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Overview

Since the early 1990’s we has seen a seismic shift in the way businesses operate and their role in society. Some key

trends causing this are the globalisation of markets, the emergence of global social environmental challenges,

climate change and governments unable to address these issues by themselves. As a result businesses the world

over now play an important role in activities that effect economic, environmental and social impacts on society. As a

result we have seen 3 generations of stakeholder engagement over the years. They are:

3rd Generation

2nd Generation

1st Generation

1990’s

2000’s

2010’s

Integrated strategic engagement for 

sustainable competitiveness

Systematic engagement for risk 

management and increased understanding 

of stakeholders

Pressure driven engagement for pain 

alleviation with localised benefits
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Why Stakeholder Management? 

Effective and strategically aligned stakeholder management ensures the following:

Corporate Governance

• Value creation for all stakeholders over time

• Effective reporting (quarterly, mid-year and annual reporting)

• Transparency. A full disclosure of financial and key performance metrics

• Independence, the views of all stakeholder considered
• Enable understanding of todays complex business environment, including market development and

identification of new strategic opportunities

Program and Project Management

• Enables effective communication to both internal and external stakeholders

• Promotes early engagement and consultation in direction setting
• More effective and comprehensive planning

• Helps build key relationships from the onset

• More effective risk management

• More effective ownership of tasks and activities

Change Management

• Promotes the understanding of who our stakeholders are

• Better understand of stakeholders interests

• Understanding of stakeholder influence and influence over each other

• Helps garner support for change initiatives

• Enable corporations to learn from stakeholders, resulting in product and process improvements
• Build trust between companies and its stakeholders
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Stakeholder Engagement Framework

The five stage stakeholder engagement framework:

Stakeholder Engagement Framework

Responsiveness CompletenessMateriality

Think Strategically Analyse and Plan

Strengthen 

Engagement 

Capabilities

Design the process 

and Engage

Act, Review and 

Report

1. Mapping Stakeholders

2. Set Strategic 

Objectives

3. Engagement Drivers

4. 5 Part Materiality Test

5. Materiality Test –

Information Source

6. Stakeholder Concerns 

and Expectations –

Information Source

7. Objective Issue and 

Stakeholder Metrics

8. 4 Stages of Issue 

Maturity

9. Different Responses to 

the Maturity of Issues

10. 5 Stakeholder 

Influence and 

Dependence Metrics

11. Issue Maturity Rating

12. Stakeholder Influence 

Dependency Metrics

13. Organisational 

Learning Stages

14. Issue Response 

Metrics

15. Assessment of 

Organisational Ability 

to Respond to an 

Issue

16. Links into Learning 

Networks

17. Levels of Engagement

18. Stakeholder Profile 

Key Issues

19. Stakeholder Profile

20. Summary Template

21. Overview of 

Stakeholder 

Representative and 

Stakeholder Specific 

Objectives

22. Strengthening Enablers 

for Successful 

Response

23. System Strengthening 

Plan

24. Stakeholder 

Engagement Skills and 

Characteristics

25. Staff Development

26. Obstacles to 

Participation

27. Questions for 

Assessing Engagement 

Methods

28. Common Facilitation 

Techniques

29. Guidance on when to 

use a Facilitator

30. Stakeholder 

Engagement Plan 

31. SMART

32. The Engagement 

Outcome 

Implementation Matrix

33. Impacts of Reporting 

Framework

34. Checklist for Reporting 

to Stakeholders

35. Thinking about 

Assurance

36. Engagement Review

Stage 1 Stage 2 Stage 3 Stage 4 Stage 5
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Stakeholder Engagement Framework (5 Stages)

The Stakeholder Engagement framework consists of 5 stages. 

• The first Stage is an overall consideration of strategic business objectives, how these relate to stakeholders

and specific issues, and how you can undertake an initial prioritisation of stakeholders and issues for further

analysis.

• The second Stage introduces different levels of engagement and guides you in analysing your existing

relationships, available resources and organisational constraints. It also helps you to learn more about specific

stakeholder’s representatives, and to decide on what kind of relationship you want to develop with these

stakeholders.

• The third Stage addresses questions of internal and external competencies and capacities to engage, and

provides guidance on how you can ensure that all parties to an engagement are able to join and take part in it

effectively.

• The fourth Stage outlines different engagement techniques, and – building on the previous steps – helps you

to design an approach that suits the needs of your specific situation and helps you to reach your objectives.

• The fifth Stage, will provide you with guidance on how to follow up on the outputs of engagement, and how to

ensure that your stakeholders feel assured regarding the quality of your efforts.
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Stakeholder Engagement Framework (Accountability and Commitment)

Accountability and commitment is acknowledging the stakeholders right you be heard, and accounting for one’s 

actions to stakeholders 

Responsiveness CompletenessMateriality

Accountability and Commitment

Demonstrating adequate response Understanding your impact and what people 

think of you

Knowing what is important to you and 

stakeholders

Questions to ask: Is it genuine?, Is if fair and well informed? and What difference does it make?

The relevance of responsiveness, materiality and completeness to the 5 stages of stakeholder engagement (Whats

been addressed):

Responsiveness

Completeness

Materiality

Dominant Principle Think strategically Analyse and Plan
Strengthen

capabilities

Engage with 

Stakeholders
Act and Review

Stages
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Stage 1: Thinking Strategically about Engagement (1/2)

Stage 1 – Think Strategically

Aim

Principles

Key Steps Tools and Resources Templates

To identify the strategic priorities for stakeholder engagement in your organisation.

This Stage is crucial to ensuring the identification of material issues and stakeholders:

Have you identified which issues and stakeholders appear to be most important for long-term 

success and sustainability?

Look at all the stakeholders and issues that affect or are affected by your organisation (or policy decision/project/site business unit etc.)

Identify your strategic objectives, the underlying issues and how important 

they seem to different stakeholder groups. Prioritise

• Stakeholder MapWork out who the stakeholders are

Identify and consider strategic engagement risks, opportunities and 

objectives

• Set Strategic Objectives

• Engagement Drivers

• 5 Part Materiality Test

• Materiality Test –

Information Source

• Stakeholder Concerns and 

Expectations – Information 

Source

• Objective Issue and 

Stakeholder Metrics

• T1 

• T2

• T3 

• T4 

• T5

• T6

• T7
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Stage 1: Thinking Strategically about Engagement (2/2)

Stage 1 – Think Strategically

Aim

Principles

Key Steps Tools and Resources Templates

To identify the strategic priorities for stakeholder engagement in your organisation.

This Stage is crucial to ensuring the identification of material issues and stakeholders:

Have you identified which issues and stakeholders appear to be most important for long-term 

success and sustainability?

Look at all the stakeholders and issues that affect or are affected by your organisation (or policy decision/project/site business unit etc.)

Identify your strategic objectives, the underlying issues and how important 

they seem to different stakeholder groups. Prioritise

• 4 Stages of Issue Maturity

• Different Responses to the 

Maturity of Issues

• 5 Stakeholder Influence 

and Dependence Metrics

• Issue Maturity Rating

• Stakeholder Influence 

Dependency Metrics

• T8

• T9

• T10

• T11

• T12 
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Stakeholder Engagement Framework 

Stage 2 – Analyse and Plan

Aim

Principles

Key Steps Tools and Resources
Methodology 

&Templates

To build up a basis of knowledge about the organisation and its stakeholders in order to prioritise further and 

develop a plan for engagement.

This Stage is crucial to developing your understanding of the materiality of issues and stakeholders and 

to allow for completeness in addressing them:

Do you understand the issues and stakeholders enough to design an engagement process

that really addresses stakeholder expectations and robust?

Increase your understanding of the potentially material issues and stakeholders identified as strategic priorities in Stage 1.

Review the current state of your relationships with these stakeholders.

• Organisational Learning 

Strategies

• Issue/Response Matrix

Review how these issues are currently managed within your organisation.

Draw on learning from other organisations and networks about how best to 

respond to these issues.

• Assessment of Organisational 

Ability to Respond to an Issue

• Links to Learning Networks

• Levels of Engagement

• T13

• T14 

• T15

• T16 

• T17

Build up a profile of your stakeholders - their expectations, influence, 

characteristics and preferred approaches to engagement.

• Stakeholder Profile – Key 

Issues

• T18

Consider what the organisation is and is not able to do in relation to these 

issues and expectations.

• T19

• T20 

Develop a strategic engagement plan which lays out which groups of

stakeholders you need to engage with, at what level and what you hope

to achieve.

• T21 

• Stakeholder Profile

• Summary Template

• Overview of Stakeholder 

Representative and 

Stakeholder Objectives
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Stakeholder Engagement Framework 

Stage 3 – Strengthen Capabilities for Engagement 

Aim

Principles

Key Steps Tools and Resources
Methodology 

&Templates

To develop the individual skills and organisational systems needed to engage effectively with stakeholders.

This Stage is crucial to ensuring that your organisation is able to understand (completeness) and 

respond (responsiveness) in a coherent manner:

Does your organisation have the capacity to understand the issues, engage effectively and act on that 

engagement?

Looks at your own organisation as well as your Stakeholders.

• Strengthening Enablers 

for Successful Response

• System Strengthening 

Plan

Consider the strength of your organisational systems and identify gaps.

Consider the individual skills and capacities needed for engagement and 

identify areas for improvement.

• Stakeholder Engagement 

Skills and Characteristics

• T22

• T23 

• T24 

Consider the capacities and practical issues of your stakeholders and 

identify ways to address these.

• Staff Development • T25

Develop and carry out plan to strengthen the capacities needed to engage 

effectively.

• T26• Obstacles to Participation
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Stakeholder Engagement Framework 

Stage 4 – Design the Process and Engage with Stakeholders

Aim

Principles

Key Steps Tools and Resources
Methodology 

&Templates

To plan and effectively carry out engagement activities with stakeholders..

This Stage is crucial to ensuring materiality, completeness and responsiveness:

Does the engagement processes meet the needs of both organisation and it's

stakeholders?

Set up the process of engagement itself:

• Questions for selecting 

engagement methods

• Common stakeholder 

engagement approaches

Decide the best way to engage with your stakeholders.

Design and prepare for the engagement process.

• T27

• T28

• T29

Engage with your stakeholders.

• Guidance on when to use a 

facilitator

• T30 • Stakeholder Engagement 

Plan
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Stakeholder Engagement Framework 

Stage 5 – Act, Review and Report

Aim

Principles

Key Steps Tools and Resources
Methodology 

&Templates

To translate new learning, insights and agreements into action.

This Stage is crucial to ensuring that you respond adequately (responsiveness) and for validating your 

understanding of the materiality of issues:

Are you able to respond to, and learn from stakeholders' concerns and opinions?

Looking at the results of the engagement process:

• SMART Targets

• The Engagement 

Outcome Implementation 

Matrix

Develop a plan of action.

Report back to stakeholders.

• T31

• T32 

• T33

• T34 

Review the process itself to improve future management.

• Impacts of Reporting 

Framework

• Checklist of reporting to 

Stakeholders

• T35

• T36

• Thinking about Assurance

• Engagement Review


