Participatory Tools for community sport hubs and sport clubs

Tool 7: Stakeholder mapping 
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About the tool

Stakeholder mapping is a way of making sense of the network of people, groups, and organisations that you should be working with. It recognises that there are many (often overlooked) ‘stakeholders’ that hold an interest in your work and who have the power to affect the eventual outcome of your work. It helps to provide clarity about who your club or hub should be working with, and how best to manage these relationships. 

Illustrative output from a Stakeholder Mapping Exercise 

Potential uses and questions
Stakeholder mapping can be used by the people responsible for setting the direction of your hub or club and managing its relationships with others. The method explores: 

· Who holds an ‘interest’ in our work? This can range from active promoters and supporters who want it to succeed, through some who are indifferent, to those who strongly oppose the change.

· Who will ‘influence’ our success? Some have very little influence over what happens, while others can block your work if it threatens their interests.

Only by understanding these interests and influences can you give people an appropriate say in decisions that will affect them, and build a real sense of ownership in your work.

How to use it
1. Agree a facilitator.

2. Start off by explaining the purpose of the exercise and what we mean by the term ‘stakeholder’, i.e. “any person, group or organisation that stands to gain or lose something as a result of our work, or who is capable of influencing our success”. Keep in mind that stakeholders can come from inside and outside the organisation.

3. Identify all of the main stakeholders: 

a. Give each person a set of post-it notes and ask them to make a note of all of the main stakeholders they can think of. Write just one name on each post-it note and use as many post-it notes as required. Ask participants to stick these names onto an agreed space on a wall.

b. As a group review the names provided and, together, cluster the same or similar stakeholders together. 

c. Identify any other missing stakeholder groups and add them.

4. Encourage brief discussion of the interests, expectations and influence of the various main stakeholders. Use prompts such as, “What are the expectations of this group?”, What benefits are likely for them?”, “What resources might they mobilise in support?”, “Do their interests conflict with our goals?” Some stakeholders’ interests or influences are less obvious or may be hidden; tease these out through discussion. 

5. With a shared understanding of stakeholders begin to prioritise them:

a. Draw a four quadrant matrix on a large sheet of flipchart paper. On the horizontal axis make the distinction between ‘high interest’ and ‘low interest’ in your work. On the vertical axis distinguish between ‘high influence’ and ‘low influence’ (see the illustration provided). 

b. Write the name of each agreed stakeholder on a post-it and ask participants to indicate where it should be placed on the matrix. For example, if of high interest and high influence, place in the top right hand quadrant. Don’t worry about locating stakeholders exactly.

c. Once all stakeholders have been added, stand back and have a look. If necessary, move some of the post-its around until consensus is reached. 

6. Spend some time discussing the implications of where you have located stakeholders:

a. Bottom left (low interest, low influence) – unlikely to be closely involved so simply monitor your relationship (with minimum effort required). 

b. Bottom right (low influence, high interest) – make efforts to ensure that the needs and expectations of this engaged group is met. 

c. Top left (high influence, low interest) – do what you can here to keep them informed and acknowledge their views to avoid disruption or conflict.

d. Top right (high interest, high influence) – will require special efforts to engage with them and manage this relationship.

7. Note any action points from the discussion and agree responsibilities and timescales.

Timing

Typical timings for a single group are as follows:

· 5 minutes to explain the tool.

· 15 minutes to brainstorm and agree stakeholder groups.

· 20 minutes to explore interests and influences and complete the matrix.

· 15 minutes to discuss implications and agree action points.

Materials

Essential materials include:

· Lots of post-it notes

· A large piece of paper (e.g. flipchart paper)

· Enough markers or pens for each group member

	Advantages: 

· It helps to identify important stakeholder groups.

· It builds an understanding of all interests and expectations as well as the power to help or hinder.

· It guides better decisions on who to involve and in what ways. 


	Challenges:

· It is best reviewed continuously as interests and influences vary over time. 

· The analysis can be fairly subjective, and often requires further investigation.

· It is not always possible to balance and reconcile all interests.


Tips for facilitators 

It is critical to identify appropriate stakeholder groups. Don’t make these groupings too broad (e.g. ‘public agencies’) as you risk missing out on some important stakeholders.

Think about different ways to organise and explore stakeholder groups. For instance, break them down into ‘internal’ and ‘external’ stakeholders. 

The facilitator will need to keep the discussion moving and progressive. Don’t get too bogged down on the placement of stakeholders on your grid as positioning is likely to be relatively subjective and subject to change. 

Stakeholder mapping can be used as one important input to wider processes e.g. developing a communications plan. 

About these participatory tools
This is one of a series of participatory planning and evaluation tools intended for use by community sport hubs and sport clubs. Taken together the tools provide a set of methods for gathering views in non-threatening and open, yet structured, way. The tools can be flexibly applied to enable feedback, reflect on learning, as well as build a consensus on the way forward. They can be used flexibly at hub meetings, by clubs, and in a range of community settings.

For further information and support on using participatory planning and evaluation tools contact:

For further information and support on using participatory planning and evaluation tools contact:

Patricia Horton
patricia.horton@sportscotland.org.uk  
0141 534 6558 

Mary Allison
mary.allison@sportscotland.org.uk  
0141 534 6500

Related tools: 

Tool 3: Sport Activity Mapping

Tool 4: Problem and Solution Trees

Tool 9: Force Field Analysis
Most useful for:


Identifying and managing relationships with others
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