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Management Strategies

This is the instructor’s manual produced to accompany the book Event Stakeholders: Theory and
Methods for Events and Tourism, by Mathilda van Niekerk and Donald Getz, 2019, published by
Goodfellow Publishers Ltd.

This manual and the accompanying illustrations are provided by the authors for the private use of
instructors using the book Event Stakeholders. All the PowerPoint slides from the book that are line
drawings are included in these notes, as they are originals by the authors or have been adapted
from the noted sources.

The figures from the text are available for downloading as a PowerPoint file to those instructors
adopting the book. Additional graphic material is provided in this manual, but instructors should
be aware that using photos and illustrations downloaded from the internet might violate copy-
right laws, so only use such material in the classroom. PowerPoint slides are also developed for the
textbook and can be used by the instructors.
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Lecture 5

3.1 Introduction

A planning process is described, then generic stakeholder management strategies.
Some of these strategies are iconic within the management literature, and their authors
acknowledged as gurus; online sources and illustrations abound. But they all have to be
adapted to circumstances, and many planned events are inherently different from the
majority of for-profit businesses. A worthwhile discussion to start this chapter would be
shaped by the question: “How are events (or sport events, festivals, meetings, etc.) differ-
ent from other organisations or businesses when it comes to their stakeholders and the
stakeholder environment?” This could also be asked for tourism or event tourism.

3.2 Key terms defined

Two of these terms need elaboration.

3.2.1 Event portfolio

In 2019 the book Event Portfolio Management (Antchak, Ziakas and Getz) will be avail-
able. For now, it is worth emphasizing that portfolio management involves multiple
stakeholders in a complex set of goals and relationships, all devoted to maximising the
synergistic benefits to be derived from multiple events. All ‘eventful cities” are managing
portfolios to some degree, and these portfolios can overlap. For example, a portfolio of
cultural events might be exploited by the DMO as attractions, and the DMO might have
its own portfolio of highly-promoted hallmark and iconic events for tourists. As well, the
convention/exhibition centre will have a portfolio of exhibitions and conferences gained
through relationship marketing and won through competitive bidding. Then there are
sports and private entertainment functions! In other words, the event population of a city
can be a complex system of overlapping portfolios involving many stakeholders.

“A full portfolio will consist of various types of events, for different target markets, held in
different places, and at different times of the year, in pursuit of multiple goals.” (Getz, 2013,
p. 23).

“An event portfolio is the strategic patterning of disparate but interrelated events taking
place during the course of a year in a host community that as a whole is intended to achieve
multiple outcomes through the implementation of joint event strategies.” (Ziakas, 2013, p.
14).

3.2.2KPIs

Key performance indicators are generally employed to measure desired outputs, and
for events these are typically quantifiable - such as attendance, money raised, or visitor
satisfaction. Also consider Key Impact Indicators (KII) that are used to measure longer-
term changes to a system. The book Event Evaluation (Getz, 2018) deals mostly with KPIs
and the book Event Impact Assessment (Getz, 2018) with KlIs.

“A Key Performance Indicator (KPI) is a measurable value that demonstrates how effectively
a company is achieving key business objectives. Organizations use key performance indicators
at multiple levels to evaluate their success at reaching targets. High-level KPIs may focus on the
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overall performance of the enterprise, while low-level KPIs may focus on processes or employees
in departments such as sales, marketing or a call center.” Klipfolio Inc. (2018).

3.3 Case study-Aardklop National Arts Festival, Potchefstroom, South
Africa

Elmarie Slabbert and Chris de Bruyn, North West University, South Africa

3.3.1 Discuss this key lesson in the words of the authors:

The authors identified five key lessons, each of which is a point of discussion. Ask stu-
dents to pick out the supporting evidence from the case.

1 One can never invest too much time in building stakeholder relationships.
2  One can never communicate enough with all your stakeholders.

3  LISTEN to your stakeholders and make sure you understand their needs.
4 Do not over-promise and under-perform.
5

Stakeholder management should be carefully planned and is a critical part of event
management.

As an exercise in lateral thinking, ask students to discuss these lessons in the context of
another type of events (sport, conference, etc.), for a one-time event, or from the perspec-
tive of an external stakeholder.

Lecture 6

3.4 A planning process (Figure 3.1)

All planning-process models are logical, embodying rationality. But in reality there
often occurs irrational planning, such as when cities bid on mega events they cannot afford
without incurring enormous debt. And although a logical planning process should begin
with a mandate, vision, goals and strategy - all leading to an action plan, implementation
and evaluation - in real life there is usually no specific starting point because organisa-
tions and events have history. The best advice is to take what is already known about
your organisation/event and its stakeholders and begin a more careful analysis leading to
better - and adaptable - strategies. Indeed, the whole literature on strategy makes it clear
that slavish adherence to a detailed master plan or strategy is a mistake - you must be
adaptable.
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Analyse & prioritise
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Direct inputs, needs and
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Revise strategy
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and collaboration inform and monitor

Figure 3.1: Continuous planning process for stakeholder management

Table 3.1 provides a set of questions to ask, and this is a good exercise to perform with
a strategic planning group or board of directors. Professional event managers, and CEO’s
of organisations, should be able to intelligently answer every one of these questions!

SWOT analysis (Figure 3.2) is a standard tool for strategic planning, and can be part
of an initial environmental scan. There are two recommended uses, the first being for
the traditional, business-oriented competitor scan (i.e., who are our competitors, do we
have any relative advantages to exploit or weaknesses to correct, opportunities to seize,
and threats to worry about?). A related application of SWOT is to look inwardly, not to
competitors, and to evaluate one’s own position within given parameters such as your
mandate and resources. Illustrated in the diagram is another application that of analysing
key stakeholders.

Stakeholder strengths

Their ability and potential to help
or harm the focal organization

Stakeholder weaknesses
Where are they vulnerable?

Are they subject to the same

Their desire and ability to resist or
y forces and tends as us?

oppose our efforts

N J \ J
e N\ 2
Stakeholder opportunities Stakeholder threats
Will they collaborate with us? Are they a competitor?
What can they do to help? What can they do that we
cannot?
N J \ J

Figure 3.2: Sample SWOT analysis for stakeholders

Stakeholder Mapping: The ‘map’ can be a simple table or even a sketch on the back
of an envelop, but doing a formal mapping exercise has its advantages, mainly in focus-
ing attention on stakeholder types, roles and relationships. In forming and analysing the



3 Generic Stakeholder Management Strategies 5

map (perhaps prompted by an expert) do not forget to consider power, legitimacy and
urgency. Table 3.2 is a starting point and can be used to prompt respondents in an inter-
view or workshop.

The model we provided in the book (Figure 3.3, below) shows simply how lines can be
used to indicate the nature or strength of linkages, and this could be combined with a full
network analysis.

Local government
Regulators
-Building inspection, health
and safety, parking police, fire

Grants Sponsors
-Arts and culture, parks and Official suppliers
DMO & recreation, tourism, economic -Food, beverage
tourism development Venue
agency L Politicians ) _Equipment
A Y
A}
AY
AY
A
Audience
FESTIVAL -« -Repeaters

-Target segments

A
K4
’
’1
Allies and v
collaborators . 3 The Impacted
Festivals association Co-producers Lobby groups
Artists association Entertainers - Environment
Community-group alliance Community groups -Chamber of Commerce
Restaurant association Food and beverage Immediate community
“a sqppliers
Technical support
. J
[:] Critical or primary stakeholders

O Secondary stakeholders

< - » Major links between stakeholders

Figure 3.3: Sample external stakeholder map

Below is a downloaded stakeholder map that utilizes a systems model like the one
illustrated earlier. But it does not make inter-stakeholder linkages clear.
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Here is another illustration, regarding an unfinished project somewhere in Italy. This
map looks like a mind map, for which a lot of software is available, and it explicitly incor-
porates symbols for power, support, influence and need. Inter-stakeholder linkages are
indicated. Inserted text suggests relationship issues, and that makes it a useful tool in
impact-assessment consultations as well. The little pictures are a feature of many mind-
maps, and they can serve as symbols of complicated issues.
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3.5 Formulating strategy

The various matrix models, shown in sequence below, provide advice on how to
develop strategies, as well as classifying stakeholders. First is the original Savage et al.
model (1991), followed by our adaptation from the book (Figure 3.4). There are no right or
wrong classifications or strategies, and every guru has their own approach, but the point
is to consider what is appropriate or necessary in each given context.

MANAGING THREATS AND CO-OPERATION
(Savage et al, 1991)

Stakeholder’ s Potential for Threat to Organization

High Low
Stakeholder Type 4 Stakeholder Type 1
High Mixed Blessing Supportive
Strategy: Strategy:
Stakeholder’ s Collaborate @*—> Involve
Potential for
Cooperation
With Organization Stakeholder Type 3 Stakeholder Type 2
Nonsupportive Marginal
Low
Strategy: Strategy:
Defend Monitor
. " ™
Mixed blessing Supportive
High potential to threaten and to Low potential to threaten, but high
cooperate... potential to cooperate... Involve them!
Collaborate V‘fith them to red_uce threats (e.g. internal stakeholders: staff, volunteers,
and increase synergies directors; external stakeholders that are
sponsors, allies and co-producers)

Uncertain,
Changeable

Non supportive
High potential to threaten, but low
potential for cooperation...
Monitor, and involve or defend against
them if necessary.
(e.g., expect periodic issues with media,
unions, competitors)

MARGINAL
Low potential to cooperate or threaten...
(e.g., specific issues might lead to
complaints or opposition to an event
or bid by residents, lobby groups,
politicians)

Figure 3.4: Mapping stakeholder’s relative importance for the organization. Source: Adapted from
Savage et al. (1991)
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A variation is the matrix by Winch, with the first diagram suitable for initiating stake-
holder mapping and analysis (Figure 3.5) and the second diagram (Figure 3.6) more for
strategy formulation.
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Figure 3.5: Identify stakeholders for the organization. Adapted from Winch (2004)
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Figure 3.6: Mapping stakeholder’s relative importance for the organization. Adapted from Winch
(2004)

Our blended strategy matrix in the book (Figure 3.7) puts a category in the middle for
the unknown stakeholders or the ones with mixed indicators of collaboration potential
and the ability to influence the event through power. Some general advice, for not-for-
profits in particular, is to always look for collaborators, even if they might appear to be
competitors.
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\ immediate consideration /
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Figure 3.7: A blended strategy matrix for stakeholder management

The final discussion in this chapter is of stakeholder contracts - not just the kind you
make with suppliers, but the formal (i.e., in writing is preferred) agreements made among
stakeholders. Remember, collaboration entails uncertainties and risks.

Recommended additional readings and resources

Freeman, R. (2010). Strategic Management: A stakeholder approach. Cambridge MA:
Cambridge University Press.

This is a classic, for those wanting to get into the mainstream literature.

Ziakas, V. (2013). Event Portfolio Planning and Management: A Holistic Approach. Abingdon:
Routledge.

This book introduces event portfolios, but a companion book in this series (for publication
in 2019) will cover theory, method and practice in detail. Event portfolio management
involves many stakeholders, depends upon collaboration, and presents a dynamic envi-
ronment for strategists.

Assessments

From the text: “Look up a website of your favourite international event and familiarize
yourself with the event goals, objectives, target audience, and other characteristics. Draw
a stakeholder map and discuss what strategies would work best to gain support from
each stakeholder category.” Not all event websites will provide information on stake-
holders, so the point in those cases is to deduce stakeholders from the information that is
provided. This exercise could be done more fully in conjunction with event professionals.

Sample short-answer questions:

¢ Define these terms: ‘event portfolio’; ‘focal organization’; ‘KPI”; ‘KII’; ‘stakeholder
map’; ‘SWOT'.

¢ What is the purpose of a ‘stakeholder contract’?
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Sample long-answer or essay questions:

¢  How are stakeholder maps useful in diagnosing stakeholder issues and in formulat-
ing strategy? What questions will you ask of informants, both internal and external
to the focal organization?

o The answer should focus on the process of stakeholder mapping, which could
be done through observation, but is best done through consultations with key
informants. A sample map could be required, but is not necessary the way this
question is phrased. A complete answer must address both issues and utility
for making strategy. The required list of questions should get at both: what
issues are you facing, and how are relationships being managed? What are the
possible solutions? See Table 3.2 for questions. The case study will help with the
internal/external.

¢ In classifying stakeholders how are ‘legitimacy, power and urgency’ defined and
measured? Frame your answer in the context of a specific type of event.

o These terms could each be the focus of a question. Each has to be defined. By
framing the answer with a type of event, it should be possible to show how
legitimacy, power and urgency are measured contextually.

¢  How can SWOT analysis be used to help develop strategy for a specific stakeholder?
Give an example of the information the diagram will portray.

o The competitor SWOT provides an overview relative to possible competitors,
whereas one stakeholder (or type) can be the focus.

¢  What are the possible generic strategies in stakeholder management, relative to a
stakeholder’s potential to threaten or collaborate? Draw a matrix to show how this
analysis works.

o Our blended strategy matrix (Figure 3.7) is a possible starting point for this
answer, but there is lots of advice mentioned from different authors. We take
the position that pursuing collaboration is a much more useful strategy than
defending against competitors or threats, but of course the context will be
important. As shown in Figure 3.7, there will always be uncertainty, and the
environment will be dynamic, so it is not always possible to be definitive about
strategy.
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