CASESTUDY

Map your stakeholders
to fully understand
expectations and risk

The potential for conflict between South African mines and
communities is on the rise, inflamed by job losses in the
sector and deteriorating profitability that makes it more
difficult for mines to meet stakeholder expectations
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1o understand thelr Bsues: thils Inourm Beiner
infarms the decishons around whe o engage
with and the strategies that muxi be applied
and helps 1o fesolve the issues mors offeo
lively, By créating the basis fer kentifving
staliceholders=and the Imleroonnes el nea
tionships befween them—# can plof pertinen
issues on @ historical dmeline o dentfy pat
lerns i slakeholded Behavioar, This process
further allows us be analyse the “stakeholder
neElwork'=in other wends, (ks relatiopships
be=tween differenl stakeholéers—which assists
s N undersianding | he communiny power and
decisjor-making dynamics.
The end result s a stakebolder map, which
i% @ visigil Fepresentation of (e e ive
stakeholders' power. Infuence, expectations
and key lisuss. This procies Al Donchiens de
vulmerability ststus of stakeholders, & pecially
mhere this 15 execerbaied by miming-anduced
IMpacls
The real challenge with kegacy |ssses, il they
are lelt unresolved, |5 (R ey often Aad Bl
way o legiskaned stakeholder engageases]
procissis-hal 15, thise forums that mizes
are obliged o carry o in serme of liws sach
as the National Environmental Management
Act (MEMAL the Misierals and Pelrsleam
Resources Develogaent Act [SIPRIW) and ke

s P

Matlonal Waber Act, Here, legacy I550U6s Can
severely disrupt the ceasultaticn processas—
mainly because stakehodders feel that
formal cem

ation Betwsen & fime e
communilies v only conductisd when repained
for compliance purposes, of when the ming
resids commanily consenl.
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Benediiniag the mines. Indeed, wome mines sy
even iry and adopi a tick-bax approach 1o avokld
Faviear 10 adidress ihe diffoul legacy Ssnes
from years ago. While the scope of engapement
in thee begislabed process is msually lim#ed to
I'\-\.'\-\.IH'\-\.Illllllllll.ﬂl‘l:h Fiskranl 1o & epasd 1T piojict
and limeframe, the communities often want
o disooss asd neselve legacy lssnes n thess
fonams. This happens mostly where theme s
rex regular and effecive platiorm for ongoing
dialegiee, which in sUr experience mesuls is b
reesds and expectations of & community ofien
Baring everiooked o misseSeraiood

When stakeholder mapping (s carried ol
choraughly, it cam Creiabe an enabiing seairon
menl fof constrective engape men! aad akd (he
buidding of loag-term relationships. The aim ol
slakelokier mapping B rwolokk 1o minimiso ke
element of waprise in stakeholder bebayioar,
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s reslucing reputational risk 1o the mine and
mainiaining a social loenoe (o operace; wred i
imafe Bhal ergsmoesie il i consbienl, B5% el

refevant anid responsive

Engagement faligue

Whirrs commumnity stmkihokders am dissatis
] becwuse (they perceive a lack of response
bk legacy sues, "engagranent latlgue can sl
|n. This desiorils Ch o roepion hat (B s
lezaly reguired forums and mestings are sSmphs
ardusiss, isw-conaumiag and unininiul-as
oM v e iy beromie ol bes] unooaperative
and at wersd highly dsrapive,
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Engagement fatigue detracls enormouasty
from the purpose of schedubsd mectings,
amtl further andermines efforis io creae a
relationship of trust ard cooperation: instead,
the meetings become platforms for conflicls
and recriminations, Communliies become
frustrated by the lack of action on enatiens they
oonsider cemral, ard willl axk the mine: "W hy
e you coming back 1o us’ W have alreedy
eaplatned what we wand.®

Et 15 mot wnoommaen for communliy regne
sentatives to withhold che stendance peglster
from thess lorems=—as Both symiol - and pires
tleal loverage (o siall conpiration unnl they
can meet with pesphe further up ihe chain of
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authority. This can create serous bobilenecks
for mining operations, as South African mining
and emdronmental legislation requires fomal
consultation over even small amendmenis in
the agresmenls with stabefolders. [T communi-
e are no longer willing io panicipaie in these
engagements, then strtegic developments n
the operation could be delayed or de-ralled

Im SHK S work with clients anid stakebohiers,
we analyss the stakehokder ssues and destily
what carmesd michanisms are svallabde for cap
paring and resolving theese kssges, This preess
is imporiant im paving the way towards devel-
OfR N & Wl SUSIAlna b process of sakeholider
rnEaEement, whene we candesign a tailermade

atakeholder engagement plan. This equips
clients with a knowledge platform, assisting
iem in developing their own standardised
praciises, emplates, galdeline: and docaments

Sliwed messages
Achieving this outoomis refuires a frank disous
sion about what stalefolders expect from the
mine—and somme apreement ahoet how 1o cleary
define and manage those expectations. This alsa
gives thi milne the opportanity to clanly 1Es oan
position and key mMessERes, 50 Chal (Bise can
e allgmeed across the whole compasny and com
mumnicased Clearly at every forum

The danger of mized messages cannol
e oveeremphasisod, as thase travel rapidly
ihrough ihe network of siakeholders and can
causs significant conhaskon and costly disrop
Tiom (o operstions, Irconsisiency imihe mine's
mieasagn also breaks down the hard-cammied
irusl that has Eken hslly borwsen pariies
Mines therefore need robust systems that will
eflectively commundcate this message, not only
during the formal or begislsted engagements
it oo @ inPoerenad bevel during (hise mestings

The onus I8 Increasingly on mises (o ook
Ty thee betier of Ehe law whiere Ervironmental
Autherisations of olher legisloted processes
resquire certain defimsd ergapements. Hather
they meeed 8o be guided by the spirit of the law
dpplying mermnatione good practice in Seafdch ol
a longer-term and stronger relationskd poof trust
with stakeholders. Using a ool ke stakeholdes
mapging can crsale & feundation for o closes
urderstanding between pariies; the benefits
of this mare prosdtive process may be ssn in
lesk dizruption and kwer risk=hoth 1o mining
operations and o corporate repulation. &

Aoed Mmiebamr, Senior ok Selemiisl Ak
Consmliing
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