Stakeholder engagement is particularly important in this context because different groups may have different expectations about what the redevelopment should achieve. For example, new residents may prioritise housing quality and accessibility, existing residents may be concerned about construction disruption, businesses may be concerned about customer access, and environmental organisations may prioritise biodiversity and sustainable development.
[bookmark: _Toc238063621]Six stakeholders and benefits
Local Council: The council will benefit by an unused industrial site into a modern neighbourhood. The project will also help meet the growing demand for housing in Medway and increase council tax income as more people move into the area. 
Local businesses on Rochester High Street: Shops, cafes, restaurants and pubs are expected to gain more customers as new residents move into Rochester Riverside. This will help local businesses grow and support the local economy. In 2026 to 2027 the council received £70,229,622 from business rates (Medway Council, no date) which shows the potential that this kind of growth will bring.
Residents and people using public transport: The development will make it easier and safer to walk between Rochester Riverside, Rochester High Street, and Rochester Railway Station. A new riverside path will also provide a pleasant route for walking and cycling, this will help to encourage locals to be more environmentally conscious by providing new ways to engage with their community.
Construction companies and local workers: Local companies have the chance to work on the project, helping to support the local economy and this creates many jobs for the local worker who are looking for jobs. Construction work regularly opens new opportunities in areas for temporary workers from agencies and contractors, enabling them to collaborate and lead projects from start to finish.
The environment organisation: The old industrial land turning into cleaner and greener spaces, new parks, trees and green spaces will improve the environment for the animal or insects. Also, create better outdoor facility to enjoy for local community. 
Utility companies: Such as water, electricity, gas, and internet providers, will benefit by upgrading and expanding their services to support the new housing development, along with gaining new customers when the development is complete.
Some stakeholders are directly involved in delivering the redevelopment, while others are primarily affected by its outcomes. The concept of community practice is also relevant to Rochester Riverside because the project is intended to create a community rather than simply construct buildings. Banks and Butcher describe community practice as work that “stimulates, supports, or engages with ‘active communities’” (Banks et al., 2013, p. 11). This suggests that the project team should not view residents only as recipients of the completed development but should consider opportunities for them to contribute.
[bookmark: _Toc238063622]Stakeholder Power, Influence and Interest Analysis
A stakeholder analysis helps identify how much influence each stakeholder has on the project and how interested they are in its success. This helps project managers decide who needs the most attention, how to communicate with them, and how to use communication resources effectively. Stakeholder analysis is supported by Bryson (2004), who identifies stakeholder analysis as an important process for understanding stakeholders and their relationships with an organisation or project.
	Stakeholder
	Power
	Influence
	Interest

	Local council
	High
	High
	High

	Contractors
	High
	Medium
	High

	Residents 
	Low
	High
	Medium

	Utility provider
	High
	Medium
	Low

	Local businesses
	Low
	High
	Low

	Environmental organisation
	Medium
	High
	Medium



The analysis demonstrates that stakeholders cannot simply be ranked according to whether they are directly employed by the project. Residents, for example, may have little decision-making power but can still have influence through public opinion, consultation responses, local campaigns and political representatives. Similarly, environmental organisations may have a medium level of power but potentially high influence where environmental concerns affect planning decisions or public acceptance.
Olander (2007) argues that stakeholder impact analysis should consider stakeholders' influence and their potential effect on project decisions. This is particularly relevant to Rochester Riverside because a stakeholder's authority is not necessarily the same as their ability to influence the project. 
A stakeholder map is a simple diagram that shows each stakeholder's level of power, influence, and interest in the project. It helps group stakeholders based on how much they can affect the project and how interested they are in its success. This makes it easier to plan the best way to communicate with each stakeholder, including how often they should be contacted and which communication method should be used. 
Olander and Landin (2005) explain that grouping stakeholders through a power/interest matrix can help project management understand how communication and stakeholder relationships affect project implementation. This is particularly relevant to Rochester Riverside because the project involves a wide range of public, private and community stakeholders.
Manage Closely: High Power – High Interest
The Local Council and Construction Company have high power and high interest because they play important roles in approving and delivering the project. They need regular meetings, progress updates, and involvement in key decisions to ensure the project is successful.
These stakeholders should be managed closely because their decisions can directly affect project delivery. The local council has significant authority and responsibility, while contractors have direct control over many aspects of construction delivery. Weekly or monthly meetings can allow emerging problems to be identified before they become major delays. Communication should include project progress, costs, risks, health and safety, planning requirements and changes to the project programme.

Keep Satisfied: High Power – Low Interest 
Utility Providers have high power and low interest because they provide essential services such as electricity, water and telecommunications. They do not need to be involved in every decision but should receive regular updates about construction plans and requirements. Utility providers should therefore be kept satisfied through planned communication concerning infrastructure requirements, access, connection dates and construction schedules.
Keep Informed: Low Power – High Interest 
Local families and Environmental Organisations have low power but are highly interested in the project. Local families are directly affected by the redevelopment, while environmental groups focus on sustainability. They should receive regular information and opportunities to share their views.
This category is particularly important because low power does not mean that stakeholders are unimportant. Residents can experience the effects of noise, traffic, construction activity and changes to the local environment. They can also provide valuable local knowledge that may not be available to the project team. Environmental organisations can similarly identify potential environmental issues and provide specialist knowledge.
Reed (2008) argues that stakeholder participation should be considered from the beginning of a project, rather than only when implementation is already underway. Therefore, residents and environmental stakeholders should have opportunities to participate throughout the Rochester Riverside project rather than being contacted only after major decisions have already been made.
Monitor: Low Power – Low Interest 
Local Businesses have limited influence over the project but may be affected by construction activities. They should receive occasional updates about issues such as road closures and project progress. However, their interest may increase during periods when construction affects access to Rochester High Street, parking, traffic or customer numbers
[bookmark: _Toc238063623]Communication plan and consultation strategy
A good communication plan is important because it helps keep everyone involved in the housing redevelopment project informed and engaged. Different stakeholders need different types of information. The Local Council should receive monthly updates about the project's progress, budget and any important decisions through meetings and email. Construction companies should communicate weekly through site meetings, phone calls, and emails to discuss work schedules, health and safety and any problems that need to be solved quickly.
Residents, families, and first-time buyers should be kept informed about construction work, road closures and housing opportunities. This information can be shared through letters, community meetings and newsletters. Local businesses should receive regular email updates and phone calls about construction activities that may affect their customers. Environmental organisations should be consulted through meetings and reports to discuss environmental protection and sustainable practices.
The consultation strategy should include public meetings, surveys and focus groups to give stakeholders the opportunity to share their opinions and concerns. Listening stakeholder feedback helps improve project decisions, reduces misunderstanding and builds trust. Clear and regular communication increase the chances of delivering a successful housing redevelopment project.
The communication strategy should be based on two-way engagement rather than simply providing information. Rowe and Frewer (2005) distinguish between public communication, public consultation and public participation. They explain that communication involves information moving from the project sponsor to the public, consultation involves information moving from the public to the sponsor, while participation involves an exchange of information between both sides. This is important because simply sending residents newsletters would provide communication but would not necessarily create meaningful participation.
The principle can therefore be applied to Rochester Riverside by using different methods for different purposes. For example, letters and newsletters can communicate construction updates, whereas surveys and focus groups can collect residents' opinions. Public meetings can go further by creating opportunities for dialogue between residents, project representatives and other stakeholders. This means that the project team can explain decisions while stakeholders can ask questions and raise concerns.
According to Gravenkemper (2007), “getting people to engage in dialogue, rather than just listening, creates buy-in”. This supports the argument that stakeholder engagement should be two-way. For Rochester Riverside, creating opportunities for dialogue could increase community understanding and acceptance of the redevelopment.
Basic communication plan
	Stakeholder
	Information to share
	Timing
	Communication medium

	Local Council
	Progress, budget, risks, planning and decisions
	Monthly and when urgent
	Meetings, reports and email

	Contractors
	Work schedules, health and safety, risks and changes
	Weekly
	Site meetings, telephone and email

	Residents
	Construction progress, disruption, road closures and housing information
	Monthly and before major disruption
	Letters, newsletters, website and community meetings

	Local businesses
	Construction impacts, access, traffic and expected benefits
	Monthly and before disruption
	Email, telephone and meetings

	Environmental organisations
	Environmental impacts, green spaces and mitigation measures
	At design milestones and during monitoring
	Consultation meetings and reports

	Utility providers
	Infrastructure requirements, connection dates and construction schedules
	At planning stages and before relevant works
	Email, meetings and telephone



[bookmark: _Toc238063624]Ethical Considerations in Stakeholder Consultation, Participation and Feedback
Ethical considerations are important when involving stakeholders because they make sure everyone is treated fairly and respectfully. Collecting any information, stakeholders should understand why their opinions are collected and how their feedback will be used. This helps create trust between the project team and the community. Protecting people's personal information is also important in order to build trust in the community and among stakeholders. Any information collected must be stored safely and the project team should only use this information for the purpose of the redevelopment project and follow data protection rules such as the UK General Data Protection and Regulation. 
The consultation process should be fair and give everyone the opportunity to share their views. The project team should consider both positive and negative feedback before making decisions. It is also important to include people from different backgrounds, ages, and abilities. This can be done by providing accessible information, suitable meeting locations and different ways for people to share their opinions. Feedback can be collected through meetings, surveys, emails, questionnaires and telephone calls. The project team should review the feedback carefully. Listening to stakeholders helps build stronger relationships, reduces conflict and supports the success of the housing redevelopment project. 
An important ethical issue is whether consultation is genuine or simply symbolic. Arnstein (1969) argues that there is a significant difference between participation as an “empty ritual” and participation where people have genuine power to affect outcomes. Arnstein argues that citizen participation can involve redistribution of power and greater involvement in determining how decisions are made. This is particularly relevant to Rochester Riverside because residents should not be asked for their opinions if the project team has no intention of considering their views.
Bias is another important ethical consideration. Stakeholder consultation may be biased if only the most active or vocal residents participate. For example, a public meeting held during working hours could exclude people who work full-time. An online survey could exclude people who have limited access to the internet or limited digital skills. Similarly, consultations conducted only in formal settings may discourage young people or people who are less confident speaking in public.
The project team should therefore use several methods of participation. Surveys can provide quantitative information about wider community opinions, while focus groups and meetings can provide more detailed qualitative feedback. Telephone options can help people who cannot attend meetings, while accessible venues can support people with disabilities. Information should also be provided in clear language and, where appropriate, alternative formats. DEI is therefore not only about allowing everyone to attend consultation; it is about removing barriers that prevent different groups from having an equal opportunity to participate. 
Finally, stakeholder participation should continue throughout the project. This means that consultation should not end when planning permission or construction begins. Residents and other stakeholders should have opportunities to provide feedback about construction impacts and the completed development. This approach can support continuous learning and improve the long-term sustainability of the project.
[bookmark: _Toc238063625]Conclusion
The Rochester Riverside housing redevelopment project demonstrates why stakeholder management is an important part of successful infrastructure and regeneration projects. The project has the potential to provide new housing, employment opportunities, improved public spaces, better connectivity and economic benefits for the local community. However, these benefits cannot be achieved successfully without considering the different interests and expectations of stakeholders.
The analysis also demonstrates that stakeholder categories should not be treated as permanent. A stakeholder with relatively low interest at one stage may become highly interested when a decision directly affects them. For example, local businesses may become more concerned if construction affects access to Rochester High Street, while residents may become more concerned when construction causes noise, traffic or changes to their local environment. Stakeholder analysis should therefore be reviewed throughout the project.
The communication and consultation strategy should also be based on meaningful engagement.  Using a combination of meetings, surveys, newsletters, emails, telephone communication and focus groups can therefore help ensure that different stakeholders have appropriate opportunities to engage. For Rochester Riverside, stakeholders should be told how their feedback will be used and should receive explanations where suggestions cannot be incorporated. This can help build trust and reduce conflict.
[bookmark: _Toc238063626]Reflection
Reflecting on the development of this stakeholder management plan has increased my understanding of how complex stakeholder engagement can be. At the beginning, stakeholder management could appear to be mainly about identifying people involved in a project and communicating information to them. However, applying stakeholder theory and stakeholder mapping has shown that effective engagement requires a much more structured approach.
One of the most important things I have learned is that stakeholders do not all have the same level of power or interest. It would be easy to focus most of the project's attention on powerful stakeholders such as the Local Council and contractors because they have authority and direct responsibility for project delivery. However, residents may have less power while still being directly affected by the project's decisions. Their local knowledge and experiences can therefore provide valuable information to the project team.
I have also learned that communication does not necessarily mean engagement. A project team could provide residents with regular newsletters and still fail to involve them meaningfully.  
Another important reflection concerns ethics. Before considering the ethical literature, I mainly viewed consultation as a way of collecting opinions, but this has changed my view of consultation because it demonstrates that participation involves issues of power as well as communication. DEI has also become an important consideration. A consultation process may appear fair because everyone is technically invited, but this does not necessarily mean that everyone has an equal opportunity to participate. 
The community practice perspective also reinforces the importance of viewing the development as more than a construction project. A successful regeneration project should help create a community in which people can participate and contribute rather than simply providing physical buildings.
Finally, I have learned that stakeholder engagement can contribute to long-term project sustainability.  Overall, I believe effective stakeholder engagement is essential for project success because it can improve decision-making, identify problems early, reduce conflict, build trust and increase community acceptance. For Rochester Riverside, a strong stakeholder management plan should therefore remain active throughout planning, construction and post-completion evaluation. Meaningful engagement can help ensure that the project responds to the needs of its stakeholders while contributing to a sustainable and successful future for the wider Rochester community.
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