1. Stakeholder Analysis

Building Relationships and Trust

We know from experience and research that pro-active community engagement before and during a wildland fire allows the incident management team and host unit more flexibility in managing the incident. Pre-season interaction with community members helps build the relationships and trust that are critical for working together. Early engagement also helps you deal with community and cooperator expectations before an event occurs.

Research shows that higher acceptance for a fire management practice is generally associated with greater understanding (both the purpose and process) of a practice and trust in the individuals who are implementing it. Research also shows that interactive communication is the most effective means of changing behavior and attitudes. Engaging your stakeholders is therefore an effective way of both increasing understanding and building trust. This work does require an upfront investment of time and staff but the investment can pay off with higher support for the project.

The more people who are affected by a wildfire, or a project[footnoteRef:1], the more likely it is that your actions will impact individuals. These people could be strong supporters of your work – or they could block it. These are your stakeholders – the people who affect or are affected by your decisions or actions. [1:  Note: In these two articles, the term “project” is used in a broad sense and is meant to include incidents, events and planned projects.] 


Stakeholder Engagement is an important course of action that successful people use to gain support from others. It helps them ensure that their projects succeed where others fail.

There are two major elements to Stakeholder Engagement: Stakeholder Analysis and Stakeholder Planning. Stakeholder Analysis is the technique used to identify the people who are key participants in the process. You then use Stakeholder Planning to build relationships and cultivate trust that can contribute to better fire management in the long run.

The benefits of using a stakeholder-based approach are that:
· You can identify the existing understanding and concerns of key stakeholders at an early stage. This can help identify misperceptions that may need to be addressed, concerns that need to be taken into account and barriers that can be addressed. Not only does this make it more likely that they will support you, their input can also improve the quality of your project.
· Gaining support from powerful stakeholders can help you to garner more resources – this makes it more likely that your projects will be successful.
· By communicating with stakeholders early and often, you can ensure that they know what you are doing and fully understand the reasons for your efforts – this means they can actively support you when necessary.
· You can anticipate what people’s concerns will be with the project and ensure that they are addressed as much as possible in your plan.

How to Use the Tool:
The first step in Stakeholder Analysis is to identify who your stakeholders are. The next step is to determine their key concerns, strength of those concerns and potential roles in supporting or hindering your efforts, so you know who to focus on and work out a plan to engage them in the process and earn their support. You record this analysis on a stakeholder map.

After you have used this tool and created a stakeholder map, you can use the stakeholder planning tool to outline how you will communicate with each stakeholder. When communicating with stakeholders it is important to be clear about what you can or cannot give them a say in. In some situations, their input may be used to design a project. In other instances, you may only be able to listen to their concerns. Do not create expectations for involvement or influence that you cannot later fulfill.

The steps of Stakeholder Analysis are explained below:

1. Identifying Your Stakeholders:
The first step in your stakeholder analysis is to brainstorm who your stakeholders are. As part of this, think of all the people who may be affected by the project, who have influence or power over it, or have an interest in its successful or unsuccessful conclusion. Who is most likely to be affected by the actions you propose? Who is most likely to hold up progress, complain loudly or be offended if they were not invited to the table? Scan your environment for those individuals who hold a perspective that will be important for this project and identify a way to connect with them.

The table below provides some categories to think about and a few examples of the potential people who might be stakeholders in your job or your projects:

	Categories
	Examples

	Within the agency
	Forest Supervisor, District Ranger, Coworkers

	Other Federal or State Representatives
	State Forester, State Legislators, Congressmen

	Local businesses/
organizations
	Guides/outfitters, Contractors, Forest Industry, 
Environmental Organizations

	Members of the public
	Homeowner’s Assn., Recreational Users, Family

	Local Government
	County Commission, Health Department, 
Fire Chief, Law Enforcement

	News Media
	Radio, TV, Newspaper, Local Access Cable



Remember that although stakeholders may be both organizations and people, ultimately you can only communicate with individual people. Make sure that you identify the correct individual stakeholders within a stakeholder organization. Don’t forget the overarching need to keep the general public informed and the door open as the project develops to questions and concerns from outside the identified stakeholders. Feeling excluded or not having a chance to be heard can turn some people who weren’t opponents into opponents.

2. Prioritize Your Stakeholders:
You may now have a long list of people and organizations that are affected by your work. Some of these may have the power either to block or advance it. Some may be interested in what you are doing, others may not care.

An individual’s or an organization’s power and interest are usually specific to the project or incident and possibly even to a specific point in the project. A homeowner’s association may have high interest and influence over a fuels project around their subdivision. However during fire season, if a wildfire is not threatening their homes, their interest is likely to be much lower.

Map out your stakeholders on an Influence/Interest Grid (Figure 1), and classify them by their influence over your work and by their interest in your work. Draw the grid on a flip chart or white board and use sticky notes to map out stakeholder positions. For example, your supervisor is likely to have high influence over your projects and high interest. Your family may have high interest, but is unlikely to have influence over it.

[image: http://www.mindtools.com/media/Diagrams/stakeholdergrid1.jpg]
Figure 1. Influence/Interest Grid for Stakeholder Prioritization

Someone’s position on the grid indicates the communications and actions you need to have with them:
· High influence, interested people: these are the people you must fully engage with, and make the greatest efforts to understand and address their concerns.
· High influence, less interested people: put enough work in with these people to keep them engaged, but not so much that they become bored with your message.
· Low influence, interested people: keep these people adequately informed and talk to them to ensure that no major issues are arising. These people can often be very helpful with the details of your project.
· Low influence, less interested people: again, monitor and inform these people and ensure that no major issues are arising, but do not bore them with excessive communication.

3. Understanding your key stakeholders:
You now need to know more about your key stakeholders. You need to know how they are likely to feel about and react to your project. You also need to know how best to engage them in your project and how best to communicate with them.

Key questions that can help you understand your stakeholders are:
· What financial or emotional interest do they have in the outcome of your work? Is it positive or negative? 
· What motivates those most of all? What are their key concerns? What do they care about? How do these concerns/interests mesh or conflict with the project?
· What is their current understanding of the issues? What information do they want? 
· How do they want to receive information from you? Is the best medium to use face-to-face meetings, mailings, news releases, e-mail, phone calls, community meetings, social media or web sites?
· What is their current opinion of your work? Is it based on good information? 
· Who influences their opinions generally, and who influences their opinion of you? Do some of these influencers therefore become important stakeholders in their own right? 
· Are there ways to address interests or concerns that conflict with the project to minimize their impact? 
· If there are stakeholders who are likely to oppose the project even with engagement, how will you deal with their opposition? 
· Who else might be influenced by their opinions? Do these people become stakeholders in their own right? 
· What can I give them control over and what can I not? How do I set expectations for involvement and influence appropriately so I can meet them?

The best way of answering these questions is to talk to your stakeholders directly – people are often quite open about their views, and asking people’s opinions is often the first step in building a successful relationship with them. Don’t underestimate the amount of time this will take. An interactive exchange of views can be the first step toward building understanding and trust. Even if you think you already know what their issues are, verify that this is accurate; assumptions are often wrong or overlook a key dynamic.
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Figure 2 shows an example of stakeholder mapping for a fuels project. In this example, you can see that a lot of effort needs to be put into convincing the State Forester and State Legislator on the benefits of the project. The Fire Chiefs Association and Homeowner’s Association also need to be utilized as powerful supporters. Where a stakeholder is located in the box may vary depending on a project and maybe even the point in time in the project.

Key points: 
Emergency incidents and planned projects affect many people. Some of these people have the power to undermine your work and your position. Others may be strong supporters.

Stakeholder Engagement is the process by which you identify your key stakeholders and get their support. Stakeholder Analysis is the first stage of this, where you identify and start to understand your most important stakeholders.

The first stage of this is to brainstorm who your stakeholders are. The next step is to prioritize them by power and interest, and plot this on an Influence/Interest Grid. The final stage is to get an understanding of what motivates stakeholders and how to best communicate with them.
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