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Introduction
The information in this guide aims to provide assistance to Hort Innovation delivery partners in the
development of a Stakeholder Engagement Plan for projects that are either in the planning or an active
delivery phase. A Stakeholder Engagement Plan provides the framework for identifying existing, new
and past stakeholders who can assist in contributing to project success through supporting the
development of communications, collaboration and engagement initiatives. The Stakeholder
Engagement Plan can be used to complement Hort Innovation’s Communications and Extension
Strategy planning tools.

Objective of a Stakeholder Engagement Plan
The objective of a Stakeholder Engagement Plan is to help identify and develop strong and valuable
partnerships with a range of stakeholders associated with a particular project or industry value chain
network. Identifying existing and potential new partnerships will help generate collaborative
opportunities in project activities that help support information and knowledge sharing and the
amplification of research, development and extension (RD&E) outcomes to growers and other value
chain stakeholders.

Outcomes of a Stakeholder Engagement Plan
The outreach and capacity of the project to service growers needs (and enhance communication by
RD&E delivery teams) is achieved through the ability to establish long-term partnerships with a range of
government and private sector organisations, researchers, consultants and advisers associated with the
value chain.
The project is able to successfully define its “value proposition” statement capturing core project
philosophies and outcomes. This is supported through having provided a clear statement of opportunity
and benefit to both existing and potential partners.
Project activities and impact are amplified through having developed strong and enduring partnerships
and is therefore able to achieve greater impact at the grower level.
A planned approach has recognised and engaged stakeholders, identifying opportunities that have
strengthened relationships and enhanced collaboration and participation that in turn has contributed to
overall project success.

Steps in undertaking a Stakeholder Engagement Plan
Identifying (and defining) the stakeholders is best carried out as part of a small project team that is
engaged in project delivery activities linked with along relevant value chains and knowledge systems.
Learning from past project investments, research studies and Strategic Investment Plans (SIPs) is
recommended.
A Stakeholder Engagement Plan can be completed using Figure 1 and involves a 6-step process:
1.
2.
3.
4.
5.
6.

Identification of stakeholders and current relationships
Partnership roles and contributions
Overcoming partnership constraints
Engagement strategies and frequency
Identifying required resources
Responsibility for actions.
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STEP 1: Stakeholder identification and relationship status (the “who”)
Specific stakeholders listed are assigned to a range of categories in Figure 1. When undertaking this task,
it is important to brainstorm all prospective organisations and key contacts that offer the potential to
“add value” to project development and delivery. These include stakeholders who you may have worked
with in the past (but no longer do so), and situations where there is no current relationship with a
stakeholder.
The current relationship status is entered into the figure using the 4-quadrat classification system (as
presented in Figure 1), relating to the current perceived value and strength. Through allocating each
stakeholder to the one of the four quadrats, specific actions can be tailored to help strengthen
stakeholder engagement and participation. It is also important to focus on partnerships described as
having both a strong relationship and high relationship value (quadrat D) or who has the potential to
transition to this category (from quadrat B).

POOR

STRENGTH OF CURRENT RELATIONSHIP

STRONG

FIGURE 1: Interpreting the placement of stakeholders into the four quadrats

C

D

Strong relationship; Low relationship value

Strong relationship; High relationship value

Whilst strong relationships are present,
stakeholders in this sector don’t necessarily
bring much additional “value-add” to the
relationship. None-the-less, maintaining
positive relationships may yield benefits in
the longer term for other future projects.

Stakeholders in this sector bring positive
benefits, with strong relationships already in
place. Maintaining and building relationships
(maintenance) is still an important priority.

A

B

Poor relationship; Low relationship value

Poor relationship; High relationship value

There seems little point in actively engaging
with this sector, however maintaining
communication and creating awareness of
the specific extension activities may still be
of benefit for building future relationships.

This sector offers the potential to build
relationships and engage with these
stakeholders given the potential benefits
offered by this segment. The aim is to lift
stakeholders from quadrat B to quadrat D.

LOW
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STEP 2: Partnership roles and contributions (the “value-adds”)
List briefly the specific role that the stakeholder will bring to the partnership in the table. These can be
aligned to specific project activities or outputs, or the “value-adds” that the partnership is likely to
contribute. This also addresses “the why” behind the engagement with the specific stakeholders.

STEP 3: Overcoming partnership constraints
List the specific constraints (or barriers) to establishing and building relationships and importantly the
required actions to overcome these. Examples may include a possible lack of clarity on project focus and
deliverables (that could be addressed through stakeholder communication and briefing).

STEP 4: Engagement strategies and frequency
The engagement strategy for each of the identified partners is undertaken through a Stakeholder
Mapping process. Stakeholders may require a range of approaches to communication and engagement
as summarised in Figure 2. More effort will be required in establishing new relationships or
strengthening weak ones. Specific actions may include scheduling regular catch-ups, communicating
planned activities or seeking feedback on collaborative activities and events. Indicate the frequency of
engagement, keeping in mind the more regular the communication, the stronger the relationships.
FIGURE 2: Stakeholder Mapping Process providing guidance on the approach to communicating and engaging
with stakeholders

EMPOWER
COLLABORATE
INVOLVE
CONSULT
INFORM
We will keep you
updated on project
activities and
achievements.

We will listen to
you and seek your
ideas and opinions
and provide you
with feedback.

We will ensure that
your suggestions
are incorporated
into the project
directions and
activities. We will
invite you to
participate in
project activities.

We will invite
you to contribute
your advice,
incorporate your
ideas and
recommendations.
We will invite you
to be actively
involved in the
delivery of project
activities.

We will rely on you
providing direct
input into the
design, delivery
and/or
management of
the project. You
will have direct
influence in the
decision-making
processes as an
active influencer in
project impact and
achievements.

Step 5: Identifying required resources
Identify any specific resources and additional support that may be required for the engagement and
communication actions. This may include the production of a regular newsletter, face to face meetings,
workshops, on-line webinars, support in social media communications.

Step 6: Responsibility for actions
It is important to define the roles and responsibilities of project team members as well as project
partners who are actively involved. This will help to serve as a check list to monitor activities and
actions.
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Other considerations
When implementing a Stakeholder Engagement Plan there are a number of factors to take into
consideration:
•
•
•
•
•
•
•
•
•

Why stakeholders want to be engaged
What information stakeholders require (and need)
How stakeholders want to receive information and how often, taking into any specific barriers to
communication (language difficulties, technological barriers to accessing information)
Who is responsible for the engagement (clearly defining the roles and responsibilities of project
team members)
Key messages and how these link to communications initiatives, including a well-planned approach
to communication initiatives well in advance of actioning
Characteristics of the audience and special considerations (e.g., engagement barriers, attitudes to
risk, access to knowledge, information interests)
Ensuring that there is sufficient resources and expertise to ensure successful stakeholder
engagement and communication
Identifying strategies for enhancing regular communication and relationship building in an efficient
and effective manner
Regularly obtain feedback from your stakeholders and partners in terms of their level of
satisfaction in project communication and personal relationships.

All Hort Innovation projects must link with any industry development and communications projects for
the relevant industry. These are critical engagement pathways. These projects can aid the
communication of project outputs and outcomes and provide assistance with industry knowledge
transfer events. Acknowledge these pathways in the Stakeholder Engagement Plan as applicable.
For further information, please contact the relevant Project Manager at Hort Innovation.

Share your thoughts
We strive to provide the best experience possible for our delivery partners. Please share
your feedback on how we can improve this document for you and other delivery partners
in the future by emailing us at communications@horticulture.com.au

DISCLAIMER:
Horticulture Innovation Australia Limited (Hort Innovation) makes no representations and expressly disclaims all warranties (to the extent
permitted by law) about the accuracy, completeness, or currency of any information published or made available by Hort Innovation in relation
to this publication. Your access, use and reliance on any information published or made available by Hort Innovation is entirely at your own risk.
The information published or made available by Hort Innovation does not take into account your personal circumstances and you should make
your own independent enquiries before making any decision concerning your interests or those of another party or otherwise relying on the
information. Hort Innovation is not responsible for, and will not be liable for, any loss (including indirect or consequential loss), damage, claim,
expense, cost (including legal costs) or other liability arising in any way, including from any Hort Innovation or other person’s negligence or
otherwise from your use or non-use of this publication, or from reliance on information contained in the material or that Hort Innovation
makes available to you by any other means.
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than as permitted under the Copyright Act 1968 (Cth). Copying in whole or in part of this publication is prohibited without the prior written
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