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1 Stakeholder Mapping Exercise
Stakeholder Mapping

1.1.1 Stakeholders are described as ‘all of those who have rights, responsibilities and interests in the issues’. This encompasses everyone in Wales who produces and manages wastes and those that are affected by the environmental and financial aspects of waste management activities. This therefore includes everyone, from householders and landowners to local authority / private sector waste managers and campaign groups.

1.1.2 Different stakeholders will have different views, particularly with emotive issues like waste management facilities, and all views should be taken on board throughout the policy development and planning processes to ensure that a consensus of opinion is developed that will be acceptable to all (or at least most). The introduction of new waste infrastructure is inevitable and all stakeholders must be both aware of the problem and how they contribute to the problem, and the need for a solution – which they can be involved in designing.

1.1.3 Stakeholder Mapping is a widely accepted practice to identify and profile specific stakeholders with an interest in a particular subject or issue. In this case the mapping exercise was intended to be completed at three levels (or tiers); National, Regional and Local, allowing it to be used for all 3 Regional Waste Plans (RWP). Within this there are three common tiers of stakeholder applicable for each RWP:
· Statutory Consultees – Tier 1
· Strategic Stakeholders – Tier 2
· Community Stakeholders – Tier 3
1.1.4 At the beginning of the consultation process a stakeholder map was constructed to display these tiers of information and to assist with the identification of key stakeholders and their assignment to specific tiers (and hence levels and timings of involvement).
1.1.5 The identification of key stakeholders and ‘gate keepers’ is key to assuring that awareness of, and participation in the consultation process was maximised. This should inform the distribution of publicity (awareness raising), the design and delivery of any survey (quantitative approach) and the location and style of all consultation meetings (qualitative approach) 
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Figure 1 Stakeholder Tiers used during the RWP Consultation 
1.1.6 From this base analysis a database was constructed of Tier 1 and Tier 2 stakeholders utilising information from the RWGs and contacts held through Hyder Consulting’s work within the region and through the previous development of the Waste Awareness Wales Community Engagement toolkit.
1.1.7 From the contacts database and tiered model approach, routes were identified such as the local authority route displayed below (Figure 2) for utilisation throughout the consultation programme. 
1.1.8 Local authorities were identified as gatekeepers to the general public through their access to elected members who could cascade information to community groups and their constituents, officers (both wastes management and planning) who could pass on information to community groups or identify local gatekeepers and to all local authority staff who are themselves members of the public. Advertising either via the local authority website or via local press was also identified as a key method of delivering information to the general public. 
[image: image2.wmf]Local

Authorities

Regional

Waste Group

Elected Members

Staff Members

Officers

Community 

Groups

Constituents 

General 

Public

General 

Public

Community 

Groups

General 

Public

Local

Authorities

Regional

Waste Group

Elected Members

Staff Members

Officers

Community 

Groups

Constituents 

Community 

Groups

Constituents 

General 

Public

General 

Public

Community 

Groups

General 

Public


Figure 2 Local Authority ‘Cascade’
1.1.9 A cascade table was also constructed for Tier 1 stakeholders to identify key information channels (Table 1).
Table 1. Cascade Table for RWPs
	Stakeholder and Tier
	Our Engagement with the Stakeholder
	Events they can be involved in
	Opportunities for Information Cascading?
	Methods of dissemination
	Comments
	Critical Path

	Local Authorities

Tier 1

Statutory Stakeholder
	Statutory response request

General Correspondence

Posters

Consultation documents
	Community Group Meetings

Strategic Stakeholder Events

Focus Group Events
	Elected Members

General Staff

Community Groups

General Public (via awareness raising / Advertising)
	General Correspondence

Posters

Local and Council Media


	Key Stakeholder for General Public

Information cascading through elected members and community groups is vital to reach general public.
	Access to Community records required for invitations to meetings

Time dependant step

Advertising of consultation

	WAG

Tier 1

Statutory Stakeholder
	Statutory response required

General Correspondence

Consultation documents
	Strategic Stakeholder Events

Focus Groups

Industry Day
	General Staff

Strategic Focus Groups

Public Focus Groups
	General Correspondence

Presentations (Industry Day and Strategic Stakeholder Event)
	Key to promoting Strategic Stakeholder Involvement

Information cascading through strategic stakeholders
	Engagement with strategic stakeholders and politicians

	CCW

Tier 1

Statutory Stakeholder
	Statutory response request
	Strategic Focus Groups
	General Staff

Strategic Focus Groups
	General Correspondence
	Statutory Consultee
	Engagement with CCW staff

	EAW

Tier 1

Statutory Stakeholder
	Statutory response required

General Correspondence

Documents

Posters
	Community Group Meetings

Strategic Focus Groups

Industry Day
	General Staff

Community Groups

Focus Groups
	General Correspondence

Presence at meetings
	EAW representative must be at each of the meetings
	Engagement with EA / EAW staff


1.1.10 Other critical cascade lines identified at the outset included the Chartered Institution of Wastes Management (CIWM) who were identified to publicise the consultation to its members and the wider wastes management industry through electronic newsletters and news items in the journal. 
1.1.11 NGOs were also considered as strategic stakeholders that would be able to disseminate information to wider community groups and the general public. Some of these included national organisations such as CYLCH, the Wales Environment Trust, and Friends of the Earth, plus local groups such as Environment Centres, Wildlife Trusts, Sustainable Development Organisations and so on. 
1.1.12 The NGOs were pre-notified of the consultation programme, invited to meetings and provided with relevant literature and electronic documents for dissemination. However, the dissemination of information conducted by these groups was voluntary. Therefore, Hyder Consulting had no control or exact record of numbers contacted etc. It is understood that CYLCH attempted to contact its members via email to notify them of the process, as did other groups such as Friends of the Earth.
1.1.13 Another key stakeholder for raising general awareness of the consultation process was Waste Awareness Wales. Unfortunately at the start of the consultation process it became apparent that this route would not be available in the timeframe provided and other routes to raise awareness of the process had to be identified.

1.1.14 At the inception meeting for the project it was decided by the Project Steering Group that the public focus group meetings would be organised on an invitation only basis. This meant that invitations would be sent to individuals representing Tier 3 stakeholders, via groups identified in the original database.

1.1.15 Gaining a representative cross-section of consultees is an important factor in any stakeholder mapping and construction of a contacts database allows a picture to be developed of the representative nature of the contacts available. 

1.1.16 As the process of identification of community groups to consult with moved on, it became apparent that without prior knowledge of the individual groups it was difficult for Hyder Consulting staff to identify a representative sample of individuals to invite. There were also gaps in some areas where group details were limited or hadn’t been provided. Therefore, it was felt that the identification of community groups and local organisations to directly engage with through meetings would be best conducted by each local authority. They were asked to select a representative sample of groups from their existing database which Hyder Consulting would then contact. 

1.1.17 When the initial databases and contacts for the suite of consultation events were assessed it was also felt that the total number of contacts weren’t sufficient for a full stakeholder mapping exercise to be completed and all contacts were subsequently invited to the relevant events or sent letters, emails and reminders that the consultation was taking place and where they could obtain further information from.
Conclusions

1.1.18 Stakeholder mapping was conducted up to the point where the stakeholder selection was found to be limited by sample size. Therefore all contacts were notified of the consultation by various means of communication. 
1.1.19 All meetings were by invitation only. It was agreed that individuals who had not been invited but who expressed interest in attending meetings should be allowed to attend where feasible. These individuals were invited to follow up meetings.
1.1.20 The absence of specific awareness raising activities and a dedicated media campaign, proposed to have been conducted by Waste Awareness Wales, was of detriment to the project. It is essential in future consultations to have support from a National Media Campaign to encourage widespread involvement.
Recommendations
1.1.21 For future consultations a contacts database is now in place for initial awareness raising activities. We would strongly recommend that:
· Local authority databases are added to create a single reference point for future consultation work
· Future consultation events aimed at the general public should be open invitation (i.e. open public meetings, with associated awareness raising methods to encourage participation).

· An awareness raising programme / media campaign is essential and needs to be confirmed and in motion at least 6 months prior to the consultation start date. 
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