
Working with 
Stakeholders for 
Climate Adaptation
Practice-based guidance for participative climate 
adaptation solutions in urban areas

Section 3: Stakeholders
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5 Steps to Stakeholder 
Engagement

Step 1 Identify stakeholders
Start by identifying the important stakeholders who should be involved with your 
project. Who affects and/or could be affected by the project? This identification can 
be done using the factor C method (see Resources Section). 1
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Step 2 Listen and inform
When you first connect with stakeholders it is crucial to start by listening to their 
ideas and concerns. Stakeholders may have very different backgrounds, needs, 
expectations and influence, which may affect their capacity and willingness to 
cooperate. Then, informing stakeholders about the key program requirements is 
important to establish a collective starting point.

Step 3 Exchange
Next it is useful to identify both ways to work together and barriers that may stand in 
the way of successful collaboration. Barriers which may need to be addressed could 
include a lack of information, insufficient financial support, a lack of commitment, or 
even a historic issue which affects trust between stakeholders.

Step 4 Integrate interests
After identifying the interests of the stakeholders, you have to design a strategy or 
a spatial design which integrates your goals for the plan (e.g. make a water resilient 
neighbourhood) with the interests of stakeholders (e.g. the residents need more 
parking places).

Step 5 Agree
The final stage is to present and consult on the plan and come to an agreement. 
This will then allow you to take the project forwards smoothly with the support of 
stakeholders.
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Types of stakeholder
Urban projects are typically the result of cooperation between many different people and organisations. 
For example, a project may require the collaboration of the municipality, housing corporations, 
developers, housing associations, inhabitants, designers, and more. 

Traditionally, the cooperation within projects is linearly organised: for example, the developer chooses 
an architect and discusses the plan with the municipality’s licensing authority. The other experts, such 
as water and green space specialists, are only involved at a later stage. The various disciplines therefore 
often work reactively to the decisions of other players involved in the plan. However, the issue of climate 
change affects so many areas of work that tackling it requires an integrated approach. 

Involving all stakeholders at the beginning of the planning process and having them work together is 
often more efficient and more successful. Collaborative working can lead to planning strategies and 
urban environment projects which are widely supported and accepted. In addition, agreements can be 
reached about the financing and ongoing management of longer term schemes.

In the SPONGE Toolbox, the stakeholders who are likely to have an interest in urban environment 
projects are described and this information can be explored alongside engagement strategies. The key 
stakeholders within the 2 Seas area included in the toolbox are:

Citizens
- Citizens’ organisations/
neighbourhood 
associations

- Tenants

- Private homeowners

Companies
- Developers

- Private companies

- Drinking and waste water 
companies

- Garden centres

- Research institutes

Government
- National Government

- Provincial Government

- Water Boards

- Municipality

NGOs

Housing 
corporations

Educational 
institutions

The diagram below shows how these stakeholders interact to result in action on the ground.
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Tools for Stakeholder 
Engagement & Co-creation
A key aspect of the SPONGE 2020 project is developing, testing and sharing techniques for the co-creation 
of climate adaptation measures in urban areas. The techniques, or ‘tools’, are all available to explore on 
the Urban Green Blue Grids site, and can be accessed directly or through the pilots they were used in, or 
the stakeholders they are most suited to engaging.

Below are some of the techniques with examples, from the SPONGE 2020 Monitoring & Evaluation 
process, of how they were used across the 2 Seas region.

Expert tables
In the process of co-creation it is key to involve the whole neighbourhood. However, some subjects 
within ‘climate adaptation’ can be quite difficult for a lay-person to understand. An an expert table 
is made up of experts on specific topics alongside representatives of each stakeholder group. They 
devise solutions together, weigh the solutions against the different criteria of all stakeholders and 
result in a package of advice from the expert table for the whole neighbourhood community.

SPONGE 2020 example

Rotterdam held a series of group meetings, which included experts and residents. 

They found that it was important to create mutual understanding of the wider priorities and 
concerns of the different stakeholder groups before talking about details. This creates trust 
between the stakeholders, and prevents intentions from being misinterpreted. In addition, 
they found that to talk about difficult subjects such as climate change adaptation, everybody at 
the meeting needs to be on the same level of knowledge. This takes time, but results in more 
effective co-creation.
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Visiting inspirational sites
An on-site visit to a showcase project can be 
convincing and inspiring. New solutions which 
are unfamiliar can face some resistance. An 
excursion to a showcase project, for which the 
desired results have already been achieved, can 
be effective at  dispelling these doubts. It is good 
to invite residents, administrators and other 
interested parties involved with the showcase 
project, such as the designers, the developer 
and the water board, to share their experiences 
and strategies for realising the project. A site 
visit needs to be carefully planned, and should 
include an introductory presentation and a 
tour. Participants should be encouraged to ask 
questions and make comments in order to create 
genuine interaction and exchange of ideas with 
the stakeholders of the showcase project. When 
planning a site visit, it is recommended to make 
a bad-weather plan, for instance by arranging a 
large enough indoor venue for presentations and 
discussions.

Action days
During an action day (or ‘do’ day) people 
from the neighbourhood all work together on 
different actions (micro-interventions) to have 
more green and blue in their neighbourhood. 
Activities could include building small gardens 
in the street, creating community growing 
spaces or making school playgrounds 
greener. Such action days can be inspiring 
and give a real boost to the social coherence 
and engagement of the local community. In 
a central place (such as a tent) information 
and context on the project can be provided 
for by-passers and the space can be used for 
briefings and for tea and lunch breaks for the 
neighbourhood action team.

SPONGE 2020 example 

Westcountry Rivers Trust organised 
an action day to plant up a raingarden 
in a residential area (above). The aim 
was to create a sense of ownership and 
encourage local people to use and look 
after the garden in the long term.

To learn about more tools, and for more information on the tools and pilots,  
visit the Toolbox at www.urbangreenbluegrids/sponge

http://www.urbangreenbluegrids/sponge
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Design workshops
A design workshop is an intensive session in which a small group of participants explore a specific 
problem and re-design project features. All significant stakeholders should be invited to send a 
representative participant. A design workshop can also contribute to sharing information and 
increasing participants’ understanding of the project.

Engagement video
An engagement video can be a great tool 
for introducing a complicated topic, such as 
climate adaptation, in a short, informative 
and inspiring way. 

Videos can be easily shared through different 
channels (website, social media, television, 
etc.), or shown to a larger audience at events.

Face-to-face meetings with stakeholders
One-on-one contact is a good way to obtain detailed 
information about how important stakeholders feel 
about specific issues. It can be effective to hold these 
meetings in the stakeholders’ own surroundings 
where they comfortable. A key benefit of this type of 
communication is the ability to build trust and open 
up lines of communication with stakeholders.

SPONGE 2020 example

Delfland presented an engagement 
video at a variety of events to raise 
awareness with large and varied 
audiences.

SPONGE 2020 example

Somerset County Council used one-to-one 
meetings to gain buy-in to SPONGE from the 
senior leadership teams, using messages 
tailored to the specific audience to demonstrate 
to the organisation the value of participating 
and links to their own goals/projects.

Working with an artist to gather and visualise stakeholder aspirations 
Interaction with stakeholders within a project/process can be difficult – either because 
stakeholders don’t ‘speak the same language’, or the subject and expectations from local 
government organisations are unclear to stakeholder groups. In these cases, collaboration with 
artists can help stakeholders to understand challenges and solutions in an informal and inspiring 
way. For example, it is possible to capture a difficult scientific concept in poem, sketch or song 
or to visualise stakeholders’ aspirations in an artist impression. This approach may also ‘break 
the ice’ between stakeholders and governmental organisations when discussing delicate issues.
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Set up a contact point in the 
neighbourhood
Being present on-site in a neighbourhood 
creates a low-threshold way for residents 
and other local groups to participate in your 
project. It can be a space where local people 
can gather information about the project and 
ask questions or raise concerns in a way that 
suits them. Such a spot is also well-suited 
to displaying visual information about the 
project and have informal conversations with 
interested people. Also, when a project has 
reached a milestone, it can be celebrated at 
this central point.

Questionnaire
A questionnaire is a research instrument 
consisting of a series of questions for the 
purpose of gathering information from 
respondents. The advantages of using 
a questionnaire are that it is relatively 
inexpensive, it does not require as much effort 
from the questioner as verbal or telephone 
surveys, and the use of standardised 
answers makes it simple to compile data. 
However, because respondents must be able 
to read the questions and respond to them 
in writing, this method may be inappropriate 
for some demographic groups.

SPONGE 2020 example 

The Rotterdam pilot team used a 
questionnaire in the neighbourhood 
of their pilot to gain more insight into 
the opinions of private properties 
owners. Through the questionnaire they 
learnt a lot and found that their initial 
assumptions about private property 
were not always correct.

SPONGE 2020 example

By speaking to residents, Westland found 
out that people liked the idea of creating 
more green in the streets even if it means 
giving up one side of the sidewalk, but 
it would not be popular to reduce the 
number of parking spaces in order to 
create more green in the streets. 

To learn about more tools, and for more information on the tools and pilots,  
visit the Toolbox at www.urbangreenbluegrids/sponge

http://www.urbangreenbluegrids/sponge

