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INTRODUCTION TOOL #4

WHY IS THIS TOOL USEFUL FOR YOU AS A TEACHER?

If you want to identify, analyse and engage with (local) stakeholders together 
with your students, in order to promote your priorities for the development of 
the waterline, while receiving feedback on your strategy and co-designed tools 
(Tool 3 - App), you can use this creative, and effective tool - “Map and Engage 
with your Stakeholders!”! 
“Map and Engage with your Stakeholders!” is intended to guide the teacher 
and the students into a process of identifying, mapping and analysing allies and 
stakeholders outside the school, and develop a strategy to engage with them 
and receive their feedback and support for future steps.
With this manual you, as a teacher, can find guidelines on how to facilitate the 
students in mapping, analysing and engaging with the stakeholders in order to 
receive feedback on their vision and goals for the development of the waterline.
In this manual you will receive information, guidelines and resources on how:
 - to prepare yourself for the classroom workshop(s)
 - to facilitate your students during the application of the tool
 - to reflect with your students and by yourself on the tool and its de-
velopment process

In the manual you will find included templates that support the development of 
the “Map and Engage with your stakeholders!” tool.
The tool can be used as the fourth, and final, step of the HADriAN toolkit. 
You can find the previous tools of the HADriAN toolkit here: https://hadrianfor-
heritage.eu/toolkit/

THE TOOL IN A NUTSHELL

 1. Prepare and reflect on previous outcomes and check the list of 
clusters of stakeholders
 2. Reflect on potential stakeholders with the students and map them 
according to the goals
 3. Analyse the stakeholders and prioritize them with the students
 4. Develop the stakeholders engagement strategy with the students
 5. Reach out to the stakeholders and receive feedback from them
 6. Integrate the feedback into your outputs and outcomes
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The following list of clusters of stakeholders is an indication of how you could 
group the organizations and people who might hold interest for the develop-
ment of your waterline and what your students wish to do. Feel free to alter or 
populate the list according to your local context.

 7. Upload the stakeholders in the HADriAN platform

STEP 0 - LINK WITH PREVIOUS OUTCOMES 
Suggested duration: 30 minutes

Each one of the tools is a methodological step that allows you and your stu-
dents to develop a vision and a strategy for the development of your waterline. 
Therefore, for this final tool we suggest that you start by linking the goals and 
outcomes of the previous tools to the clusters of stakeholders (given as a list be-
low). This is a preparatory step for you as a teacher and facilitator of the process 
to help the students kick-start their thinking and planning.
First of all, look back into the goals and outcomes of the following tools and note 
them down:
 - Tool 1: what were the lenses that were used by the students and 
how did they experience the water through their lens? 
 - Tool 2: what was the strategy (vision & goals) that you came up 
with for developing the waterline?
 - Tool 3: how do you envision that you and your students could use 
the final output (app) as a means to communicate your strategy for developing 
the waterline to the stakeholders?
Now that you have noted down the goals and outcomes, ask yourself: who from 
the (indicative) list of clusters of stakeholders is more relevant to the outcomes 
and could support us to achieve our goals? 

Take a look at the table below, and without filling it out completely, try to pre-
pare yourself for the class by linking the goals and outcomes with the clusters of 
stakeholders that they might be interconnected with.
Bring your thoughts and notes to the class.

Indicative clusters of stakeholders

Suggested duration for the implementation of Tool #4:
 - STEP 0: Preparation for the teacher >> 30 minutes
 - STEP 1: In the classroom >> 50 minutes
 - STEP 2: In the classroom >> 40 minutes
 - STEP 3: In the classroom >> 1 hour
 - STEP 4: In the classroom >> 1 hour
 - STEP 5: In the school/conference room >> 1 hour
 - STEP 6: In the classroom >> 1 hour
 - STEP 7: In the classroom >> 30 minutes 
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STEP 1 - RESEARCH & MAP YOUR POTENTIAL 
STAKEHOLDERS
It is important to continue the reflection on the potential stakeholders together 
with your class. Therefore, following your own preparation, you can guide your 
students to think along on the organizations and people who might hold an in-
terest for your goals and outcomes. 
There are two ways you could facilitate this process:
 1. If you want to keep it simple, follow the next steps by filling in the 
tables.
 2. Or, if you want to be more creative you can also use digital tools 
like:
 - Smaply
 - Miro
 - Mural
 - Another digital platform or tool you might want to use.

Step 1.1: Collect your goals and find your purpose
Suggested duration: 20 minutes

In order to approach and interact with stakeholders you always need a clear pur-
pose. When reaching out you will always need to keep your goal(s) in mind and 
the specific purpose for reaching out. 
Invite the students to remember the goals and outcomes of the previous tools 

(feel free to use your preparatory notes). 
Now, think along and answer the following questions as a whole group. Take 
notes on a board or piece of paper:

Step 1.2: Map your stakeholders
Suggested duration: 30 minutes 

Having answered the questions of Step 1.1 you and your class should now have 
a clearer idea of what it is that you want to achieve and why. 
Continue by splitting the students in groups according to the goals. Each group 
should cover one goal. 
Every group should now brainstorm on the potential stakeholders who might 
be related to the achievement of their goal. Offer to them the indicative list of 
stakeholders as you have prepared it at Step 0 in order to help them guide their 
thoughts.

Ask them to be specific about each stakeholder and not generic (e.g. not “the 
government” but for example “the vice mayor of education”).

Students have to ask themselves:
“Who are the stakeholders in the field, who in some way connect to the water-
line and its surroundings?”

This can mean that you’re looking for people or organisations:
 - who live or work at or close to the waterline
 - who are connected to the waterline for a project
 - who have anything to say about the waterline and its surrounding
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 - who have anything to say about themes connected to the water-
line and its surrounding
 - who have anything to say about themes connected to the school 
and its students
Use the indicative list of clusters and stakeholders from Step 0 in order to kick-
start the brainstorming.
Invite the students in their groups to write down the stakeholders that relate 
to their goal by using the following template. Of course, besides their existing 
knowledge of stakeholders (e.g. the local cultural association) they can also use 
additional tools, such as search engines, in order to identify their stakeholders.

STEP 2 - ANALYZE THE STAKEHOLDERS

Step 2.1: Filtering your stakeholders’ map
Suggested duration: 10 minutes

From the previous step of stakeholders’ mapping it could be that you end up 
with too many or some irrelevant entries, or even stakeholders who are unreal-
istic to be able to get in touch with. We recommend that you have a look at the 
list of every group and help the students prioritize and filter the entries. This step 
prevents your class from setting the aim too high and offers them the chance to 
approach as many stakeholders with a higher chance of success. 

Step 2.2: Identifying the stakeholders’ role and contribution
Suggested duration: 20 minutes
After the filtering of 2.1 the students in groups return to their lists in order to ana-
lyze the stakeholders and the potential role and desired contribution they could 

have, in order to achieve the goal that each group has.
You can use the following table in order to facilitate the students’ analysis of the 
stakeholders in each group. In the first column the students should enter the 
names of their stakeholders. In the other columns they can think of the potential 
contribution that each stakeholder could have, and add an “X” or tick on the cell 
that matches the kind of contribution.
 - User experience: the stakeholder has developed and/or used simi-
lar projects before and they can share from their own experience.
 - Knowledge: the stakeholder is an expert on a specific topic that 
our project/output touches upon and we want to receive their feedback.
 - Governance / Decision making: the stakeholder is in a position to 
support the development of our project/output by offering political/govern-
ance support and decision making power.
 - Network creation: the stakeholder is managing or a member of a 
network that could support us to disseminate our project/output.
 - Funding offer: the stakeholder is in a position to either offer fund-
ing for the implementation of our project/output or to support us find funding 
mechanisms and sources.
 - Target group: the stakeholder could offer us access to a potential 
target group that we might have for our project/output
 - Something else?: here you can add any other offer and/or reason 
that a stakeholder might be important for your project/output.
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Step 2.3: Finalizing your list of stakeholders
Suggested duration: 10 minutes

Invite your students to present to each other the stakeholders’ mapping and 
analysis of their group.
Then, pin all the lists on a board and invite the students as a whole team to vote 
for a “top 10” of the stakeholders that they need to reach out to in the near fu-
ture.

STEP 3 - ENGAGEMENT STRATEGY
Suggested duration: 1 hour

Once you mapped the different stakeholders and have concluded on your top 
10 list, invite the students to think of a way to get to work and reach out to the 
stakeholders. 
Before reaching out to the stakeholders, the students have to think of a prop-
er engagement strategy, meaning to identify what incentives the stakehold-
er might have in order to join and support the project, how much effort they 
would need in order to approach and engage with the stakeholder, what is the 
message that they need in order to activate the stakeholder, and finally what 
is the best way to approach the stakeholder. It’s important during this step to 
be aware of the local communication and engagement culture, or the “special” 
approach that some stakeholders need to their position in the local society (e.g. 
the local mayor might need a different strategy to approach than the board of 
a local cultural association). This is to give the students a realistic vision of the 
engagement process. 
Thereby it’s important to fill in the following table per stakeholder to get an 
understanding of the best approach. You can either work as a whole class or in 
groups in order to fill out the table below.

STEP 4 - IMPLEMENT ENGAGEMENT STRATEGY
Suggested duration: 1 hour

The next step is to actually implement the engagement strategy. Discuss with 
your students the way you would like as a whole class, or in smaller groups to 
reach out to the top 10 list of stakeholders.
Make a timeplan that describes the actions that need to be taken in order to 
implement your strategy. Which actions should you take first (e.g. draft an email, 
make a phone call, send a letter of invitation, plan a meeting etc) and collectively 
decide the division of the tasks among your group. 

At this step, you can also use the initial lenses of water-, heritage- and urban-lov-
er in order to split the approaching and engaging tasks among the students 
(e.g. the group of students who used the heritage-lover lens could be the ones 
reaching out to cultural and heritage organizations).

STEP 5 - INTERACT WITH STAKEHOLDERS
Step 5.1: Set the scene of interaction
Suggested duration: 30 minutes

What you need to have in hand when interacting with your stakeholders

When the moment comes to finally meet and interact with your stakeholders it’s 
important to keep in mind the following check-list:
 - the stakeholders are there with the best intentions
 - be prepared to share with the stakeholders
 - a quick and inspiring presentation of your waterline
 - your vision about your waterline as it was developed through the 
tools
 - your goals on how to achieve the vision
 - and the app that you have developed (tool #3)
 - besides the app, you can also consider creating a brief leaflet with 
the information above (waterline presentation, vision, goals, who you are) to of-
fer to the stakeholders
 - be prepared on the request, invitation and/or offer that you are 
there to make to your stakeholder. The more clear your message and purpose is, 
the more effective your interaction with them will be.
 - have fun and enjoy it!

What are the formats to interact with your stakeholders?
There are different ways to interact with your stakeholders, depending on their 
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role and your reason for interacting with them. You can be quite creative, but we 
also suggest the following:
 - Organised events of formal character (conference, info days, etc)
 - Organised events of informal/creative character (events, festivals, 
etc)
 - Informal events of interaction (e.g. being in public space)
 - Newsletters, emails, phone calls, contact lists, newspaper
Some tips to make your actions more effective:
 - Keep the communication flowing with stakeholders to integrate 
them in school life
 - Follow what your stakeholders are doing to involve yourselves in 
their “life” as well
 - Identify how the school can open to the neighborhood/community
 - The director of the school being open and teachers being engaged 
as well in the process, looking for opportunities of engagement openly.
 - Use existing network to reach out to even more people (snowball 
approach)

Step 5.2: Present and Test the App
Suggested duration: 30 minutes

Regardless of the format that you have chosen to apply in order to interact with 
your stakeholders, be proud of your output and present it to them with lots of 
enthusiasm and confidence. Invite them to test the App and experience what 
you have experienced on your waterline.

STEP 6: RECEIVE AND INTEGRATE FEEDBACK
Suggested duration: 1 hour

Now that your stakeholders have heard your story and tested the app, invite 
them for a feedback session. This could either happen during the testing meet-
ing or as a follow up meeting/call at some moment in the near future.
Keep in mind that it’s important to receive feedback not so much on the experi-
ence of using the tool, that might relate for instance on technical elements, but 
more on the “message” of the App. These stakeholders are the ones having a 
“first experience”, a “beta launch” of your app before an official launch and they 
can be of great help to you and your purpose. Some questions that you could 
use as a guide for your feedback session with your stakeholders could be:
 - Does your vision and goals come through the app? 
 - Does the app engage with the people and prompts them to take 

action for your waterline? 
 - What could be improved? 
 - What could be the next steps of your collaboration with the stake-
holder?

STEP 7: VISUALIZATION OF GEOGRAPHICAL 
MAPPING OF STAKEHOLDERS FOR THE HADRI-
AN PLATFORM
Suggested duration: 30 minutes

After completing the above steps, we invite you to use the HADriAN map to fill 
in the results of your work with the class. This way:
-You contribute to the formation of a database of stakeholders/experts on water 
and cultural management across Europe for other schools and any other inter-
ested users as well. 
-You contribute to the creation of a database of ideas -and integrated feedback 
from experts and other relevant stakeholders- on waterline management. This 
way, students across Europe can also consult the map to get an idea about their 
ideas, before asking experts for feedback!
You can also consult the map while implementing tool 4! This way you may more 
easily discover relevant stakeholders and/or interesting ideas and suggestions 
for your vision!

In order to do that, you only have to:

1)Enter the HADriAN website (hadrianforheritage.eu) and choose the section 
“Map”.

2)There you have 2 options (we encourage you to follow both!):

a) Add one or more stakeholders: Following the exercise you did in class, you can 
add in the map all the stakeholders you have identified, as also information on 
how they could support yours or any other relevant ideas.

b) Add your Idea: Put your waterline in the map, through sharing with HADriAN 
community the common vision you have shaped with your class with the help of 
Tool # 2! 

3) In order to do that, you first need to create an account in HADriAN page. Press 
“Add stakeholder” or “Add Idea” and create your account.
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4) Then you are ready to:

a)Add a stakeholder: All the fields are preset- except for the description part. 
Add a small paragraph with the necessary info that would help any other inter-
ested part looking for relevant stakeholders.

b)Add an Idea: Here you are more flexible in describing your Idea. Have in mind 
the following:

-Idea: Except for the description of your Idea, here you can also include the link 
of the tour you created with the use of Tool 3!
-Keywords: Use keywords that would help a visitor locate your idea according 
to similar interests.
-Feedback: Here you can add the feedback you collected by the stakeholders 
you approached. This field is included in order to help schools with similar Ide-
as, as also other interested parts. Next to each comment, you may also add the 
name of the stakeholder who providing it.
-List of stakeholders: Here you can add the list of stakeholders you have identi-
fied as relevant to your project. This way, a school with similar interests can ben-
efit through checking the online map during their own research.
If possible, we suggest you fill in both sections in English - so that the content 
of the map is accessible to other European Schools as well. If this is not possible, 
we encourage you to use some English key-words.

5) Your contribution is completed!Thank you!

USEFUL LINKS/RESOURCES 
As mentioned above, there are also digital tools that you can use for stakehold-
ers’ mapping and additional reading on the process.

Digital Tools:
 - Smaply
 - Miro
 - Mural
Additional reading:
 - Complete Stakeholder Mapping Guide https://miro.com/blog/
stakeholder-mapping/
 - Stakeholder Analysis, Project Management, templates and advice 
https://www.stakeholdermap.com/ 
 - What Is Stakeholder Analysis and Mapping and How Do You Do It Ef-
fectively? https://www.smartsheet.com/what-stakeholder-analysis-and-mapping-
and-how-do-you-do-it-effectively 
 - Stakeholder Analysis: Winning Support for Your Projects https://
www.mindtools.com/pages/article/newPPM_07.htm 
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