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INTRODUCTION 

PURPOSE OF THE GUIDANCE 

This Guidance has been produced in conjunction with the Consultation Institute as an integral part of the SFRS Engagement Framework.  It 

provides information and a step by step guide on the design, development and delivery of effective consultation policies and practices.  The 

Guidance is based on best practice principles such as the National Standards for Community Engagement and the Consultation Institute’s 

Consultation Charter. 

It provides support for those responsible for designing and delivering public consultations at both a national or local levels.  It has a focus on: 

ensuring that all consultations offer the opportunity to influence the decision-making process; bringing consistency of practices across Scotland; 

increasing confidence within SFRS and for the public that when the SFRS consults it will done with integrity, transparency and using 

appropriate methods to maximise the opportunity for those who wish to participate to do so. 

 

THE STRUCTURE OF THE GUIDANCE 

The Guidance covers: 

 Introduction – setting the context for meaningful and effective consultation 

 What we mean by ‘Consultation’ and the principles against which our practices can be measured. 

 Deciding to consult or not to consult 

 A Process Map with step by step actions to be considered at the planning, pre-consultation, consultation dialogue and post consultation 
phases 

 Guidance Notes  
 

Consultation is integral to the SFRS’s commitment to effective and meaningful engagement and co- production therefore this guidance forms 

part of the SFRS Engagement Framework. When we wish to consult with partners, stakeholders or communities (as defined in the Framework) 

we are committed to ensuring that our processes and practices are fit for purpose, enhance our reputation as a listening organisation, and 

provide evidence that our decisions are informed as a result of our consultations. 
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We believe effective consultation can lead to: 

 Improved service design and delivery 

 Informed decision taking 

 Increased public confidence in our decision-making processes and practices 

 Increased understanding about SFRS, including its strategic and operational plans, opportunities and challenges 
 

MANAGING EXPECTATIONS   

We acknowledge that public confidence in consultations undertaken by public sector organisations is, on many occasions, low with accusations 

of tokenism or’ tick box’ exercises.  This Guidance has been developed to manage expectations and to deliver consultation processes and 

practices that even if those being consulted do not agree with the ultimate decision or outcome from a consultation exercise, they will not be 

able to challenge the integrity of the process. 

As an ambitious organisation, we will look at both traditional and innovative ways to consult.  We recognise that over recent years there have 

been two key factors that have changed the dynamics of public consultation. 

 The impact and influence of social media on public consultations. 

 The increase in legal challenges about the consultation process. 
 

We will exploit opportunities through social media as part of our approaches to consultations by ensuring we have the knowledge and expertise 

through staff development and technology.  We will benchmark our practices against best practice standards to enable SFRS to evidence 

robust practices in terms of scrutiny or legal challenge. 

 

FEEDBACK 

The lack of feedback is a consistent criticism of consultation processes resulting in cynicism, reduced credibility of the process and reputational 

damage.  We are committed to ensuring that feedback throughout a consultation process will be a priority not only feedback on the responses 

to the specific issue but also feedback on views about the consultation process. 
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LEGAL RESPONSIBILITIES 

There are times when we there may be a legal duty to consult before making strategic decisions.  Whether or not there is a legal obligation to 

consult, once the decision to undertake a formal consultation has been taken, there could be legal challenges about the quality of your 

consultation practices leading, in some cases to judicial review. 

The Gunning Principles (R v London Borough of Brent ex parte Gunning 1985) provide the benchmark against which consultations are 

measured. These principles were confirmed in 2001 and apply to all consultations.  

The principles state that: 

1. Consultations should take place when proposals are still at a formative stage; 

2. There should be sufficient reasons for proposals to permit ‘intelligent consideration’; 

3. Adequate time should be made available for consideration and response; 

4. The responses to the consultation must be conscientiously taken into account. 
 

 

  



6 
 

Top Tips for Organisers of Consultations 

1. Check that the consultation is really necessary 

2. Get to the heart of the issue 

3. Observe a rigorous process in planning and delivering the consultation 

4. Devote sufficient time to identifying the audience 

5. Use modern techniques 

6. Expect the unexpected 

7. Anticipate a sceptical public 

8. Treat feedback as if it’s the most important part of the exercise 

9. Ensure the consultee views are considered 

10. Have enough resources to deliver effectively 

11. Remember that ultimately it’s about trust 

 

 

 

 

 

Adapted from The Art of Consultation (R.Jones and E.Gammell 2009) 
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SECTION 1 

What do we mean by ‘Consultation’ 

Consultation is a time-limited exercise when we provide specific opportunities for all those who wish to express their opinions on our work (such 

as identifying issues, developing or changing policies, testing proposals or evaluating provision) to do so in ways which will inform, and 

enhance that work’  

Scottish Government Consultation Good Practice Guidance 

 

‘Consultation is a dynamic process of dialogue between individuals or groups, based upon a genuine exchange of views with the objective of 

influencing decisions, policies or programmes of action’ 

The Consultation Institute 

 

 
Unless the consultation has the genuine opportunity to influence the decision, policy or programme of actions. IT IS NOT A 
CONSULTATION. 
 
A consultation is not: 

 A vote or referendum 

 An information giving exercise (although information may be given during the process) 

 A mechanism to justify or validate an earlier decision 

 A public relations or communications exercise. 
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PRINCIPLES 

Once a decision has been taken to consult, we will ensure that our processes meet the following Consultation Institute best practice standards 

and are sufficiently robust to stand up to scrutiny and challenge.  

 

Integrity   The consultation has an honest intention. We are willing to listen and are prepared to be influenced 

Visibility    All those who have a right to participate should be made reasonably aware of the consultation 

Accessibility  Those being consulted should have reasonable access to information throughout the consultation process. The 

methodologies used will enable those being consulted to offer their best response and particularly take account of 

vulnerable and hard to reach individuals and groups.  

Transparency The consultation and decision making processes will be open and transparent. Consultation submissions will be 

publicised unless specific exemptions apply. 

Disclosure  We will make available access to all material information and will disclose minority views 

Fair Interpretation We will analyse the data from the consultation and present an objective assessment of the findings.  

Publication We will publish the findings of the consultation process. Participants have a right to receive feedback of the 

consultation output and to an explanation of the outcome of the process. 
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SECTION 2 

 

Deciding to Consult or Not to Consult 

The term ‘consultation fatigue’ was first used in Northern Ireland in the 1970s and represents the view that organisations consult too much. We 

believe that we can build relationships with partners and communities through a range of mechanisms including consultation enabling the 

SFRS to find out the views about our plans and services. When deciding whether to undertake a formal consultation process we will consider 

the following: 

 

 The scope to influence the decision, policy or programme of actions 

 Are we seeking views or giving information? 

 Do we already have, or can get the data and information through other sources?  

 Whether there is a legal requirement to consult 

 If the issue is solely an operation matter for SFRS (and that decision will stand up to scrutiny and audit) 

 Public expectations in relation to being consulted on a particular issue or policy 

 The impact on the reputation of the SFRS 

 The potential impact of the decision from the perspective of partners, stakeholders and communities 
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SECTION 3 

Pre-Consultation   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Appoint a 

Named 

Lead 

person 

The consultation may cover a number of issues 

relating to more than one directorate therefore a 

named lead person should be identified to have 

overall responsibility for the process. 

This applies whether the consultation is at a 

national or local level. 

 

Draft a 

Consultation 

Mandate 

The Mandate covers: 

Who is Consulting?  

Who you are consulting? 

What you are consulting about? 

Who will take action on the data? 

What actions could they take? 

When the process will be complete? 

To accomplish what wider aims? 

 

 

Refer to Guidance Note 1 

Template and guidance on completing 

the Consultation Mandate 
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Pre-Consultation cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Engage 

colleagues 

and others 

The Lead person may co-ordinate a small group 

of staff to support the process including 

colleagues with expertise in: 

 Equalities 

 Legal  

 Research 

 Communications/ PR/ Media  

 Intermediaries through which you can 

access those you want to consult e.g. 

housing officers, youth workers 

 

 

 

 

 

 

 

 

Review the 

Consultation 

Mandate and 

get it sign off 

by senior 

management 

It is critical that the Mandate is concise and easy 

to read and understand. It can be used to inform 

others such as the media what the consultation is 

about and its parameters. This is important in 

managing expectations. 

 

The completed mandate should be signed off by 

the appropriate senior manager. This ensures that 

there is a clear understanding of the parameters 

of the consultation exercise and commitment to 

proceed. 

Refer to Guidance Note 2 

Advice from internal specialist support 

regarding particular aspects of the 

consultation process 
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Pre-Consultation cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Identify those 

to be 

consulted and 

undertake a 

stakeholder 

mapping 

exercise and 

identify 

methods 

Stakeholders should be identified and a 

stakeholder mapping exercise should be 

undertaken against an influence/ Interest matrix. 

This identifies potential challenges and barriers, 

those who could be perceived as ‘hard to reach’ or 

‘seldom heard’ groups and the most appropriate 

methodologies to ensure that each stakeholder 

has the best chance of responding. 

The aim is to choose methods which will enable 

the ‘consultee’ to have the best opportunity to give 

their best response. 

 

 

 

 

 

 

 

 

 

 

Consider the 

resources, 

expertise and 

costs 

required to 

deliver the 

chosen 

methods, 

including 

expenses 

It is essential that the skills and expertise is 

available to deliver the methods, consistently 

particularly if across different areas or for example 

across focus groups. This can involve, facilitation 

skills, question construction, data analysis, 

recording and reporting of data. 

You may require to consider external support. If 

you choose to involve third party organisations to 

undertake the consultation on your behalf, you 

need to be confident that quality assurance 

mechanisms are in place to ensure consistency. A 

Briefing note and set of guidelines should be 

developed for third party organisations explaining 

their roles and responsibilities and the quality 

assurance mechanisms. 

 

YOU ARE HANDING OVER YOUR REPUTATION TO 

SOMEONE ELSE! 

 

Refer to Guidance Note 3 

Stakeholder Identification and 

stakeholder mapping 

Methodologies 

Refer to Guidance Note 4 

Training  

Briefing Note for Third Parties 

 



13 
 

Pre-Consultation cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Undertake  

pre-

consultation 

discussions 

Refine the 

Consultation 

Mandate, 

confirm 

methods and if 

required, re-

confirm sign 

off by senior 

management 

This is your final opportunity to get the detail and 

scope right.  

 

 

 

 

 

 

 

 

Construct  

questions, 

design 

surveys etc 

and test them 

for ease of 

understandin

g, jargon and 

accessibility 

This sounds earlier than it is. Survey and 

question construction is a skill. Once drafted, run 

a mock focus group with colleagues or ask 

someone external to try and complete the survey. 

Refer to Guidance Note 5 

Signposting to Resources 
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Pre-Consultation cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Recruit and 

brief staff  

It is critical that those undertaking consultation 

activities have the skills and confidence to do it 

consistently and effectively. If these activities take 

in different geographic areas or, for example you 

have multiple focus groups it is essential that the 

delivery and recording is consistent in each 

situation. This is particularly important in terms of 

recording the responses should a Freedom of 

Information request or legal challenge be made. 

 

 

 

 

 

 

 

 

 

Re-visit your 

communication

s/ media plan 

It is crucial that the consultation is not projected or 

perceived as a communications exercise. It is 

important that there is an agreed communications 

plan in terms of positively promoting the 

consultation ensuring everyone you have 

identified as a ‘consultee’ has enough information 

and a range of ways to participate. 

There must also be agreement on how you will 

respond to enquiries. You must know who will 

speak to the media and prepare briefing notes for 

them.  

Develop a Questions and Answers response 

sheet. MIXED MESSAGES CAN UNDERMINE 

THE CONSULTATION PROCESS AND BECOME 

THE STORY. 

Refer to Guidance Note 6 

Guidance on communications and 

responding to media enquiries 
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Pre-Consultation cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

  

Agree 

feedback/ 

reporting 

mechanism

s 

The lack of feedback is the biggest complaint about consultations. Feedback 

should take place throughout the process and just solely at the end. It can 

be used to further promote the consultation encouraging others to respond. 

The stakeholder map previously developed can also assist in how you are 

going to feedback to the various consultees.  

You also need to consider and agree the formats and levels of detail. For 

example is the report simply an analysis of the data or does it contain 

recommendations and actions. 

You should also make it clear on how you will use responses. Will you 

publish all responses unless someone or a group explicitly states they do 

not want it made public? 

You should also make it clear on how you will use responses. Will you 

publish all responses unless someone or a group explicitly states they do 

not want it made public? 

 

Agree 

Process 

Evaluation 

plan  

If people do not like the decision after the 

consultation, they tend to attack your consultation 

process and this forms the key element in many 

judicial reviews or legal challenges. It is therefore 

important that you can evidence the quality of the 

consultation process including for example, why 

certain methodologies were adopted, adequate 

information was available, sufficient time was 

available for people to respond and conscientious 

consideration was given to responses. 

Promote and launch the consultation 

dialogue 

Refer to Guidance Note 7 

Evaluation of the Consultation 

‘process’ 
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SECTION 4 

Consultation  Dialogue 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Official period 

of 

consultation 

starts 

Ensure any commitments about access to 

information have been met and that for example 

online information is working. 

Reinforce the date the consultation closes 

Promote the contact details for further information 

and assistance. 

 

 

 

 

 

 

 

 

 

Respond to 

media and 

social media 

interest 

Very quickly you may get enquiries from groups 

and the media. If particular groups feel they have 

been omitted from the process or do not agree 

with your methods, they will use social media and 

the press to voice their views.  

Have a plan in place to monitor and respond to 

social media activity particularly mis-information. 

 

Brief senior management of any key issues that 

are being raised. 

 

Refer to Guidance Note 8 

Responding to social media and the 

press 
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Consultation Dialogue cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Monitor 

quality and 

consistency of 

delivery 

In response to initial feedback, you may decide to 

enhance some of your methodologies for example 

increase the number of focus groups or change 

your social media activity. This is acceptable as 

long as you do not change the purpose and scope 

of the consultation. 

 

 

 

 

 

 

 

 

Be prepared 

to amend and 

enhance 

If the consultation process is being undertaken 

across different geographic areas, it is important 

to ensure that a high quality of delivery is 

consistent.  

The lead officer should choose a random sample 

of areas, methods and be satisfied that the activity 

provides the required data and that it is carried out 

with integrity. This is important as part of the 

process evaluation. 

This is particularly important if third party 

organisations are undertaking the process on your 

behalf. You must ensure they project the purpose 

and can answer questions about both the issue 

and the consultation process. 

YOU ARE HANDING OVER YOUR 

REPUTATION TO A THIRD PARTY 
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Consultation Dialogue cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Acknowledge 

responses 

You should agree how you will acknowledge 

responses for example, at the time of receiving 

them or at the end of the consultation dialogue 

period. 

If you intend to publish all responses you should 

restate this asking consultees to indicate if they do 

not wish their response to be included. 

 

 

 

 

 

 

 

Finalise 

preparations 

for post 

consultation 

data analysis 

Publicise the fact that the consultation period is 

about to end to encourage responses Ensure you 

have sufficient resources to analyse and interpret 

the data.  

Close the consultation 

dialogue 
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SECTION 5 

Post - Consultation   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Gather and 

interpret data 

Transparency is crucial in the post consultation 

phase of the process. The data analysis should be 

free from any interference or influence.  

There is a skill is bringing together information 

from a range of methods e.g. surveys, public 

meetings, focus groups into a coherent report 

which is a ‘fair interpretation’ of the views and 

opinions expressed. 

Do not underestimate the time and effort involved 

in analysing, coding and interpreting the data from 

different sources. Minority views should also be 

included. 

 

 

 

 

 

 

 

 

 

Feedback 

initial 

information 

and next 

steps 

Once the closing date has passed, publish a 

‘thank you’ and feedback initial data such as the 

number of responses received and explain the 

next steps in the process including when the 

outcome of the consultation will be considered 

and made public. 

 

 

Refer to Guidance Note 9 

Research Methods and Data Analysis 
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Post Consultation cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Evaluate the 

consultation 

process 

Using the formats previously agreed to evaluate 

the process e.g. event evaluation forms, online 

comments about the process etc and include them 

as a section in the final report. 

The evaluation should focus on: 

 Evidence that the process influenced the 

outcome 

 The processes used e.g. surveys, focus 

groups etc were developed and delivered 

effectively and efficiently, the level of 

information was appropriate 

 Those consulted were satisfied with the 

processes and that they felt they were 

genuine and conducted with integrity. 

You should check the process against the 

original Consultation Mandate 

 

 

 

 

 

 

 

 

 

This is what is seen as the most difficult stage in 

the process for those considering the findings 

and making decisions. 

It can be a spectrum with, at one end clear 

evidence that the responses have been 

considered and accommodated within the 

decision, to the situation where the decision is not 

consistent with the overall views from the 

responses received. 

Refer to Guidance Note 10 

Consultation Institute’s Consultation 

Charter 

Brief senior 

management

, appropriate 

committees 

and the 

Board 
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Post Consultation cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

Agree reporting 

and presentation 

formats and 

address any 

organisational 

reputation issues 

You should confirm how you are going to publish 

and inform those consulted and, if appropriate the 

wider public. This will require a range of formats 

particularly for those groups deemed ‘hard to 

reach’. 

It is crucial that spokespersons are identified and 

briefing notes issued to ensure consistency of 

message. The use of digital content and social 

media should be given particular consideration as 

is monitoring the online and off line reactions to 

findings and the decisions taken. 

 

Publish findings, 

recommendation

s and details of 

decision, actions 

to be taken  

It is vital that the ‘tone’ of the publications are 

considered. How you project the findings will 

determine how people will perceive how much you 

considered the consultation responses and this 

will govern the reaction. It is important to be open 

and honest and offer explanations in areas that 

there may be surprise or concern. 

 

You may wish to involve some of the stakeholders 

in the publication of the findings, for example 

through an event. 
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Post Consultation cont’d 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Provide feedback 

on the evaluation 

process  

This can be presented within the main report or in 

a separate statement or document. 

It is important to acknowledge where the process 

could be improved for future consultation 

exercises. 

Promote further 

involvement 

opportunities  

Consider whether there is a need for further 

research arising from the consultation. 

Promote other ways people can become further 

engaged with SFRS through e.g. volunteering or 

co-production 



23 
 

Post Consultation cont’d 

  

De-brief SFRS 

staff involved  

Review 

processes and 

identify and 

address training 

needs  

You should bring together those involved in the 

consultation process, including supporting staff 

e.g. from communications or equalities research. 

It is important to allow them to express their 

experience of the process. 

When involving a range of staff from both the 

corporate and local levels, it is important to review 

what happened through the whole process 

including referring back to the original 

Consultation Mandate to assess whether you 

achieved what you set out to do and what lessons 

can be learned for the future.  

Any issues identified should be addressed by 

management and/or the appropriate SFRS 

committee 
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Guidance Note 1 - Consultation Mandate 

The Consultation Mandate provides clarity for those involved in the consultation process.  The following template should be used by those 

responsible for the development and delivery of the process.  A well-constructed mandate ensures that everyone is clear about the purpose of 

the consultation. 

Consultation Mandate  

We………. ‘Who’ is undertaking the consultation is very important. Will those you are seeking to consult 
recognise or trust you?  

Their perception of you may not always be positive and may be based on totally irrelevant or 
unconnected experiences they have had with the SFRS or through the media’s portrayal of 
SFRS. 

If the consultation is being undertaken by a partnership of a number of agencies or an external 
organisation consulting on your behalf this may have an impact on the response rates and 
explanations will be needed to gain the confidence of consultees. 

need to hear the views of……….. The Mandate should be precise for example defining age range, geographic areas, those directly 
or indirectly impacted or interested in the issue.  

about……… This will be the earliest description of what the consultation is about. The consultation subject 
needs to be described succinctly and precisely leaving no room for ambiguity.  

so that………. This should detail who will make the decision or take action as a result of the consultation. 

Can……… This should detail the actions that will follow the consultation e.g. Committee can decide on the 
resource allocation for ….. 

on/ by………… The date by which a decision will be taken and publicised.  

so as to accomplish…………… The entire Mandate should show how the process contributes to the SFRS strategic aims. 

 

Adapted from ‘The Consultation Mandate’ and published with permission of the Consultation Institute.   
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Guidance Note 2 – Internal Support  
Seeking advice from internal specialist support regarding particular aspects of the consultation process. 

 

Equalities 

The Equality and Diversity Team may be contacted at any time in the preparation, implementation, analysis or feedback stages of the 

consultation process.  The role of the Equality and Diversity Team in supporting the SFRS conduct consultation exercises is to provide advice 

and guidance as it relates to equality matters to those people undertaking the consultation exercise. 

 
While the Equality and Diversity Team itself does not have a role in the actual consultation exercise it does have a role in providing the SFRS 
with guidance and resources to ensure that our consultation practices: 

 Do not breach any privacy features of the Human Rights Act 1998; 

 Support the objectives of the Equality Act 2010 general equality duties: to eliminate unlawful behaviour, promote equality of opportunity and 
promote good relations; 

 Involve a representative sample of Scotland’s communities where this is relevant and a proportionate means of achieving the aims of the 
consultation; 

 Provide an opportunity to capture evidence around the consultation subject by the protected characteristics where appropriate; 

 Are accessible in their method, e.g. offering large print of written documents or assistance in completing any written responses required; 

 Are accessible in their targeting, e.g. notify community ‘gatekeepers’ and stakeholder groups in addition to announcements on the SFRS 
website; 

 Encourage participation in public life of those groups less likely to engage with, or express their views to, public service providers; 

 Gathers relevant information and feedback results in a sensitive manner. 
 
In order to provide this support the Equality and Diversity Team and the resources it publishes on the SFRS intranet and LCMS platform should 
be accessed as early in the consultation process as possible and prior to the design stage. 
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Legal 

There are occasions when formal consultation is a statutory requirement. In these situations there may be specific guidelines on the 

consultation process and methodologies to be adopted.  These will indicate the minimum requirements.  Consideration should be given to 

whether there are reasons to enhance the process, for example expanding the range of methods.  The service may choose to consult on a 

specific issue or policy with no statutory requirement to do so.  It is important to recognise that once a decision to formally consult has been 

taken and promoted, the process could be legally challenged at a later stage therefore it is important to ensure that legal guidance is sought in 

these circumstances. 

 

Research methods and data analysis  

In researching the background to any particular topic there are many different sources available, and a basic web search may turn up lots of 
information on a particular topic, but how would you know the good from the bad? 
 
For internal statistical information on our incidents or on prevention and protection activities the Performance Data Services Department (for 
general statistics) and Prevention and Protection Directorate (for preventative activities and detailed analysis of fatalities etc) would be able to 
advise you on what data and internal trend data is available for potential use to inform a consultation exercise. 
 
For external data sources, consider official statistical publications prepared by the Scottish Government (for Scottish fire-related statistics) and 
the Office for National Statistics (for the wider UK picture).  The Scottish Government publishes official statistics annually on the number of 
incidents attended, by type, by cause, by local authority and so on. 
 
Above all else, try to keep it simple.  There is no point in undertaking months of research and spending many weeks on subsequent analysis 
only to develop a consultation document so complex that it generates no responses. 
 
It is worth remembering consultation is different from market research! 
 
Communications  
Corporate communications staff are able to provide a significant amount of professional support and advice on effective communications.  They 
can assist with the promotion of a planned consultation to support its aims and objectives and ensure that key messages are heard and 
understood.  Communications staff also have experience of responding to and monitoring feedback and using social media to maximise the 
involvement and engagement of a broad range of partners and stakeholders. It is essential that corporate communications staff are involved at 
the earliest stages of planning a consultation.  
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Guidance Note 3 – Stakeholder Identification, stakeholder 

mapping and choosing the right methods  

Stakeholder Identification
1
 

Who is directly impacted by the decision? 

 Whose daily/weekly lives will change as a result of the decision? 

 Who cannot easily take steps to avoid being affected by the decision? 

 Who will have to change their behaviour as a result of the decision? 

Who is indirectly impacted by the decision? 

 Whose daily/ weekly lives will change because others have been directly impacted by the decision? 

 Who will gain or lose because of changes resulting from the decision? 

Who is potentially impacted by the decision? 

 In particular circumstances, who will have a different experience as a result of this decision? 

 Are there individuals or groups who will have to adjust their behaviour if particular conditions apply? 

Whose help is needed to make the decision work? 

 Are there vital individuals or groups in the delivery chain? 

 Who will have the ability to frustrate implementation unless co-operating? 

 Who understands the likely impact of this decision on other stakeholders? 

Who knows the subject? 

 Who has studied the subject and published views on it? 

                                                           
1
 By permission of the Consultation Institute 
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 Who has detailed knowledge that those implementing the decision should also understand? 

 Are there individuals or groups that will be listened to by others? 

Who believes they have an interest in the subject? 

 Are there organisations or individuals who think they have an interest in the subject? 

 Has anyone been campaigning about the issue? 

 Is there anyone publishing or broadcasting views on the subject? 

 

Stakeholder Mapping2 

Once key stakeholders have been identified, it is helpful to undertake a stakeholder mapping exercise. There are a range of methods including 

an Interest/ Influence matrix. 

 

          Manage with care High Priority 

 

Interest 

           Lower Priority  Need help and support 

 

 

    Influence 

 

                                                           
2
 The Art of Consultation (R. Jones and E. Gammell,2009)  
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This exercise will assist in choosing the right consultation methods and the resources needed to deliver an effective consultation process. For 

example stakeholders identified in the high interest/ low influence quartile will require the allocation of additional resources to ensure they have 

the opportunity to participate as groups in this area may include seldom heard/ hard to reach groups or those with little influence e.g. young 

people. 

Further information on Stakeholder Mapping is available from: 

www.consultationinstitute.org 

and http://www.stakeholdermap.com/stakeholder-analysis/stakeholder-analysis-video.html 

 

Choosing the right methods 

Corporate communications staff can help identify the right methods to publicise and support effective public consultations. This will inevitably 
include a range of options from traditional media, social media/online, advertising to public meetings, focus groups and surveys. Different 
stakeholder groups may have preferred options for how they wish to access and receive information and this needs to be identified as part of a 
communications plan. 
 
The choice of methodology should be based on what will give the consultee the best opportunity to give their best response. A weak 
consultation has one methodology and is likely to fail in terms of equality of opportunity to participate. A range of approaches should be 
explored.  
 
  

http://www.stakeholdermap.com/stakeholder-analysis/stakeholder-analysis-video.html
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Guidance Note 4 – Training and Briefing Note for Third Parties 
It is essential that the skills and expertise is available to deliver the methods, consistently particularly if across different areas or for example 

across focus groups. This can involve facilitation skills, question construction, data analysis, recording and reporting of data. 

You may require to consider external support. If you choose to involve third party organisations to undertake the consultation on your behalf, 

you need to be confident that quality assurance mechanisms are in place to ensure consistency. A Briefing note and set of guidelines should be 

developed for all involved explaining their roles and responsibilities and the quality assurance mechanisms. 

Training should cover: 

 Planning the Consultation start to end – managing expectation and reactions 

 Stakeholder Management including stakeholder Identification, profiling and mapping 

 Choosing the appropriate methods 

 Building confidence and competences of those undertaking the consultation exercise 

 The role of the media including social media 

 Data analysis 

 Reporting the findings and feedback 

 Evaluating the consultation process 

Briefing Note should provide: 

 Key messages 

 Consultation Mandate with explanations on how it was developed. 

 Guidance on the methodology and the importance of data gathering in a coherent way. 

 Details of the timeline for the process. 

 Details of how the process will be evaluated. 

 Details of how the findings will be analysed and published 

 Contact details of internal support 
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Guidance Note 5 – Signposting to resources 
Scottish Government Guidance on Consultation  http://www.scotland.gov.uk/Resource/Doc/160377/0079069.pdf 

 

Scottish Community Development Centre 

National Standards for Community Engagement   http://www.scdc.org.uk/what/national-standards/ 

Visioning Outcomes in Community Engagement             http://www.scdc.org.uk/what/voice/ 

 

The Consultation Institute       www.consultationinstitute.org 

Effective Public Meetings Best Practice Guide     ISBN 978-9-9558688-0-1 

Effective Focus Groups Best Practice Guide    ISBN 978-0-9558688-1-8 

Effective Surveys and Questionnaires     ISBN 978-0-9558688-2-5 

The Art of Consultation      ISBN 978-1-84954-002-5     

 

Improvement Service 

Elected Member Briefing Note No 19: Consultation www.improvementservice.org.uk/elected-members-development 

  

http://www.improvementservice.org.uk/elected-members-development
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Guidance Note 6 – Communications and Media Enquiries 
 
Guidance on communications and responding to media enquiries is contained within the SFRS Interim Media Protocol 
http://sfrs.verseone.com/search?term=media+protocol&search=Search&searchType=all 
 
Responding to social media and the press.  Enquiries should be directed to the corporate communications function in the first instance who 
manage all press enquiries and online comments to our social media platforms.  General guidance on media enquiries is also contained in the 
Interim Media Protocolhttp://sfrs.verseone.com/search?term=media+protocol&search=Search&searchType=all 
  
Communications and media enquiries are usually routed from anyone receiving them through to the corporate communications function or 
directly from enquiries messaged to us via our SFRS social media platforms.  Out-of-hours enquiries usually get made via Fire Control and 
there is guidance for how these are handled in the Interim Media Protocol 
http://sfrs.verseone.com/search?term=media+protocol&search=Search&searchType=all 

  

http://sfrs.verseone.com/search?term=media+protocol&search=Search&searchType=all
http://sfrs.verseone.com/search?term=media+protocol&search=Search&searchType=all
http://sfrs.verseone.com/search?term=media+protocol&search=Search&searchType=all
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Guidance Note 7 – Evaluating the Consultation Process 
It is important to seek the views of consultees about their experience of being consulted and the value of the exercise.  

 

Evaluation Tests 
Decision Audit – involves identifying where decisions were  

taken throughout the process and the degree of influence on the final outcome 

Process Integrity – considers the quality of delivery, appropriateness  

of the methods and whether they gave consultees the best opportunity 

to participate 

Stakeholder Satisfaction- provides evidence of the level of  

satisfaction with the consultation process which can be important  

if challenged. 

 

 

 

 

 

Adapted from the Consultation Institute Evaluation Model   

Process 

Integrity 
Decision 

Audit 

Stakeholder 

satisfaction 
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Guidance Note 8 – Using Social Media 
SFRS is in the process of developing an SFRS policy for using social media.  At present, only corporate communications staff can use the 
dedicated corporate SFRS social media channels although staff can post in relation to the Service and engage with the Service online from 
their own twitter/Facebook accounts.  We have harnessed this activity before to encourage staff to share  SFRS posts and promote 
engagement.  Where social media has been used to promote specific campaigns, analysis of its effectiveness has been carried out during and 
after use to ensure effectiveness and  tailoring of our resources and messages as well as informing the style we use to be most effective and 
responsive to audience needs. 
 
The following Code of Practice for using social media for public and stakeholder consultations is provided as guidance. 
 

The Consultation Institute’s Code of Practice for using Social Media for public 

and stakeholder consultations 

The Code of Practice has been developed to assist those designing and delivering consultations. It provides guidance on the use of social 

media under the following themes: 

A When Social Media Should Be Used for Consultation  

1. Social media will be used extensively for public dialogues.  You should assume they will be a significant component in any public and 

stakeholder consultation and plan to use them appropriately, taking account of the target audiences and their familiarity with social 

media.  

2. You should recognise the use and potential of social media to raise awareness about consultations and to encourage people and 

organisations to take part. Exploit the flexibility and variety of the multi-media options that are particularly suitable for best practice 

communications in the social media world.  

3. Use social media to reduce the burden of consultation – both for consultors by taking advantage of technology tools and channels, and 

for consultees by making it easy for them to contribute at a time and place that suits them.  

4. Remember that significant groups and individuals may not have easy access to social media and that you must always provide 

alternative ways for those consultees to make their views known.  
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5. Do not rely on social media where strongly representative or statistically robust information is required.  Also be cautious with complex 

consultations that might require more deliberative techniques.  Social media do not replace traditional techniques such as face-to-face 

dialogues.  

6. When you determine your approach to using social media in your engagement and consultation, make sure everyone knows what it is – 

especially internally.  Ensure colleagues and internal stakeholders as well as external stakeholders realise why and how you will use 

these new methods to be better informed about how people think.  

7. Avoid an indiscriminate, scatter-gun approach to social media, and instead base your actions upon a considered view of those whose 

views you seek, and their likely willingness to use social media to express themselves.  Use techniques such as Digital Stakeholder 

Mapping to identify their online presence, to understand which social networks they are using, and think about such dimensions as their 

reach, influence and authority  

8. Make it absolutely clear which social media sites you are managing, and which social media sites you are monitoring.  This information 

should be accurate, up-to-date and easy to find.  

 

B How Social Media dialogues should be conducted  

1. Remind everyone on your managed engagement and consultation sites that participants appreciate the public nature of the media, that 

their comments are not private and may be attributed to their account, themselves or their organisation (where applicable).  

2. Consultees are responsible for any data they volunteer and must recognise the public nature of social media. Consultors for their part 

are bound by Data Protection legislation in respect of any personal information obtained through engagement and consultation. Always 

observe best practice data management and any restrictions placed on working with vulnerable categories such as children and young 

people.  

3. Consider carefully your policy on anonymity, recognising that different organisations, different cultures and the nature of the consultation 

issues may require different approaches. Depending upon the circumstances, it may acceptable to  

a. Restrict consultations only to those contributions provided with verified identification  

b. Accept consultations from non-verifiable sources, but restrict analysis to those meeting specified identification criteria  

c. Encourage all contributions regardless of identity but whatever is decided must be disclosed, and made visible to participants.  
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4. Place the emphasis firmly on ‘listening’ – whether on Managed or Monitored sites.  Although it is inappropriate and unwise to use these 

networks to promote a particular point of view or to undermine the views of other participants, it is acceptable for the consultor to correct 

misinformation or factual inaccuracies rather than to allow misleading posts to gain undue provenance and credibility.  

5. When you are specifically inviting comments and contributions on a published consultation, (as opposed to dialogues around pre-

consultation documents and “issues”/”topic” papers), this should be made very clear.  For their part, consultees should be encouraged 

to clarify if they are responding to a specific consultation.  Tools such as formal Twitter handles, Hashtags, Facebook pages can help 

clarify these aspects of the dialogue  

6. On a Managed social media site consultees will expect their views to be recorded and included in the consultation analysis.  It is neither 

necessary nor practical for you to comment on all posts but it is good practice to demonstrate that you are actively listening.  Such 

content should be professionally analysed.  

7. You must take all reasonable steps to ensure that any inappropriate posts are removed from any social networks under their 

administration.  On occasions this might require you to take active steps to prevent any re-occurrence, which might even include 

referring the matter to the appropriate authorities.  In this, however, you should take account of the culture and operating practices of 

relevant social networks and avoid overzealous implementation of this policy.  

8. During a dialogue, new information may need to be disseminated or new developments acknowledged, and social media will be 

invaluable as a communications tool.  When this happens you must take care to organise the most coherent and synchronised 

broadcasting possible across the different networks you are managing or monitoring.  This is to achieve as much consistency as 

possible and void inadvertently disadvantaging any particular community of interest or group.  

 

C How social media information should be analysed and used  

1. For Managed social media sites you will be expected to organise a thorough and comprehensive analysis, and report on the output.  For 

Monitored social media sites you are under no such obligation; however, if you have announced that you are monitoring them you must 

use your best endeavours to fulfil expectations.  

2. To obtain good quality data, remember that it is important to collect meaningful demographic or profile information; where appropriate 

this may also include equalities data, though social media are not often suitable for such data collection.  As such information is usually 

only obtainable through your managed social media sites.  It is acceptable to encourage consultees to use your sites if they want their 

views to be included and analysed to best effect.  
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3. If you are analysing views expressed on Monitored sites, do not let the absence of demographic or profile information prevent you from 

absorbing, narrative, trending or other qualitative insights.  If you decide to analyse views expressed on a range of other social network 

sites, not previously announced as being monitored, you will strengthen your reputation for transparency if you publish which they are 

and explain why you have done so.  

4. As with any consultation analysis, you may place more emphasis on data from one dialogue method over another or from one 

stakeholder group over another.  In this way the analysis and interpretation of social media contributions should be treated no 

differently.  You should consider this to be normal and fair practice provided any weighting placed on one source of responses over 

another is disclosed.  

5. You must develop a consistent approach to managing multiple responses.  Clearly for any quantitative analysis, there are steps you can 

take to minimise multiple contributions from single respondents, though you should recognise that this is not fool proof.  For qualitative 

analysis, it is always possible that a single stakeholder may make more than one meaningful contribution. In practical terms this means 

that when analysing social media responses you may wish to ensure that they are only counted once and to summarise duplicate 

responses from a single source so that the emphasis they are given is appropriate.  

6. You may be able to use a range of technology tools entitled social media analytics but be careful how they are used, and appreciate 

their limitations; you may find them useful for both quantitative and qualitative analysis.  Together with all other analysis of consultation 

responses these should be identified as part of your output feedback or other reports as having been submitted through social media.  

7. Whilst data submitted on your Managed and/or (some) Monitored sites will be analysed as part of a consultation from the announced 

Start date of the exercise, there may be useful contributions in the period preceding the formal launch.  You may well wish to analyse 

such contributions but you may find it appropriate to distinguish between those made during the consultation and comments 

beforehand.  You should adopt a similar practice with data submitted after the formal closing date of a consultation – but on no account 

should you include some contributions and not others in order to to avoid allegations of bias in your analysis.  

8. It can be very useful to publish quotations from contributors, and you can make it clear on your Managed Sites that you may wish to do 

this.  It is always best to obtain their permission and to agree whether any quotes can be directly or indirectly attributed.  With worldwide 

platforms like Facebook, be aware of and observe the rules for re-publishing.  

 

Managing social media  

Many organisations face challenges in managing the social media dimension.  Not all public bodies in the UK have overcome a resistance to 

empowering officials to use social media applications.  Others are having difficulty establishing the right IT platform to make optimum use of 
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new technology. Successful use of social media for engagement and consultation is not just a matter of observing this Code of Practice.  The 

Institute recommends that members and others put in place a series of Management actions including the following:  

1. Provide training.  

In social media the boundary between the personal and professional can be blurred and individuals must take extreme care in drafting 

comments and responses as once posted, they can be almost impossible to retrieve.  

2. Observe relevant local or specific guidance.  

Different organisations have different cultures and will need to approach social media – to an extent - according to the ways they fit into 

the general modus operandi of the industry or sector to which you belong. Important Guidance such as the Civil Service Code may be 

relevant and should be used alongside the Consultation Institute Code.  

3. Evaluate the impact of social media  

The problems are sufficiently well-known to dissuade most organisations from being reckless in the use of social media.  However, 

reactions vary, so an objective evaluation of the usefulness of these channels in consultation will be required if you are to make sound 

judgments about the future use of resources, and the best way to organise the dialogue mix in forthcoming exercises.  

4. Monitor new developments but be cautious in deploying new tools.  Innovation means that new applications are constantly being 

developed and that operating practices may need to evolve quickly to respond to new – and often unforeseeable trends.  Organisations 

wishing to take advantage of new opportunities for engagement and consultation should adopt a cautious approach, pilot testing new 

methods before adopting them as standard practice.  A Technology review group can ensure that different viewpoints are considered; 

consultees should also be consulted!  When using new methods on a pilot basis, organisations should be careful about the expectations 

they raise, and avoid opening channels of communication they cannot manage or maintain.  

5. Agree responsibilities & keep under review  

Look carefully at the accountability for external communications in your organisation.  Remember that routine day-to-day 

communications (including media relations) are often handled by dedicated departments, but individual consultations will often be the 

responsibility of subject-specialists.  For both internal and external purposes, you will need to clarify who does what in relation to new 

technologies such as social media.  

 

Published by permission of the Consultation Institute
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Guidance Note 9 – Data Analysis 

For advice on data analysis tools and techniques, whether to provide background for your consultation or for the analysis of the results of that 
consultation, please contact the Performance Data Services Department.  They can help with, for example, methods of charting and data 
visualisation, basic statistical analysis, time series and trend analysis, and what the data may (or may not) be telling you. 
 
It is crucial you consider at the start of the planning process the capacity to analyse the data. 
 
Be careful, if you choose to use a number of open questions.  Each response must be read, considered, coded and, if required interpreted!  
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Guidance Note 10 – TCI Consultation Charter  
The Consultation Charter is published by The Consultation Institute and is intended to act as a Best Practice reference for all who are involved 

in public or stakeholder consultations.  

Principle One: INTEGRITY  

The consultation must have an honest intention.  Consultors must be willing to listen…and be prepared to be 

influenced… 

Principle Two: VISIBILITY  

All who have a right to participate…should be made reasonably aware of the consultation 

Principle Three:  ACCESSIBILITY  

Consultees must have reasonable access…through effective information sources and materials, effective communication 
channels and using a range of methods appropriate for the intended audience…with effective means to cater for hard-to-
reach and seldom heard groups and others.  

Principle Four: TRANSPARENCY   

Consultation submissions will be publicised unless specific exemptions apply.  Freedom of Information Act requests 

can now be used to disclose data previously kept hidden. 

Principle Five: DISCLOSURE   

Consultors must disclose all material information; consultees must disclose significant minority views when representing 
many parties 

Principle Six:   FAIR INTERPRETATION   

Objective assessment, with disclosure of weightings if used 

Principle Seven:  PUBLICATION  

Participants have a right to receive feedback of the consultation output and of the eventual outcome of the process 
 


