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The full programme

1. Strategic Management;
Budgeting Implementation &
Performance Management

2. Municipal Accounting & Risk
Management

3. Governance & Legislation

4, & 5. Costing & Capital Planning;
Municipal IT Support & Project
Management

6. Supply Chain Management &
Public Private Partnerships

3. Strategic Planning & Multi Year Income &
Expenditure Management

Budgeting Principles & Cycles

Financial Reports & Performance Management

Cash, Investment, Asset, Liability Management

N *° B 2

Risk Management; Internal Control Framework

Design and Audit Planning and Implementation

1. Stakeholder Consultation & Ethics in Municipal
Finance

2. Intergovernmental Fiscal Relations, Legislation
& Policies affecting Municipal Financial Mngmt

9. Capital Planning & Financing & Costing
Principles

5. Managing Information Technology Resources in
Municipal Finance

10. Municipal Supply Chain Management

11. Public Private Partnerships
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Assessment Policy

Assessment conditions summary (see full policy)

Each Unit Standard will have at least two individual assessments for determining competence (or not yet
competent (NYC)). One assessment will be scheduled to take place during the contact session and the
other to be submitted one calendar month after the last day of the contact session

The facilitator/assessor of the particular Unit Standard must prepare an assessment plan and explain it
at the beginning of a Unit Standard contact session

It is possible for a participant to only complete the Unit Standard registration form and do the
assessments as scheduled, while not attending the rest of the contact time
BUT

A participant found NYC from the first assessments will only be given a second (concession) opportunity
for assessment if he/she has attended at least eighty per cent of the contact time

A participant that has — for proven work-related / serious health reason — not been present at the
contact session assessment(s), will only be given one other opportunity with participants referred to
above if he/she has attended at least fifty per cent of the contact time

The concession assessment opportunity referred to in the previous two paragraphs will be scheduled as
a consultative process between facilitators and SDF’s involved

A participant that has completed the contact time assessment, but has for a proven work-related or
serious health reason been prevented from submitting the take-home assessments by the due date, will
be granted a maximum of two weeks extension of time to submit, where after no further extension will
be given

The second assessment opportunity for resubmission of the take-home assignment must be
resubmitted within one calendar month of the release of results to the SDFs

All communication with participants involved will be done through the municipal SDF



Specific US 116348 outcomes

1. Ability to identify & describe relevant stakeholders

and role players in municipal environment

Select & apply range of appropriate negotiation &
communication techniques and methods

Assess own application of communication
techniques and methods & draw up a plan of action
for self-development

Evaluate communication process and make
recommendations for improved interaction



Assessment plan

Start date /
time

Submission
date /time

Nature, content and
conditions

Formative
in class as
plenary

Contact 50%
session

individual

Individual 50%

work-

based
assignment

Second day
09.00

Second day
of contact
session

Second day
12.00

One month
after last
day of
contact
session

23:59

P63 — 65; P 83; 84-85; 98;
106-107 class activities

Case study application of
P47; 65; 82-84 of LG —open
book individual written,
limited time

Assignment on own work
place-related application
based on p 83-84; 107-3
activities from Learner Guide
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Chapter 1: Introduction to management of stakeholder

relationships in municipal finance

1. Introduction:

1. Municipalities deal with great many different stakeholders —
needs to manage relationships, through consultation,
negotiation, communication;

2. These are necessary for all municipal activities, but here we
focus on municipal finance — the budget, IDP process, tariffs to
be charged to users for services. Also negotiation, e.g. staff
remuneration (albeit through SALGA), more general
negotiations, with service delivery partners around contract
prices and scheduling of disbursements

17



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance
2. Why engage stakeholders around issues of finance?

1. Three main reasons:

Make better decisions

2. To assist different stakeholders to better understand and
support decisions around trade offs and priorities

3. Help improve inter-departmental& intergovernmental
cooperation that is essential for service delivery

18



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance
2. Why engage stakeholders around issues of finance?

1. Three main reasons:
1. Make better decisions

e To make better decisions:

— Local government has evolved from being established by
locals to organised local affairs & manage basic facilities the
community need for day-to-day living — collective goals
pursued means consultation with all stakeholders

— Needs of people not known if not consulted, thus
prioritisation incorrect, errors of judgement made — real needs
not met

— Scarce resources means informed choices must be made —
constant & formalized communication and negotiation thus
essential for effective service delivery 18



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance
2. Why engage stakeholders around issues of finance?

1. Three main reasons:

2. To assist different stakeholders to better understand and
support decisions around trade-offs and priorities

e To assist different stakeholders to better understand:

— Great diversity & wide wealth gap & services gap cause
sensitivities that can cause disruption. Municipalities to
demonstrate serious intent to achieve equity — needs
widespread, well planned interaction

19



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance
2. Why engage stakeholders around issues of finance?

1. Three main reasons:

3. Help improve inter-departmental & intergovernmental
cooperation that is essential for service delivery

 To help improve cooperation:

— Government departments, suppliers, state enterprises
(utilities) other agencies in service delivery — must get
confirmation that resources will be forthcoming and envisaged
timeframes met (e.g. know the availability of resources from
Human Settlements for new housing, the extension of
education resources for education as result of new housing

— To consult on financial issues not the same as reporting
financial performance to Council and getting feedback — that is

accountability, but two forms part of one cycle
19



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance
3. Municipal legislative requirements for participation

1. Reasons for stakeholder engagement captured in
legislation:

1. Constitution of the Republic of South Africa (Act 108 of 1996)
Section 41(1)(c); Section 195 (1)(g); Section 160 (7)

Municipal Structures Act (Act 117 of 1998) Section 19(1)&(2)

Municipal Systems Act (Act 32 of 2000) — Chapter 4; Section
16; Section 17(2); Section 42

4. Municipal Finance Management Act (Act 56 of 2003) Section
14(2); Section 22; Section 23; Section 33; Section 84

In addition consultation for cooperative governance —e.g.
with National Treasury. Laws go long way to ensure
broadest possible consultation

20



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance
3. Municipal legislative requirements for participation

1. Also look at legislation for intergovernmental cooperation,
principles on the way of delivering services & municipal
finance issues:

1. Intergovernmental Relations Framework Act (act 13 of 2005)

especially Part 4 on consultations and negotiations between
local government structures — intergovernmental forums

2. Batho Pele (People First) Principles (1998) determine the
“way of” delivery, creating a culture of engagement:

1. Consultation 5. Information

2. Service Standards 6. Openness & Transparency
3. Access 7. Redress

4. Courtesy 8. Value-for-money

24



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance
3. Municipal legislative requirements for participation

1. Also look at legislation for intergovernmental cooperation,
principles on the way of delivering services & municipal
finance issues:

3. Municipal finance issues about which stakeholder
engagement is mandatory:

Strategic service delivery issues (e.g. outsourcing, long-
term service delivery contracts, establishment of entities,
sale of assets

Integrated Development Plans, budgets, tariffs
Performance management systems
New services consideration (what and how)

Certain issues not for consultation, dangerous, even prohibited e.g.

procurement, staff appointments, organisational structure planning

27



Chapter 1: Introduction to management of stakeholder N &

relationships in municipal finance SPL

ACTIVITY/CLASS
DISCUSSION



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance

Discuss the following questions:

1.

How pragmatic is the legislative prescriptions on
consultation, given the capacity of municipalities?

Do people want talking, or do they want services?

)

Would “best government is invisible government
be the opposite of consultation?

Do we involve the uninvolved?

Are we getting criticised because we invite
criticism with participatory processes?

Are we creating unrealistic expectations with
consultation?



Chapter 1: Introduction to management of stakeholder

relationships in municipal finance

7. Is there an ugly face to participation?

Deelname = oorname

lllegal land invasion

Keep officials hostage

Ek betaal nie (no
consultation)

Gangsters access the process
Politicians manipulate public

Strong figures delay projects

Privatisation of responsibility
Vote buying

Educated people no interest
Bribery

Hidden in newspapers (call)




Chapter 2: Stakeholders in the municipal environment

1. Different categories of stakeholders

1. Definition:

“Person, group or organisation that has direct or indirect
stake in an organisation because it can be affected by the
actions, objectives and policies. All stakeholders are not equal
and different stakeholders are entitled to different
considerations”

2. Examples: Creditors, customers, directors, employees,
owners, unions, the community, ward committees, civic
organisations, tribal structures

3. Range of municipal services broad — many users organised
differently (taxi associations; ratepayers associations;
chambers of commerce; consumer groups; NGOs;

developers, etc.)
29



Chapter 2: Stakeholders in the municipal environment

1. Different categories of stakeholders

4. National & provincial departments & agencies another
category that monitoring and regulating (National
Treasury; Provincial Department of Local Government;
National Energy Regulator NERSA) must report formal
reports, obtain approval — e.g. application for increase of
salaries of councillors turned down by MEC

5. Other cases more cooperative service delivery, e.g.
transport and housing

6. Own staff — calibre and motivation vital, council must
ensure right skills, conditions

7. Suppliers — Bulk suppliers (Eskom); commercial suppliers

29



Chapter 2: Stakeholders in the municipal environment

2. Different forms of relationship management

1.

Different approaches needed for different categories, e.g.
wide consultation to produce IDP every 5 years, to
amend every year, especially for tariff adjustments —
exhaustive consultation, specify outputs, operating and
capital funds, how much it will cost residents and
businesses — still a consultation and communication
process, not negotiation. In the end council must take
decision

Unions — not really consult on budget and IDP, but may
negotiate on remuneration and working conditions —
through SALGA — but locally when restructuring decisions
are taken

30



Chapter 2: Stakeholders in the municipal environment

2. Different forms of relationship management

3. Effective & appropriate communication indispensable for any
stakeholder management relationship

4. Municipal decision-making not communicated equally with
every stakeholder, e.g. IDP, budget, tariffs, establishment of
entities, disposal of assets discussed with service recipients /
taxpayers; increases in total income/ tariffs with regulatory
agencies; specific grants or resource requirements with
partner departments and suppliers — customise engagement
process for each

5. All engagement processes require adequate communication

See next slide for examples of different approaches for
different stakeholder groups, different issues; relationships

and groups vary between municipalities
31



Chapter 2: Stakeholders in the municipal environment

Stakeholder Issue for CRM Dominant form of
group relationship

Civil society IDP, budget, tariffs Consultation and
associations Performance management system & targets communication
Strategic decisions
Complaints & petitions Petitions process
Regulatory Budget limits, tariffs, other approvals Consultation
departments &
agencies
Partner Grants, disbursement schedules, project Consultation
departments & approvals, project management Negotiation
agencies
Trade unions Organisational structures & working Consultation
conditions Communication
Remuneration & conditions of service Negotiation
(SALGA level)
Individuals Customer complaints Error correction
Negotiation

33



Chapter 2: Stakeholders in the municipal environment

3. The purpose of stakeholder consultation

1. Facilitates information sharing, consensus building, broad based
stakeholder participation:

1.

Identify, review, expand upon priority municipal issues affecting sustainable
growth and development

Bring together key actors to facilitate agreement, commitment for joint
development of improved municipal management process built on
partnerships across sectors — for development

Demonstrate process of defining priority concerns with key actors &
establish cross-sectoral working group approach

Agree on mechanism to develop appropriate municipal framework that
strengthens existing structures and pool resources to address priority
(development) issues

To mobilise social & political support & obtain commitment to operationalise
cross-sectoral working group approach

To communicate outcomes of consultations & negotiations to relevant
stakeholders 34



Chapter 2: Stakeholders in the municipal environment

3. The purpose of stakeholder consultation

2.

Other reasons to engage with public:

1. To empower them (by informing them)
2. To prioritise needs

3. To design projects or decide on best possible solutions

To define interests of stakeholders each stakeholder must be
related to either the problems you seek to address or the
established objectives of continuing programmes

Use list on next slide to determine interests of stakeholders

35



Chapter 2: Stakeholders in the municipal environment SP ‘

3. The purpose of stakeholder consultation

Questions for drawing up interests of stakeholders

1. What does stakeholder expect from process?

2. What benefits are likely for stakeholders?

3. What resources is stakeholder likely to commit or withhold?
4. How do identified stakeholders perceive each other?

5. What other interests does stakeholder have that may
conflict with particular initiative?

35



Chapter 2: Stakeholders in the municipal environment

4. The benefits arising from stakeholder consultation

1.

AR N

|dentified benefits include:
1.

Promotion of democratic society & enhancing transparency and
accountability

Opinions of stakeholders reflected in IDP

Increased stakeholder cohesion

Unleashes creative & sensible idea generation, solutions
Give stakeholders access to information, especially technical

2. Torealise these benefits, consultation must go along
with other participatory techniques in programme
design and implementation e.g. project management

36



Chapter 2: Stakeholders in the municipal environment

4. The benefits arising from stakeholder consultation

3. Must do consultation with some idea of influence &
importance of stakeholders (see after next for analysing
this) to ensure:

1. Process and mechanisms allow opinions of representative
grouping of stakeholders to be heard

2. Consultative nature of process reflected in how programmes &
projects are carried out

3. Level of stakeholder involvement can result in stakeholders
better relating to essence of spatial planning and better
understand municipality

4. Create action planning approach resulting in legitimate tangible
projects

36



Chapter 2: Stakeholders in the municipal environment

4. The benefits arising from stakeholder consultation

4.

Diversity of process requires research, workshops,
discussions, debates, different ways to collect &
validate information

Key stakeholders should be those who can
significantly influence, or are important to success of
initiative. Therefore influence relates to degree of
authority of stakeholder and importance relates to
priority of their problems, needs, interests

37



Chapter 2: Stakeholders in the municipal environment SP ‘

4. The benefits arising from stakeholder consultation

Questions to assess influence & importance of stakeholders

1. Which problems affecting which stakeholders does initiative seek to address?

2. For which stakeholders does initiative place priority on meeting their needs,
interests, expectations?

3. Which stakeholders’ interest converge most closely with objectives of
initiative?

4. Which stakeholders are in control of strategic resources significant to
initiative?

5. Which stakeholders have strong negotiation position in relation to other
stakeholders?

6. Which stakeholders are in possession of specialist knowledge that may be
useful to initiative

What is the social, economic & political status of stakeholders?

8. What is degree of consensus & leadership in a group of stakeholders? 37



Chapter 2: Stakeholders in the municipal environment

4. The benefits arising from stakeholder consultation

6. Limitations impeding stakeholders include:
Language barriers
Budget constraints
Poor or inadequate media usage for information
dissemination
7. Major reason for apathy is municipality not showing
results from previous engagements. Progress must be
well communicated (and must be there to
communicate!)

38



Chapter 2: Stakeholders in the municipal environment

4. The benefits arising from stakeholder consultation

8. Where consensus amongst stakeholders cannot be

reached, mitigate by making sure following information is

unambiguous, this can result in making desired trade-offs:
1. Reasons for proposed initiative

. Time and budget constraints

. Legal requirements

Intended benefits

Implications of their (lack of) actions — objectively expressed

. Use conflicts productively to challenge perceptions, e.g. about poor
stakeholder involvement, that consultation is time consuming, or that there
is over reliance on consultants

7. Reasons for stakeholder inflexibility
8. Representiveness of stakeholders

9. Good marketing to all stakeholders, broader public ensure right people are

resent
P 38



Chapter 2: Stakeholders in the municipal environment

Process

Engage key stakeholders,
identify priority issues

Identify stakeholders

Sensitize, involve, gauge
ossible consensus

Prepare background
materials

5. Identifying stakeholders through stakeholder analysis

Qutcome

Understanding & early
commitment to process

Clarity of stakeholders’
role

Synthesis & early
identification of issue

Better understanding of
issues, possible options

Intensify preparation of municipal consultation,
substantive & organisational & logistical activities

Hold municipal consultation, confirm priority,
framework, mechanism for follow-u

strate

N\
SPL

Tools

> MoU

Social mapping
stakeholder analysis

Long Frame: Socio
economic survey, Media

Profiling: Spatial &
thematic

Rapid appraisal focus group I

Facilitation technique

<«—> Proposition papers I



Chapter 2: Stakeholders in the municipal environment

6. Classification of stakeholders

1.

4.

Helpful to classify stakeholders for contemplating
relationships with regards to involvement

Primary stakeholders — direct, significant, specific interest
in initiative, affected by issue: Directly involve in decisions

Secondary stakeholders — Do not use product of initiative
or depend on resources delivered directly, only indirect
link & actions may impact on the initiative or resource
delivered, may be influential to issue: Consult them or
make aware of initiative

Tertiary stakeholders — Key institutions, organisations
directly responsible for activities of initiative, resource
delivered or dealing with primary, secondary stakeholders

49



Chapter 2: Stakeholders in the municipal environment

6. Classification of stakeholders
5. Understand stakeholder picture through stakeholder
analysis
6. Done more than once as initiative progresses — who they
are, what sub-groups, their deepening of interest

7. Be familiar with latest & unique demographics of
municipality (see considerations p43)

8. Demographics assist in more focused identification of
stakeholders

9. Characteristics of residents are not homogeneous, what
works in one area may not work in another

See table next slide serving as guide for identification of

stakeholders
43



Chapter 2: Stakeholders in the municipal environment SP ‘

6. Classification of stakeholders

Checklist for identification of stakeholders

1.
2.

Have all primary & secondary stakeholders been listed?

Have all potential supporters & opponents of project been
identified?

Has gender analysis been used to identify primary &
secondary female stakeholders

Have primary stakeholders been divided into occupational
or income groups?

Have interests of vulnerable groups been identified?

Are any new primary or secondary stakeholders likely to
emerge as result of project?

44



Chapter 2: Stakeholders in the municipal environment

6. Classification of stakeholders

10. Consider following role players when planning for
stakeholder involvement: SALGA; DPLG; National
Treasury; Provincial Treasury; Accounting Officer;
Mayor; CFO; local community; other provincial and
national departments; Office of Auditor General;
interest groups; pressure groups

11. Other types of consultation: Specific residents of
geographical area, specific interest group, e.g. youth;
considering alternatives to best solve a problem

12. Compile list of stakeholders & role players involved in
service delivery programmes that could build &
strengthen capacities: See list p45, note IDASA, other
developmental NGOs 44



Chapter 2: Stakeholders in the municipal environment

7. Differing needs of stakeholders

1.

Understanding of needs & preferences of range of
stakeholders regarding your services, costs,
corresponding social impact essential for effective &
sustainable stakeholder involvement

Specific local & municipal context defines needs of
stakeholders and extent with which municipality
identifies with

Stakeholders should provide feedback on issues relating
to service design, delivery, levels, providers, related local
institutions, tariffs, means of tariff collection

Do stakeholder needs analysis with checklist next slide —

see example & discuss p47.
46



Chapter 2: Stakeholders in the municipal environment SP ‘

7. Differing needs of stakeholders

Checklist for compiling stakeholder needs

1. Who are main stakeholders in municipality and what are
the objectives and means of existence of each?

2. Which individuals & groups need to be involved & how?

3. What are relationship between stakeholders & what are
possible sources & conflicting interest amongst them?

4. What may prevent stakeholders from fulfilling their
responsibility in initiative?

5. Whose capacity needs to be built to enable them to
participate?

46



Chapter 2: Stakeholders in the municipal environment

8. The logic of stakeholder analysis

1. Stakeholder analysis key tool for improving livelihoods
and changing the relationship amongst them part of
development

2. Understand which municipal policies, processes matter
for livelihoods — stakeholder analysis will uncover nature
of each stakeholder & which policies & processes relate
to them

3. Complexity of livelihoods prevent generalised solutions —
stakeholder analysis helps to understand need for
customisation, allocation of costs, benefits

4. Good policies are “owned” by broad range of

stakeholders — analysis helps to improve policies
&7



Chapter 2: Stakeholders in the municipal environment

9. The logic of checklists (or “death by templates”)

1. Checklists help management to:

1. Identify, manage, respond to risks relating to stakeholder
consultation — whether there are opportunities or threats

2. Improve decision making and focus attention on right municipal
activities

3. Create greater accountability in stakeholder consultation process for
high-risk activities

4. Enhance quantitative risk analysis and centralise risk information for
sharing

2. Understand benefits of checklists in risk planning, identification,
assessment, response, reporting

3. Formalised risk management requires structured approach —
facilitated by checklists

See example checklist for establishing engagement with stakeholdegg



Chapter 2: Stakeholders in the municipal environment SP ‘

9. The logic of checklists (or “death by templates”)

Checklist for establishing engagement with stakeholders

= . N

What information do they want from you?
How do they want to receive information?
What is best way of communicating to them?

What financial, emotional, political interest do they have in
outcome of your initiative? Is it positive or negative?

49



Chapter 2: Stakeholders in the municipal environment

10. The profiling of various stakeholders

1. Apart from primary & secondary stakeholders, also:
1. Internal stakeholders — entirely within municipality
boundaries
2. Interface stakeholders — functions both internally and
externally
3. External stakeholders — Three categories
 Those who provide inputs

* Those who compete
 Those with special interest in your functioning

49



Chapter 2: Stakeholders in the municipal environment

10. The profiling of various stakeholders
2. Range and roles of stakeholders never static —
stakeholder analysis must see beyond superficial:
1. Whois pushing for what, who cannot be heard?
2.  Who are the integrators?
3. Who are the dividers?

3. Do not assume that all actors within one category are
homogeneous in perceptions — find the factors upon
which perceptions depend, consider each situation

afresh

50



Chapter 2: Stakeholders in the municipal environment

11. Compiling list of stakeholders & role players

1. Worry about stakeholders if you are concerned about
future of municipality — stakeholders have rights or
interests in it — another definition: Those who provide
something of importance to municipality

2. Individuals, communities, social groups, organisations e.g.
old residents, new settlers, workers, small scale
entrepreneurs, municipal officials, environmentalists,
politicians, public servants, national citizens, consumers,
municipal authorities, national government agencies,
local government agencies, NGOs, CBOs, academics,
researchers, donors, consultants, public enterprises /
entities

20



Chapter 2: Stakeholders in the municipal environment

12. General stakeholders analysis approach
1. Follow step-wise approach:
2. Consider municipal level & purpose

1. Understand goals & boundaries, scope of issues, clarity on what
is outside, what can be achieved & delivered
|”

2. Municipal level vs. regional and need for “vertica
representation

3. Purpose — possible policy appraisal (needs extra-sectoral
representation) vs. evaluation (emphasis on local stakeholders)
3. Create conditions for quality multi-stakeholder dialogue
Consider how people are organised & how they operate

2. Consider quality of dialogue before, during, after stakeholder
analysis

3. Ensure inclusiveness
51



Chapter 2: Stakeholders in the municipal environment

12. General stakeholders analysis approach
1. Follow step-wise approach:

3. Create conditions for quality multi-stakeholder dialogue
Consider how people are organised & how they operate
2. Consider quality of dialogue before, during, after stakeholder
analysis

3. Ensure inclusiveness — allow stakeholders to identify more
stakeholders (snowball); ensure stakeholders trust conveyor;
enable dialogue, not one-way; ensure parties are prepared,
briefed; involve stakeholders in setting up terms of engagement;

allow stakeholders to voice their views; include public disclosure
& feedback

4. Ensure responsiveness — see that balance reached, all responded

52



Chapter 2: Stakeholders in the municipal environment

12. General stakeholders analysis approach
1. Follow step-wise approach:
4. Develop initial understanding of system

1. General understanding of key problems, basic interaction
factors, key decision makers in system — sketch initial picture on
key stakeholders; investigate stakeholder interests,
characteristics & circumstances; identify patterns & contexts of
interaction between stakeholders; assess stakeholder power and
potential; weigh stakeholder interests; assess options and use
findings to make progress

Do exercise p56; see example stakeholder table next slide
(compare with table used in Project Management Unit Standard
US 119343)

23



Chapter 2: Stakeholders in the municipal environment SP ‘

12. General stakeholders analysis approach

Sample stakeholder analysis table _

Stakeholder Interests Potential Ranking Stakeholder
impact (Rating) of relationship
stakeholder management

interest (1 -5)

P33, 44 P33,35, P37 1 (highest P33;59-62
46, 49 rating)



Chapter 2: Stakeholders in the municipal environment

12. General stakeholders analysis approach

Benefits of using checklists for stakeholder interests: Will
reveal views, interests, relations by discussion. Ask:

Who are potential beneficiaries?

Who might be adversely affected?

Who has existing rights?

Who is likely to be voiceless?

Who is likely to resent change & mobilise resistance
Who is responsible for intended plans?

Who has money, skills, key information?

Whose behaviour has to change?

o8



Chapter 2: Stakeholders in the municipal environment

12. General stakeholders analysis approach
Levels of consultation & participation:
* Inform
* Consult
* Engage
* Collaborate

According to Arnstein (1996) level of participation depends on
intentions regarding degrees of community power
(empowerment) and degree of tokenism — see ladder of
participation next slide

29



takeholaer analysis chart

STAKEHOLDER ANALYSIS CHART

Goal:

Stakeholders Attitude Influence Actions
Estimate | Confidence | Estimate | Confidence




Chapter 2: Stakeholders in the municipal environment SPI: '

Eight rungs on the ladder of citizen participation

8 Citizen Control N
7 Delegated Power >'Citizen FPower
L+ Partnership A
S Placation Y
4 Consultation >— Tokenism
3 Informing D,
2 Therapy
Monparticipation
1 Manipulation }

60



Chapter 2: Stakeholders in the municipal environment

12. General stakeholders analysis approach
(from Arnstein, 1996)

The bottom rungs of the ladder are (1) Manipulation and (2) Therapy.
These two rungs describe levels of "non-participation” that have
been contrived by some to be a substitute for genuine participation.
Their real objective is not to enable people to participate in planning
or conducting programs, but to enable power holders to "educate”
or "cure" the participants. Rungs 3 and 4 progress to levels of
"tokenism" that allow the have-nots to hear and to have a voice: (3)
Informing and (4) Consultation. When they are proffered by power
holders as the total extent of participation, citizens may indeed hear
and be heard. But under these conditions they lack the power to
insure that their views will be heeded by the powerful. When
participation is restricted to these levels, there is no follow-through,
no "muscle," hence no assurance of changing the status quo.



Chapter 2: Stakeholders in the municipal environment SP[‘F

Rung (5) Placation is simply a higher level tokenism
pecause the ground rules allow have-nots to advise,
out the power holders retain the continued right to
decide. Further up the ladder are levels of citizen
power with increasing degrees of decision-making
clout. Citizens can enter into a (6) Partnership that
enables them to negotiate and engage in trade-offs
with traditional power holders. At the topmost
rungs, (7) Delegated Power and (8) Citizen Control,
have-not citizens obtain the majority of decision-
making seats, or full managerial power.




Chapter 2: Stakeholders in the municipal environment

13. Relationship between stakeholders in a municipality

1. Stakeholder analysis not routine, key challenges in
relationships to deal with include

Analysts’ agendas

Equity vs. prioritisation

Limited ability to look within

Stakeholders will not sit still

Fundamental value conflicts

Marginalised groups

N o R W e

Playing into hands of powerful

2. |f you do stakeholder analysis, you must ensure
consequences are not left hanging, but linked to
mechanisms to deal with it

ol



Chapter 2: Stakeholders in the municipal environment SP':

13. Relationship between stakeholders in a municipality

ge palicne

ot

French student poster. In English, "I
participate, you participate, he
participates, we participate, you
participate...they profit."
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Three forms of engagement for a municipality to

manage relationships with different types of
stakeholders

1. Consultation
2. Negotiation

3. Communication

66
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1. Consultation

1. A municipality consults the community around the IDP, the
budget and tariffs

2. Stakeholders often do not wish to engage at the level of
‘the municipal interest’ but, rather would be more inclined
to promote their own interests only

3. Purpose of presenting the draft IDP and budget to
stakeholders is to get stakeholder feedback on the specific
trade-offs made

4. Municipalities must ensure that the community
consultation process is a legally consultation process that
run counter to the spirit of the constitution, legislation and
the Batho Pele principles

66
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1. Consultation

Suggestions about how the community consultation
process should be run:

5.

Assemble steering committee and allocate budget
Define the key issues to be consulted upon

List the stakeholders and set out issues of concern
Design the consultative process

Prepare the materials to be used

Train and/or brief the facilitators and chairpersons
Record the feedback and comments received

Run the consultative process

Record results of entire process into report
Submit report to Council

67
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1. Consultation

6.

7.

Unlikely that process will not yield changes to original IDP —
important for credibility that it does

Final budget and IDP adopted by the municipality is a
decision of Council and not of the stakeholder consultation
meetings

Consultative process for other (finance) issues may be
adapted from above process

Municipalities consult other kinds of stakeholder, such as
regulatory agencies and departments with whom the
municipality must work in partnership in order to deliver
specific services — write up proposal from consultation
process and submit to them or meet if necessary

/70
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2. Negotiation

1. Where interested parties agree on courses for action; bargain
for individual / collective advantage; resolve disputes; attempt
to craft outcomes serving mutual interests — win / win;
consultation seeks input, communication agreement on
implementation

2. Different tool from consultation — engagement with partner
agencies & departments, regulatory agencies & departments,
labour, but seldom community organisations

3. Ability to exert influence on negotiations depends on
knowledge of interests; negotiation strategy; good planning;
good communications; effective negotiators; understand
implications if agreement is not reached, what is fall-back plan

71
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2. Negotiation
4. Negotiation principles:
Greatest failure not to negotiate
Most important to know you
Everyone has a power
Single-issue bargaining leaves both parties unsatisfied
Urgency drives decisions
Agreement the end, trading-off the means
Even in collaboration keep “need to know” basis
Value of something in the eyes of the beholder

O 0 N O U A WN R

Success directly related to amount & kind of preparation
10. Ability to walk away or select another alternative strong position
11. Even if far apart on major issues, always things to agree upon

12. Meaningful negotiation involves conflict
71
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2. Negotiation

5. Negotiation a five-stage process:
Preparation

Pre-discussion

Making of proposals
Bargaining

A S

Settlement

(3
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3. Communication
1. Essential in day-to-day activities

2. Legislation (Chapter 1) places particular obligations on local
government, high levels of transparency, openness, direct
communication — requires reliable information; communication
the most fundamental stakeholder management tool

3. One-way (delivery of information) or two-way (feedback /
discussion)

4. Develop municipal communications plan as framework to
manage interaction with various stakeholders — what messages
to communicate; understand target group; know human &
financial resources available; time constraints; clear & realistic
objectives & expected results

5. Plan on both executive and operational levels — sometimes, not

always desirable to centralise communications S
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3. Communication

6. Components of communication plan:
Communication goals

Target audience

Key messages

Communication strategies

Communication activities

A A o o

Evaluation mechanisms

il
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3. Communication

7. Municipal communications plan & how to draw it up:

O N O U bk WbhRE

10.

Agreement between executive & different stakeholders

Assess access & influence over key external decision makers
Decide on who will be chief contact person with key stakeholders
Decide on media (means) of communication

Cultivate relationships with media

Develop plan of on-going contacts with stakeholders & media reps
Hold public issue forums on municipal- & province-wide concerns

Share information on service delivery status; demographics &
culture

Monitor reaction of stakeholders to communication activities —
amend or refine

Ensure that adequate human & financial resources are devoted to

communication
7Q
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3. Communication
8. Basic principles for effective communication:

Keep it simple
2. Prepare for target stakeholder — structure of communication to
address concern , accommodate diversity

3. Be honest
Maintain integrity
5. Allow sufficient time

80
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Chapter 4: Improving personal negotiation & communication

techniques & methods
1. Communication
Effective communication beneficial to all, not taught so easily
Do assessment of your own effectiveness (p88 — 90)

Great deal depends on voice (how you say it); body language;
appearance; delivery style (confidence, enjoyment,
assertiveness, enthusiasm)

4. Presentation do’s & don’ts:

Do speak clearly — Do not rush or deliberately talk slow

Do maintain eye contact — Do not tell too many jokes

Do keep eye on audience’s body language — Do not “drone” on

Do keep appearance clean / professional — Do not move too much

A S

Do enthusiasm & confidence — do not talk to your visual aids

5. Communication best achieved through simple planning & control

& practice
87
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techniques & methods
2. Negotiations
1.

3.
4.
5.
6.
7.
3.

Personal behaviour in negotiations should be evaluated and
improved

After taking part in actual negotiation, assess own effectiveness
(p 92 — 95)

Overall negotiation result (p92)

Aspects playing a role in outcome (p92 — 93)

Issues scoring, self and opposite number (p94)
Negotiation rating scale (p94)

Personal negotiator type (p95)

Do honest evaluation as negotiator for basis of adjustment

91
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Chapter 5: Evaluating & improving municipal negotiation &

communication techniques & methods

. Communication

Purpose of this chapter to explore tools for assessing
effectiveness of municipal stakeholder relationship
management — emphasis on municipal, not personal
effectiveness

1.
2.

Communication as process must be evaluated

To evaluate, have achievable and measurable
objectives based on pre-research

Nature of evaluation depend on objectives of
communication campaign — impact knowledge,
attitude behaviours

Also other criteria
99
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1. Communication

5.

Use of newspapers, television, radio tracking,
website monitoring, advert assessment, case
studies

Outcome evaluation assess various results, e.g. for
municipal campaigns, use response tracking,
framing analysis, rolling sample surveys

Impact evaluation for long-term outcomes,
behaviour changes
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communication techniques & methods

1. Communication
8. Results of evaluation answer 4 questions:

Performance against specification
Tangible evidence of success or failure
Budget allocated for communication well-used or not

-l S

How to improve future communications
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communication techniques & methods

1. Communication

9. Take steps to improve communication plan, ask
guestions:

1. Is plan well conceived?, does it have internal and
external strategy? Adequately funded? Regular calendar
of activities?

Are correct messages being sent out?
Does plan deal with communication barriers?
Is plan well executed?

s W

Are protocols of media plan effective?

10. Management then in position to ensure
Improvement

101
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communication techniques & methods

2. Negotiation

1. Debrief negotiators with insight about extent of
preparation, achievement of objectives, performance of
negotiator and alternatives to negotiated settlement

2. Continuous improvement through experience — give
feedback

3. Guidelines for negotiation, can also be evaluated:

1. Show respect

2. Recognise & define problem
3. Seek variety of solutions

4. Collaborate

5. Bereliable

6.

Preserve relationship 103
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Take-home assignment

Select particular initiatives in your area of work where
stakeholders were involved and analyse in terms of:

 Two “workplace learning activities” p 83 — 84
* One “workplace learning activity” p 107



Thank you

Karel van der Molen



