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Note to Readers
Every project management manual suggests doing a Stakeholder analysis. For your project. At that is exactly
what this book is meant to help you with. Especially when projects are complex, an accurate analysis can save
you valuable time and money. The more informed you are about your Stakeholders, the better your course of
action.
In this book I try to improve upon the current thinking on Stakeholder analysis and Stakeholder
Management by combining existing methods into one and by giving an clear step-by-step method to a complete
analysis. With it I’m trying to introduce a more precise vocabulary so that project teams can clearly and
accurately designate their stakeholders.
Nowadays there is a lot of interest for Stakeholder engagement – the practice of bringing Stakeholders
together to solve certain issues. Though I wholeheartedly support any method that uses all available assets to
find solutions supported by Stakeholders, in this book, I wanted to concentrate on the Stakeholder analysis
method. Because a rigorous analysis will lay a thorough foundation for any further actions; be they negotiations
or any form of Stakeholder engagement.
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Introduction

1. Introduction
Managing projects for the past 20 years, I seem to have spent most of my time either explaining why a project
was useful or persuading others to help me out somehow or other. Sure I had to work out plans and budgets and
schedules, but those things were child’s play in comparison to the ‘people’ side of projects. Most project
managers know that keeping important folks on board is a crucial part of the job – I’ve come to realize that it’s
also the toughest.
Since gaining buy-in is the single most important success factor for any project, isn’t it about time we gave it
a promotion? A proper job title at least? Project Plan and Budget and business case are well enshrined in project
speak; let’s also start to talk about the Social Business Case – fully on a par with the regular business case and
budget planning. In my view, the holy trinity of project management is:
1. The regular Business Case: shows the costs and benefits of the changes a project wants to realize.
2. The Project Plan and Budget: shows how much time and money it will take to implement changes proposed
by a project.
3. The Social Business Case: shows you how much support and resistance your project will meet. Too much
resistance and your planning and budgeting will be negatively impacted and your project may produce fewer
benefits than your business case promised.
Doesn’t this better reflect how we project professionals split our time, energy and skills?
As a breed, we project managers are ‘people’ people. We have a good instinct for who’s important to our
projects and who isn’t. A lot of the time that gut feeling is fine. But more often than not, it gets us into trouble.
Halfway into my projects, new important people would often ‘pop up’ and throw me off track. I frequently
kicked myself for not having done proper Stakeholder analyses, which would have given me an earlier, stronger
overview of my Stakeholder landscape and allowed me to be better prepared.
So why was I so reluctant to use Stakeholder analysis and why did I keep avoiding it?
1. First of all, with each new project I thought: “This time I can definitely manage without a formal analysis. I
definitely know who all the important people are”.
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2. Secondly, the textbook methods of Stakeholder analysis never quite yielded any insight useful enough to
justify the time and effort it took. I knew Stakeholder could be a powerful tool but the theory never quite
came alive in the real world of my projects. It was just another spreadsheet.
3. Thirdly, I dreaded the idea of constantly having to update my analysis each time something changed. Which,
all project managers know, happens a lot. I had enough to do, right?
So I decided to take a long hard look at Stakeholder analysis. I looked at why it’s easier to talk about than it is to
actually do. I looked at the received wisdoms on Stakeholder analysis and how the theory often fails to translate
into benefits that improve our projects. I looked at the missing link between the analysis and the application.
That feeling of “Well that’s a nice chart but how does it really help me?”
In this book I’ll show you a way of doing Stakeholder analysis that does translate into benefits for you and
your projects. I’ll show Stakeholder analysis for the simple, straightforward and powerful tool I believe it to be.
What happens when we don’t do Stakeholder analysis?
Before I show you how to do Stakeholder analysis, I’m going to remind you why. Over the years I’ve paid the
price for neglecting Stakeholder analysis. I’ve run into problems that could have easily been avoided, had I made
even the slightest effort to do an analysis. Some of these problems are outlined below. You might recognize
them.

Problem 1: Loose cannon team members
“My team members are talking to the same people at different moments. It makes me look silly. And it’s not
helping get the job done.”
One of my team members, Nicky, came to me one day and asked why I had agreed to share our budget with
another unit manager, Mr. Grant. I had no clue what she was talking about. We discussed the matter in our team
meeting and Leo – another team member – blushed bright red. He told us he had met with Mr. Grant and asked
him for some information. Grant had been very helpful, and interested in the project. Leo had told him about the
budget and the planning: there was no reason not to. Leo had also said that if the project needed Grant’s help,
we’d be willing to reimburse him for his unit’s time. Leo thought this wouldn’t be a problem.
But by the time Nicky approached Mr. Grant hoping to get some information important to the project, he
already knew a lot about the project and had said he’d gladly cooperate – ‘for the price he’d agreed with us’.
2

Introduction

Leo had a good reason to meet with Grant’s unit to get some information and, strictly speaking, didn’t do
anything wrong. No one had told Leo how important Mr. Grant was for the project, and that all contact should
go through Nicky. We concluded that Mr. Grant was one smart operator. But now I had four problems:
1. I would have to pay Mr. Grant in one way or another for his help. If I tried to ‘undo’ the deal, it would make
me look silly and would jeopardize his cooperation;
2. I had to adjust my budget to the new terms of the deal and rearrange my priorities;
3. Because Leo felt bad and Nicky felt tricked, I had to get them out of their funk;
4. I would definitely have to avoid getting in the same situation in the future.
In fact, I had only myself to blame. Making even the most basic list of people and their importance for my
project would have prompted me to tell my team members who was the principal contact person for that
particular Stakeholder. It would have helped my team members do their job properly – sometimes I can still see
that bright red face! Sure it was a lesson for both of us, but still…

Problem 2: Major consultation pains
“A lot of people want to be consulted on my project, but I don’t have the time to deal with all of them. And I
don’t believe everyone needs to be consulted anyway!”
William, a good friend of mine, told me about a project he did for the public sector. He’d worked on private
sector HR projects most of his career but had moved on to a consultancy. He was sent to help a major city
council with some HR Issues. Since I had more experience in the public sector he asked me if what he was
experiencing was ‘normal’.
William had written a report for the department manager on how to implement an HR project. He asked one
of his colleagues to check it to make sure it matched house style. To his surprise, his colleague sent the report to
several other people inside and outside the HR department. And that meant William received a mountain of
suggestions, advice and comments from people he didn’t know.
One of the recipients, Shareen, even came to his office and started explaining how the report should be
adjusted to deal with a certain Issue which could have some influence for her unit. Shareen had no say in the
project but William decided to keep quiet and thanked Shareen for her suggestions.
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By the time he called me, William had ten pages of adjustments for his report from seven different people. I
agreed of course that his colleague shouldn’t have sent the report all over the organization. But I did tell him that
there is a tendency to share these kinds of documents, to see how they affect others and give them the
opportunity to comment. Usually, the author of a report would tell everyone what he’d done with his or her
suggestions and probably send them the adjusted document as well.
But William was working on a tight budget and didn’t want to spend the time adjusting the report and telling
everyone what he’d done. What would happen if he just sent his report off to the HR manager, without making
adjustments? I could only share with him my experience of the ‘CC button’: email makes it possible for many
more people to be copied in on your proposals and so the potential for ‘helpful’ comments or concerns to be
voiced is enormous. Reacting to every suggestion usually takes more time than I’m prepared to invest.
Not taking these suggestions seriously, however, could influence your relationship with others. I’ve had
situations when not adjusting my report according to a suggestion, meant that another manager called my
manager to demand why. My manager wanted to know why I’d not consulted the other boss. Everyone was
sending emails to everyone else; confusion reigned and frustration grew.
Making even a basic list of people and their importance for my project would have allowed me to judge
which comments and suggestions were important and which weren’t. I’d have been able to deal with the
different groups accordingly. And reduce the number of calls to my manager.

Problem 3 : Communications spaghetti
“I get complaints from that people are not being properly informed about the project’s progress even though I
send regular updates to everyone.”
Sabrina was the team member responsible for communication. She was unhappy because other team members
were blaming her for some complaints they’d been receiving. It seemed some people in the business felt they
were not being informed properly about the project’s progress; they didn’t know what we expected from them
and we didn’t inform them early enough about our plans. It also became clear that some of my team members
were sending out their own updates to their contacts but hadn’t told Sabrina about it so she was sending her own
updates out as well. So there were questions from some people as to why they got two updates. No one really
knew who was getting which update from whom. And typically, everyone was blaming someone else in the
team.
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Obviously, when I heard everyone complaining about each other, I decided to discuss communications in
our next team meeting. It was obvious that no one was happy with the way we were keeping contacts up-to-date.
Sabrina didn’t know what she was doing wrong. Sabrina started crying and left the meeting.
Now I had several problems:
1. I didn’t know why it had gone wrong. We had made a list of contacts and agreed on regular updates;
2. My team was frustrated about communication;
3. Sabrina was angry and unhappy;
4. We didn’t know who received what information and how often.
When everyone had cooled down we decided on a new course of action. After each team meeting, Sabrina
would create a basic update of the project’s progress and everyone would send this to his or her contacts, adding
any extra details relevant to them. If two team members wanted to send additional information to one contact,
we put it all in a single mail.
In hindsight I should have known each contact would need a slightly different update, specifically created
for them. By simply making the list and assigning each contact to one of my team members, I could have
avoided a lot of confusion.

Problem 4: Slippery commitment
“I can’t get people to commit to the project.”
My colleague René took over one of my projects when I moved to a new job. It involved setting up a screening
facility for major building projects we would be contracting. The purpose of the screening was to see which
contractor would do the best job. Management asked us to include an integrity check: we’d heard about
backhanders, gifts and other dubious practices we wanted to ban.
The new facility was to be housed in a new planned building. René tried numerous times to contact the
relevant project manager to see how she could contribute. Finally after a few days, she got an appointment to
meet him – in two weeks’ time. By then René was starting to get worried. She knew the timetable for the project
and was worried whether she and her team would be able to fit the work in and juggle her team members’
availability.
5
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After meeting the project manager for the building, René was even more frustrated. He told her she’d have
to coordinate with one of his team members. So everything started all over again. She called me to ask what I
would do in these circumstances.
We discussed what could be causing this reluctance to make contact. Two reasons, we concluded. First, the
building project was major. It would take a lot of the project manager’s time to get it delivered on time and on
budget. Second, the project manager disliked the proposed screening facility. He had been managing building
projects for a very long time and he was either cynical about the value of the new policy or embarrassed by it.
But by now time was getting short. The date for the call for proposals was nearing, and René hadn’t even
started to add her part of the project. Finally, to get things moving, she got her director to call his director. His
director may not have like the idea of the screening either, but he knew he’d get into trouble if it wasn’t done. So
grudgingly the project manager put her contact with the relevant team member and they managed to coordinate
their work. The team member turned out to be interested in the screening. He even thought it was a good idea
and helped René out a lot.
For us it was obvious that the screening facility was good for the company but not everyone was convinced.
We forgot that what management wanted doesn’t always reflect what others in the company want. Closer
analysis of the project manager would have suggested he might not be supportive of the screening. Getting a
clear overview of different interests within the company would have suggested a course of action. In this case
contacting him through his director was enough. But maybe René should have done this to begin with and saved
everyone a lot of frustration and time.

Problem 5: Changing minds
“Some people keep changing their minds.”
My colleagues Diny was facilities manager in our company. We had several locations across the country. At a
time when we were having to make deep cuts, we were downsizing the work force and cutting the number of
locations. At the same time, Diny had to merge the different facility managers into a single department. Finding
new locations, reorganizing her department and moving everyone while business was going on was a tough
project, but she was up to the challenge. She worked closely with all the location and business managers in order
to ensure that everything went as smooth as possible.
At the time I was chief of staff for the CEO. The facility manager liked to talk to me about the project and
how it was progressing. Her approach looked good: try to get a clear idea of the housing needs, the number of
employees that needed housing, the timeframe and how progress would be communicated. Management had
6
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insisted they inform their businesses and locations about the upcoming housing changes, because they were so
obviously linked with other changes in the business units. She agreed to provide them the information necessary.
Most recently Diny complained how different locations and businesses had a way of changing their minds
about what they wanted. At each monthly meeting the whole landscape seemed to have shifted. Also she
realized that almost none of the managers informed their locations and businesses about the housing changes.
Sure, her progress updates were passed on, but they didn’t seem to have done the trick.
Needless to say all these changes didn’t make managing her project any easier. Her team got really
exasperated and started showing their annoyance. As if this wasn’t bad enough, she was getting an increasing
number of complaints about buildings maintenance: one of the common complaints was that it took a week to
get a light bulb changed. So now the monthly meetings were basically discussing the quality of facility
management (and discussing Diny when she wasn’t there).
Not surprisingly, the CEO was also dragged into it. Managers were complaining about facility management
to him too. So naturally he decided he needed regular meetings with the facility manager to see how she was
faring. So now the facility manager was faced with a set of old problems and a whole host of new problems:
● The managers kept changing their minds;
● She had to keep her team happy;
● The managers complained about maintenance. And this pushed away the actual goal of the project;
● The managers were complaining about her;
● And the CEO was carefully following her progress – as if reviewing her performance.
“What happened,” she asked me in despair? We tried to analyze what was going on and came to a few
conclusions:
The complaints about maintenance have taken precedence on the actual project;
● The complaints about maintenance are in fact probably complaints about all the changes in the organization
at the same time. It appears to be the most tangible thing to complain about;
● Moving to a new location is an emotional experience, especially when it means several changes at once: new
location, new processes, losing colleagues or your job;
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● The managers obviously had trouble managing all the changes. And changed their minds so often because of
the reaction they got from their employees;
● Managers found it easier to complain about maintenance, than to support the changes needed.
● This showed that her major project was not a standalone one; it tied into other huge changes across the
organization. And unfortunately for her facilities management had become the symbol for all the other
changes.
Taking better note of who was really affected by her project and realizing how it added to the number of other
changes, could have helped her avoid some of what was happening. Now the first thing she had to do was to
push the responsibility back to the CEO and the managers for all the other changes. My suggestion was to send a
few swat teams to change all the light bulbs in every building. That way people could see something was being
done about their complaints.
So when is the right time to do a Stakeholder analysis?
As you can see, I’ve learned the hard way that a project without a Stakeholder analysis, is a series of incidents
just waiting to happen. Many people realize this too late in a project and waste valuable time, resources and
credibility.
But is there are danger of doing Stakeholder analysis too soon? Not really. If you start a Stakeholder analysis
it will quickly become quite clear to you that you’re doing it too soon and that you need to do some further
definition and scoping work.
This book shows you how to do a Stakeholder analysis once you’ve clearly defined your project – because
that’s when it can really make a difference to your success or failure. There is however a short-form Stakeholder
analysis you can do before you’ve fully defined your project – a preparatory Stakeholder analysis. Find out more
in Appendix A.
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2. Building the Social Business Case
Regardless of their size or scope, projects are like heavy rocks: you can’t move them on your own. You need the
help of others. Those ‘others’ are your Stakeholders. But not every Stakeholder wants to help. Some want to but
can’t. Some could help, if you ask them in the right way.
Stakeholder analysis involves identifying Stakeholders and breaking them down into a variety of
manageable groups. This process is designed to yield a series of valuable insights into how you can best
approach and influence Stakeholders. Organizing Stakeholders into meaningful clusters helps you plan your
dealings with them and manage your communications; it ultimately saves you time.
You can do a Stakeholder analysis at any point in a project but waiting until you run into opposition is
usually too late; the effectiveness of analysis is greatest at the beginning of a project. That doesn’t mean a
Stakeholder analysis won’t help you out when you run into opposition, but fewer options will be available to
you.
Stakeholder analysis is amazingly simple to do. And it’s immediately rewarding: every step you take yields
results you can use to your advantage. Taking a series of steps gives you an even better view of how to deal with
your Stakeholders.
The steps:
1. List stakeholders

2. Identify Supporters,
Opponents, Neutrals

3. Identify Project
Sub-Goals

4. Add Influence
and Interest

5. Identify
Stakeholder Arenas

7. Identify Issues

6. Identify Project
Stages

9. Develop Engagement
Starategy

8. Identify DecisionMakers

10. Engage Stakeholders

Figure 1 The 10 Steps of Stakeholder Analysis

For each step in the process we will show:
● which analysis tool works
● the inputs (ingredients) you will need
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● how to do the analysis step by step
● what your output (results) might look like
● hints for when to use each analysis technique
● tips for how to use the output in your project

10
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3. List Stakeholders
IS THIS STEP ESSENTIAL OR OPTIONAL?
Essential. As an intuitive, time-pressed project manager you might think you can reel off all your Stakeholders
without making an actual list. Not true. The chances are you’ve missed someone. The simple act of listing
obvious Stakeholders will reveal hidden ones. There are always more Stakeholders than you think. And you will
meet them all. Even if you think you’ve made an exhaustive list, new Stakeholders will undoubtedly pop up
during the project.
1. List stakeholders

INPUT: W��� D� I N��� F�� T��� A�������?
1. List everyone who will be affected by your project
Your project could affect people in different ways. Perhaps it will change the way they work or maybe it will
cost them money; it could affect their jobs, or their influence in an organization. Your first draft will usually
include ‘the usual suspects’ but have another go. Add as many influencers or ‘interesteds’ as you can. They
might not be decision-makers or even cross your path very often, but they could turn out to be hidden opponents
or much-needed supporters.
Stakeholders could be:
● people you need to achieve your project goals: In most projects, you will not be able to achieve your goals
without help from other people. Find out who makes those decisions embedded in your project goals.
● people who control any resources you will need: You may need a department to crunch some data for you,
you may need people to staff your project, or provide funding. It could be a local government body you need
to provide a permit. Be sure to identify and include all resource owners early on. Include any decisionmakers you have identified.
● your supporters and sponsors: These people have invested your project with time, money, attention or
allegiance and they will be affected by the outcome.
11

Stakeholder Analysis Expert – A Practical Guide to Project Buy-In

FREQUENTLY MADE REMARKS
● My list is enormous! Don’t panic. You’ll come to realize you don’t need all the Stakeholders all of the
time. Besides, it’s good to know how many you’re dealing with. Dealing with 100 Stakeholders will call
for a different approach to dealing with 10. Besides, the more Stakeholders you have, the more potential
supporters you have!
● Not all these names are in my company. Should I include them? Yes. For now list all Stakeholders
whether they are internal or external. You will be able to divide them for analysis later.
● I feel like I’m putting people together who don’t really belong on the same list. Don't get caught up in
categorizing Stakeholders at this stage and don't move into action mode, thinking about what to do with
each Stakeholder. Finish the list first. Later you will be able to rank your Stakeholders and break them
down by influence or importance. First though you need to gain a general idea of your project’s level of
support.

2. Make a table or a matrix and list your Stakeholders in the first column
You’ll probably choose to make your list of Stakeholders in Word or Excel. Excel is better suited because, as
your analysis grows, it gives you the ability to filter and order Stakeholders in different ways. A text format will
not allow you add qualifiers as you go through the analysis.

EXPERIENCE SHOWS…
Use a blank sheet of paper or a white board. Like brainstorming, listing Stakeholders is more of a creative
process than an analytical one. It often helps me to use a blank sheet of paper or a white board rather than a
spreadsheet or linear format. Just start writing! Identifying some Stakeholders will help you think of others.
Transfer your list to Excel once it’s complete.

OUTPUT: W��� S����� M� R������ L��� L���?
You should have a list of Stakeholders listed in the first column of a matrix, like in Figure 2.

12
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Stakeholder
Business Manager Asia + Australia
Business Manager East USA
Business Manager Europe + Russia
Business Manager India
Business Manager Latin America
Business Manager UK
Business Manager West USA
CEO
Call Center Employees East USA
Call Center Employees India
Call Center Employees Ireland
Call Center Employees Latin America
Department Manager HR
Division Head Beverages
Division Manager Cosmetics
Division Manager Fashion
Division Manager Foods

Figure 2 List of Stakeholders in a matrix
EXPERIENCE SHOWS…
Resist the temptation to group Stakeholders too early. You can’t presume all groups – no matter how
similar they appear – will think alike. Don’t lump individual Stakeholders together into groups like ‘Clients’,
‘Consumers’ or ‘Customers’; it implies that they share similar views and you cannot be sure of this without
analysis. For now use individual job titles on your list of Stakeholders.

APPLICATION: W��� D� I D� W��� T��� O�����?
This first step gives you an idea of the number of Stakeholders involved. This gives you an idea of the level of
sophistication you’ll need in your communications and planning. Dealing with 100 Stakeholders will call for a
different approach to dealing with 10. With a greater number of Stakeholders – over 1000 say – you will need to
adopt a more complex or formalized approach to planning and even put a specialist project communications
resource in place. With fewer Stakeholders you could manage a more personal approach where you deal with
more people in person.
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4. Identify Supporters, Opponents and Neutrals
IS THIS STEP ESSENTIAL OR OPTIONAL?
Essential. Distinguishing between supporters and opponents gives you your first impression of how hard (or
easy) it will be to achieve your project goals. If there are more supporters than opponents, you’ll probably be OK.
But if you start off with more opposition than support, then you know you’re fighting an uphill battle.

2. Identify Supporters,
Opponents, Neutrals

INPUT: W��� D� I N��� F�� T��� A�������?
1. Add a column for supporter, opponent or neutral
It should be possible to divide your Stakeholders into supporters and opponents. A Stakeholder could also be
neutral for different reasons. You may not know yet. But ultimately, a Stakeholder either supports or opposes
your project.
2. Score Stakeholders
You can use three scores: Support, Oppose and Neutral.
3. Score Stakeholder on project sub-goals
Sometimes Stakeholders oppose or support different bits of your project; if this is the case you should divide
into different project sub-goals. This makes it possible to score your Stakeholders on the sub-goals (see step 3).
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FREQUENTLY MADE REMARKS
● I’m not sure if someone is a supporter or an opponent. Do some research. Either talk directly to your
Stakeholders, or try to find out about their ambitions and objectives from others.
● What if someone opposes parts of my project but not others? You may need to identify your project’s
sub-goals. You can then attach support or opposition to each part of each goal. Step 3 helps you do this.
● My Stakeholders have opinions on parts of the project, but not the project as a whole. In this case you’ll
probably have to break down your analysis into different bits. Make a list of the different project subgoals (step 3), and then make a list of supporters and opponents for each bit.
● Some Stakeholders don’t know if they support me yet. If your project is new then most Stakeholders
won’t have a clear idea of how it will affect them yet. In this case inform them properly about the project
goals and steps. Wait until you have more information about your Stakeholder landscape and how
important each Stakeholder is for your project before you make special efforts to persuade and influence
individuals.

OUTPUT: W��� S����� M� R������ L��� L���?
Your output in a matrix will look like Figure 3. This figure is based on the example in Appendix B.
Stakeholder
Business Manager Asia + Australia
Business Manager East USA
Business Manager Europe + Russia
Business Manager India
Business Manager Latin America
Business Manager UK
Business Manager West USA
CEO
Call Center Employees East USA
Call Center Employees India
Call Center Employees Ireland
Call Center Employees Latin America
Department Manager HR
Division Head Beverages
Division Manager Cosmetics
Division Manager Fashion
Division Manager Foods

Oppose/Support/Neutral
Neutral
Oppose
Support
Oppose
Oppose
Support
Support
Support
Oppose
Oppose
Support
Oppose
Support
Support
Support
Neutral
Neutral

Figure 3 Supporters, Opponents, Neutrals in a matrix
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If you’ve added Project Sub-Goals, then your matrix will look like Figure 4.
Stakeholder
Business Manager Asia + Australia
Business Manager East USA
Business Manager Europe + Russia
Business Manager India
Business Manager Latin America
Business Manager UK
Business Manager West USA
CEO
Call Center Employees East USA
Call Center Employees India
Call Center Employees Ireland
Call Center Employees Latin America
Department Manager HR
Division Head Beverages
Division Manager Cosmetics
Division Manager Fashion
Division Manager Foods

Hire and train new
employees
Oppose
Oppose
Support
Oppose
Oppose
Support
Support
Support
Oppose
Oppose
Support
Oppose
Support
Support
Support
Neutral
Neutral

Fire employees and close other Rent and equip new offices
locations
in Ireland
Oppose
Support
Oppose
Oppose
Support
Support
Oppose
Oppose
Oppose
Oppose
Support
Support
Support
Support
Support
Support
Oppose
Oppose
Oppose
Oppose
Neutral
Support
Oppose
Oppose
Support
Support
Support
Support
Support
Support
Neutral
Neutral
Neutral
Neutral

Figure 4 Supporter, Opponents, Neutrals and Project Sub-Goals

APPLICATION: W��� D� I D� W��� T��� O�����?
This first breakdown gives you a good indication of the number of supporters and opponents you have. If there
are many more opponents than supporters, your project’s prospects are not good.
If you break your goals down into project sub-goals, you can pinpoint exactly where your project’s hotspots
are by analyzing supporters and opponents per project sub-goal. If only one or two project sub-goals are
engendering opposition, your project is probably still OK. However, if more than half of your project sub-goals
goals are heavily opposed, then your project is probably on the rocks too. In this case you will at least need to
change some project goals or possibly even cancel the project. If the latter is the case, look at it positively:
Stakeholder analysis has saved you from wasting further time and effort on a no-hoper.
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5. Identify Project Sub-Goals
IS THIS STEP ESSENTIAL OR OPTIONAL?
Optional. Some Stakeholders may only be interested in some bits of your project. Some Stakeholders will
oppose parts of your project but support others, depending on how your project aligns with their ambitions.
Dividing your project in sub-goals will allow you to better categorize Stakeholders as supporters or opponents.
Your goals may already be at the right level of granularity but if you’re finding it hard to say whether a
Stakeholder is an opponent or a supporter, you will find this step useful.
3. Identify Project
Sub-Goals

INPUT: W��� D� I N��� F�� T��� A�������?
1. Define project sub-goals that your Stakeholders can support or oppose
EXAMPLE
Let’s suppose you want to make your internal logistics more efficient. You’ve discovered a list of
inefficiencies:
● Department X is a bottleneck;
● Due to a history of mergers different departments use different track-and-trace systems;
● The problem is the transfer of goods from one department to the other, not necessarily the speed within
each department;
● A particular supplier is always late;
Your project will address this list and you decide that each item on the list will be its own project sub-goal.
(continues on next page)
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(continued)
However, you formulate your project sub-goals in such a way that it is possible for your Stakeholders to
support or oppose them. For example, instead of “streamline the track-and-trace systems” use your project
sub-goal “choose department Y’s track-and-trace system”.
This way you are sure the other departments will react. Or, instead of “consult with your supplier”,
you’ll “review the contract with supplier”. The supplier, some of the departments and your legal department
will surely react to this proposal.

2. Add a column to your matrix for each project sub-goal
This allows you to score your Stakeholders per project sub-goal. Project sub-goals will also make it possible to
score your Stakeholders on influence and/or interest per sub-goal (see step 4). It’s probable that a Stakeholder is
more interested in a part of your project that affects his job, than in other parts that don’t.
Dividing your project into project sub-goals is also a useful way to group the Issues mentioned by
Stakeholders (see step 5). Some of your Stakeholders may have particular concerns or objections to one part of
your project and not others.
FREQUENTLY MADE REMARKS
● My list has got so many columns it’s looking quite complicated. Use a single Excel spreadsheet with
multiple worksheets for each step of the analysis. This keeps your analysis in a single document and
makes updating it easier.

OUTPUT: W��� S����� M� R������ L��� L���?
Your matrix now contains your sub-goals. This makes it possible to score your Stakeholders on each of them.
Your matrix now looks like Figure 5.
If you’ve scored Stakeholder on Project Sub-Goals, then your matrix will look like Figure 6.
APPLICATION: W��� D� I D� W��� T��� O�����?
Dividing your project into several project sub-goals allows your Stakeholders to indicate how they feel about
each of them. They may oppose one element in your project, but not others. They could be more interested in
one part of your project than another. Or they could have more concerns about one part of your project and not
others.
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Stakeholder

Hire and train new
employees

Fire employees and close other Rent and equip new offices
locations
in Ireland

Business Manager Asia + Australia
Business Manager East USA
Business Manager Europe + Russia
Business Manager India
Business Manager Latin America
Business Manager UK
Business Manager West USA
CEO
Call Center Employees East USA
Call Center Employees India
Call Center Employees Ireland
Call Center Employees Latin America
Department Manager HR
Division Head Beverages
Division Manager Cosmetics
Division Manager Fashion
Division Manager Foods

Figure 5 Project Sub-Goals

The extra insight provided by sub-goals will greatly enhance your effectiveness when dealing with your
Stakeholders. The subsequent steps in your Stakeholder analysis will help you pinpoint which project sub-goals
have enough support and interest and which don’t.
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Stakeholder
Business Manager Asia + Australia
Business Manager East USA
Business Manager Europe + Russia
Business Manager India
Business Manager Latin America
Business Manager UK
Business Manager West USA
CEO
Call Center Employees East USA
Call Center Employees India
Call Center Employees Ireland
Call Center Employees Latin America
Department Manager HR
Division Head Beverages
Division Manager Cosmetics
Division Manager Fashion
Division Manager Foods

Hire and train new
employees
Oppose
Oppose
Support
Oppose
Oppose
Support
Support
Support
Oppose
Oppose
Support
Oppose
Support
Support
Support
Neutral
Neutral

Fire employees and close other Rent and equip new offices
locations
in Ireland
Oppose
Support
Oppose
Oppose
Support
Support
Oppose
Oppose
Oppose
Oppose
Support
Support
Support
Support
Support
Support
Oppose
Oppose
Oppose
Oppose
Neutral
Support
Oppose
Oppose
Support
Support
Support
Support
Support
Support
Neutral
Neutral
Neutral
Neutral

Figure 6 Supporter, Opponents, Neutrals and Project Sub-Goals
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6. Add Influence and Interest
IS THIS STEP ESSENTIAL OR OPTIONAL?
Essential. This stage is the single most important analysis you can do and should not be bypassed. A
Stakeholder’s influence on your project and their level of interest in it will determine how you approach them.
Dealing with someone who doesn’t really care about your project is different from dealing with someone whose
job depends on its success and it is vital for you to assess influence and interest.

4. Add Influence
and Interest

INPUT: W��� D� I N��� F�� T��� A�������?
1. Add a column for influence to your matrix
Use a scale to score a Stakeholder’s influence. I prefer a 5-point scale, but a 10-point scale is also possible.
Don’t make the scale too wide, because it gets increasingly difficult to explain why one Stakeholder scores a 12
and another a 13.
2. Score Stakeholders on Influence
Use ‘power’ or ‘influence’ to distinguish between Stakeholders. Influence is the measure how much any one
Stakeholder has an impact on your project. They may provide resources for your project, for example. They
could represent a larger group. Or they cooperate with others so as to gain influence.
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EXPERIENCE SHOWS…
The measure of influence isn’t objective. A Stakeholder’s influence isn’t only measured respective to your
project, but also respective of other Stakeholders. So when scoring Stakeholders on influence, I always look
at how they score respective to other Stakeholders. We all know that not every Stakeholder is as influential
as every other; influence is a matter of judgment, not fact. While it may be true that one Stakeholder is more
influential than another, it is a matter of judgment how much more influential he is. Besides, a Stakeholder’s
influence isn’t absolute. It changes depending on the other Stakeholders in the Stakeholder landscape. See
example below.

EXPERIENCE SHOWS…
Cooperating Stakeholders have more influence. This is true if they all support or oppose your project. If
they have different views, then they keep the influence they already have. So look out for Stakeholders who
are working together.

FREQUENTLY MADE REMARKS
● I already know who’s important. Do I really need to write it down? Yes. As social beings we
instinctively – almost subconsciously – judge our colleagues and contacts in terms of their influence and
importance. However when it comes to prioritizing Stakeholders according to project goals, it is
difficult to value influence without a formal scoring system. In complex projects it’s impossible to
compare Stakeholders’ influence without formal analysis.
● Some Stakeholders are not interested at all. Should I worry? No. They may become interested as your
project progresses. Or they may prove particularly difficult to engage.
● Some Stakeholders will be influential later but not now. How do I score them? Divide your Stakeholders
by project stage, then score their interest at each stage. Revisit step 5 to break your Stakeholders down
by project stage.
● Some Stakeholders have more say on one part of the project than others. What do I do? You may need
to divide your project into project sub-goals (see step 3). That way you can indicate exactly how
Stakeholders score on each part of your project.
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3. Add a column for Interest to your matrix
Use a narrow scale to score a Stakeholder’s interest. I use a 3-point scale. Either a Stakeholder is interested or he
isn’t. And maybe a bit interested. It’s almost impossible to explain why a Stakeholder has an interest of 15 and
another an interest of 16.
4. Score Stakeholders on Interest
Not every Stakeholder is as interested in your project as others.
EXAMPLE
Let’s suppose you want to make your internal logistics work more efficiently. You’ll need some internal
departments to work in a different way and you may also be asking your suppliers to work differently too.
You instinctively score your CEO as the most influential Stakeholder, of course. However, on scoring the
others, you realize that the CFO and the sales manager are in fact the ones pushing for this change (it cuts
costs and customers get better service). That means the CFO scores highest. The managers whose
departments will need to make most of the changes also score high. And now the sales manager scores the
same as the CEO.
On the interest scale the department managers score highest, followed by the sales manager and the
CFO. The CEO supports the project, of course, but he relies on his managers to get the job done, so his
interest isn’t that high. If it were another project, maybe the CEO would stay interested, instead of relying on
the CFO. People score differently on influence depending on the context of the project.

EXPERIENCE SHOWS…
Primary and secondary are misleading terms. When talking about Influence and Interest, some project
professionals refer to primary and secondary Stakeholders. I don’t like these terms: they’re too imprecise and
everyone I meet seems to have a different definition of what they actually mean. Indeed there is no single
definition of these terms. That’s why you won’t find them in this book. Instead we’ll use concrete words like
decision-makers and measurable factors like influence and interest.
The consensus on primary Stakeholders is that they are directly affected by your project. So they
definitely have a high level of interest in it. But it doesn't say anything about their level of influence. For
secondary Stakeholders the most commonly used definition is that they are not directly affected, but do have
an interest in your project. But how this translates to influence and interest is not so well defined. Similarly
when you hear the term ‘key Stakeholders’ what does this mean? It usually means they have a high influence
and you need them to achieve your goal, but it doesn’t say anything about their level of interest.
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Stakeholder
Business Manager Asia + Australia
Business Manager East USA
Business Manager Europe + Russia
Business Manager India
Business Manager Latin America
Business Manager UK
Business Manager West USA
CEO
Call Center Employees East USA
Call Center Employees India
Call Center Employees Ireland
Call Center Employees Latin America
Department Manager HR
Division Head Beverages
Division Manager Cosmetics
Division Manager Fashion
Division Manager Foods

Oppose/Support/Neutral
Neutral
Oppose
Support
Oppose
Oppose
Support
Support
Support
Oppose
Oppose
Support
Oppose
Support
Support
Support
Neutral
Neutral

Influence
1
3
1
3
3
2
1
3
1
1
1
1
3
1
1
1
3

Interest
1
2
1
3
3
3
1
2
3
3
3
3
3
2
1
2
3

Figure 7 Influence and Interest in a Matrix

OUTPUT: W��� S����� M� R������ L��� L���?
Your output in a matrix will look like Figure 7. This figure is based on the example in Appendix B.
If you’re working with project sub-goals, then make a new worksheet for each sub-goal so you can assign
influence and interest to specific parts of your project. Only if you’re sure your Stakeholders’ Influence and
Interest aren’t affected by the project sub-goals should you keep them all on one worksheet.
Another visualization is the Power/Interest Matrix. This matrix is widely used in Stakeholder analysis, to
assess Stakeholders and show how to deal with them. Scoring Stakeholders on Power and Interest gives you a
matrix with two axes. Figure 8 is based on the example in Appendix B.
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High

Keep
Satisfied

•
•
•
•

Department Manager HR
Business Manager Latin America
CEO
Business Manager India

•
•
•

Business Manager UK
Business Manager East USA
Business Manager Foods

Manage
Closely

Power

Monitor
(Minimum Effort)
•

•
•

Low

Keep
Informed

Business Manager Australia

Business Manager Russia
Business Manager Cosmetics

Low

Interest

•
•
•

Call Center Employees Latin America
Call Center Employees India
Call Center Employees East USA

High

Figure 8 Power / Interest Matrix
EXPERIENCE SHOWS…
Tips for using the power/interest matrix:
● High power, interested people: these are the people you must fully engage and make the greatest efforts
to satisfy.
● High power, less interested people: put enough work in with these people to keep them satisfied, but not
so much that they become bored with your message.
● Low power, interested people: I keep these people adequately informed, and talk to them to ensure that
no major Issues are arising. These people can often be very helpful with the detail of your project.
● Low power, less interested people: again, monitor these people, but I do not bore them with excessive
communication.

In some visualizations it can help to show whether a Stakeholder is a supporter or an opponent. In a
Power/Interest Matrix it could look like this. Figure 9 is based on the example in Appendix B.

27

Stakeholder Analysis Expert – A Practical Guide to Project Buy-In

High

Keep
Satisfied

•
•
•
•

Department Manager HR
Business Manager Latin America
CEO
Business Manager India

•
•
•

Business Manager UK
Business Manager East USA
Business Manager Foods

Manage
Closely

Power

Monitor
(Minimum Effort)
•

•
•

Low
Low

Keep
Informed

Business Manager Australia

Business Manager Russia
Business Manager Cosmetics

Interest

•
•
•

Call Center Employees Latin America
Call Center Employees India
Call Center Employees East USA

High

Figure 9 Power / Interest Matrix with colors

Figure 10 is made in stakeholderPro. Here supporters, opponents and neutrals are grouped together in an
Influence/Interest overview. The Stakeholders near the center have high influence and interest. Those will
probably be the Stakeholders that will require most of your attention.
APPLICATION: W��� D� I D� W��� T��� O�����?
Making either of these visualizations is the most important part of your Stakeholder analysis because it shows
you at a glance those people you really have to deal with. Strong Stakeholders are more important than not-sostrong ones. Dealing with influential opponents will become a big part of your day. If there are any neutrals, give
them your attention – it is relatively easy to turn a neutral into a supporter.
More than any other factor, a Stakeholder’s influence on your project and their level of interest in it will
determine how you approach them. You will engage an influential Stakeholder differently than one who doesn’t
have as much influence. Dealing with someone who doesn’t really care about your project is different from
dealing with someone whose job depends on its success.
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opponents

supporters

Business Manager Call Center Employees
East USA
East USA
Call Center Employees
India

Call Center Employees
Business Manager
Ireland
Europe + Russia
Division Manager
Beverages

Business Manager
India

+ influence -

Call Center Employees
Latin America

Business Manager
West USA
Division Manager
Cosmetics

Business ManagerUK

Department Manager CEO
HR

Business Manager
Latin America

+ important - important +

keep tabs

convince?

negotiate/
convince?

hold onto

actively
involve

actively
inform

actively
convince

convince

actively
inform

Powered by

- influence +

What to do with the
different stakeholders?

Division Manager
Foods

stakeholderPro

Division Manager
Fashion

neutrals

Business Manager
Asia + Australia

Figure 10 stakeholderPro overview

After this analysis you should have a reasonable overview of your Stakeholder landscape:
•

Important Stakeholders;

•

Which project goals could be in trouble;

•

General indication on how to deal with all your Stakeholders.

So now you’re ready to start fine-tuning how to deal with your Stakeholders.
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7. Identify Stakeholder Arenas
IS THIS STEP ESSENTIAL OR OPTIONAL?
Optional. It will be pretty obvious if yours is a project that could benefit from analysis by arena. If your project is
small you won’t need this step. But on very large projects, you may get the feeling that you’re putting together a
lot of Stakeholders who don’t seem to belong on the same list. One of your Stakeholders is your next-door
neighbor, another is the CEO of a billion dollar corporation: they don’t belong to the same arena, so any analysis
that places them together won’t help. Splitting Stakeholders into arenas first can make other techniques more
meaningful – particularly on big projects where many formal decisions will need to be made.
5. Identify
Stakeholder Arenas

INPUT: W��� D� I N��� F�� T��� A�������?
1. Identify Stakeholder arenas
Place Stakeholders into the same Stakeholder arena if they:
•

meet each other regularly (President and Senators) or

•

have the same kind of function (your CEO and other CEOs) or

•

work at the same level (a mayor and local NGOs).

Don’t worry if some Stakeholders appear in several arenas.
FREQUENTLY MADE REMARKS
● What’s an ‘arena’? As a rule of thumb, Stakeholders belong to the same arena if they can meet on a
regular basis to do their work (President and Senators), or because they have the same kind of function
(your CEO and other CEO’s), or because they work at the same level (a mayor and local NGO’s). Don’t
worry if some Stakeholders appear in several arenas.
(continues on next page)
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(continued)
● I don’t know where to start! If you’re not sure how to break your list down into arenas, a useful first step
is to separate Stakeholders into internal and external arenas. This distinction is likely to dramatically
affect how you approach Stakeholders.
● My project is huge; should I group by stage or arena? Unless you’re managing a really big project it’s
not likely that you will have to group your Stakeholders into stages and arenas. But if you do feel you
need to use both methods, then it’s best to group by stage first and then by Stakeholder arena.

2. Make a new matrix for each arena
Each Stakeholder Arena will need a separate Stakeholder analysis. So if you have five arenas, you’ll be doing
five analyses. This makes each Stakeholder analysis easier and more manageable.
EXPERIENCE SHOWS…
Looking at Internal vs. External arenas is a useful first step. This helps if you are managing a large
complex project involving Stakeholders from within and outside your own company. Your relationship to
internal Stakeholders is different from your relationship to external Stakeholders and you will need to use a
different approach with each group. The way you work with your suppliers is probably laid down in a
contract. Any change will mean that you need to revise that contract. This is a business and legal approach.
With internal departments, you may have something like service level agreements in place but most probably
you’ll need management to agree on your plans, so that the relevant internal department makes the necessary
changes.

3. Assign Stakeholders to each arena
Take note of the Stakeholders who appear in multiple arenas as well. These people could be useful or require a
lot of your attention to manage.
EXAMPLE
Suppose you’ve been asked to build a new overseas plant for your company. This is a major project, and will
have a lot of Stakeholders. One of your Stakeholders could be the Ministry of Economic Affairs - for
providing the necessary permits. Another Stakeholder could be a local shopkeeper worried about what your
plant will do for the local environment. Other Stakeholders will include your CEO who will meet with the
Minister of Economic affairs, but also your communications department who will create a communications
strategy.
(continues on next page)
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(continued)
Your CEO, the Minister of Economic affairs, Senators and other big corporations would probably
belong to one such arena. The local mayor and the local shopkeeper belong to another. It doesn’t mean to
say the local Stakeholders could never contact the Minister of Economic affairs, but they simply don’t meet
each other on a regular basis. The minister and senators work in the same decision-making environment, as
do local councilors and local NGOs.

OUTPUT: W��� S����� M� R������ L��� L���?
A visualization of different Stakeholder arenas could look like Figure 11.
National Arena
President
Senators
Your CEO
International NGOs
National NGOs
Public Affairs Department
Corporate Communications

Local Arena
Mayor
People living around the plant
Local Councillors
Local NGOs
Plant Manager
Project Manager
Communications Department

Project Arena
Project Manager
Communications team
Engineers
Finance team
Planners

Figure 11 Stakeholder Arenas – Matrix
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APPLICATION: W��� D� I D� W��� T��� O�����?
Each Stakeholder Arena will need its own Stakeholder analysis. So if you have five arenas, you’ll have five
separate analyses. Go through the rest of the process with each arena.
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8. Identify Project Stages
IS THIS STEP ESSENTIAL OR OPTIONAL?
Optional. Some Stakeholders may be important throughout your project but others might only be important
during certain phases. In this case it could be useful to group Stakeholders by project stage or around different
milestones. If your project is small or short in duration you won’t need this step.

6. Identify Project
Stages

INPUT: W��� D� I N��� F�� T��� A�������?
1. Add the column for each project stage or milestone to your matrix
2. Assign your Stakeholders to the different project stages
Take note of important Stakeholders who do not make an appearance until one of the later stages of the project.
Involve them right from the beginning of your project to win their engagement and buy-in before you actually
need it. Most people resent being involved on a ‘need-to-know’ basis.
EXAMPLE
Suppose you want to make your internal logistics more efficient. You’ll need to get some internal
departments and suppliers to work together in a different way.
One of the motivators for these changes is cost, so you will need Finance to create a business case.
Without that business case, you won’t be able to move forward. So during the initial phase of your project,
Finance is a very influential Stakeholder. Later on, Finance’s role becomes less important; they are not
involved in the logistical changes in any way. But in the final stage of your project, Finance will become
influential again when they carry out a project review to see if predicted savings were made.
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FREQUENTLY MADE REMARKS
● Is my project long enough to merit analysis by stage? If your project duration is longer than 6-8 months,
you may benefit from analysis by project stage.
● My project is huge; should I group by stage or arena? Unless you’re managing a really big project it’s
not likely that you will have to group your Stakeholders into stages and arenas. But if you do feel you
need to use both methods, then it’s best to group by stage first and then by Stakeholder arena.

OUTPUT: W��� S����� M� R������ L��� L���?
Your output in a matrix will look like Figure 12. This figure is based on the example in Appendix B.

Stakeholder
Business Manager Asia + Australia
Business Manager East USA
Business Manager Europe + Russia
Business Manager India
Business Manager Latin America
Business Manager UK
Business Manager West USA
CEO
Call Center Employees East USA
Call Center Employees India
Call Center Employees Ireland
Call Center Employees Latin America
Department Manager HR
Division Head Beverages
Division Manager Cosmetics
Division Manager Fashion
Division Manager Foods

Oppose/Support/
Influence Interest
Neutral
Neutral
1
1
Oppose
3
2
Support
1
1
Oppose
3
3
Oppose
3
3
Support
2
3
Support
1
1
Support
3
2
Oppose
1
3
Oppose
1
3
Support
1
3
Oppose
1
3
Support
3
3
Support
1
2
Support
1
1
Neutral
1
2
Neutral
3
3

Project
Stage 1

X

Project
Stage 2
X
X
X
X
X
X
X

Project
Stage 3
X
X
X
X
X
X
X

Project
Stage 4

X
X
X
X
X

X
X
X
X
X
X
X
X

X

X

X

X
X
X
X
X

Figure 12 Project Stages in your matrix

A visualization of your Stakeholders and project stages for a presentation could look like figure 13.
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Stage 1:
Initiation

Stage 2:Design
and Planning

Stage 3:
Execution

Stakeholder1

Stakeholder 2

Stakeholder 3

Stakeholder1

Stakeholder 2

Stakeholder 5

Stakeholder 4

Stakeholder 4

Stakeholder 3

Stakeholder 9

Stakeholder 6

Stakeholder 9

Stakeholder 4

Stakeholder 10

Stakeholder 7

Stakeholder 5

Stage 4: Closing

Stakeholder 10

Stakeholder 6
Stakeholder 7

Figure 13 Project Stages

EXPERIENCE SHOWS…
Take note of multiple appearances. I find that each Project Stage usually requires its own Stakeholder
analysis. So if you have four stages, do four separate analyses. It’s important to take note of the Stakeholders
who make multiple appearances. In Figure 14, notice that Stakeholder 4 appears in several project stages.
That means that his support for the project and during the project is important. Also notice that Stakeholders
3, 4 and 7 are present in the initiation stage and the execution stage. Again this is informative. It means that
getting their support earlier on will make things easier during the execution stage. And if you had to decide
between suggestions made by Stakeholder 1 or by Stakeholder 7 in the initiation stage, you should definitely
choose that of Stakeholder 7.

APPLICATION: W��� D� I D� W��� T��� O�����?
After this point the picture of your Stakeholders should start to become clear. You now have a good idea of who
your important Stakeholders are and how much support your project and project sub-goals have.
It’s, however, not enough to deal with the Stakeholders yet. Knowing what to talk about is a useful next
step.
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9. Identify Issues
IS THIS STEP ESSENTIAL OR OPTIONAL?
Essential. After Influence and Interest, Identifying Issues is a major step in your Analysis. Issues are reasons
why some Stakeholders are opposed to your project, for example. They could also be alternatives, conditions.
It’s what you talk about with your Stakeholders. Identifying and ranking your Issues is the what this step helps
you achieve. You can revisit this analysis step at any time as more Issues emerge or if you need to gain more
clarity on your Stakeholders and their views.

7. Identify Issues

INPUT: W��� D� I N��� F�� T��� A�������?
1. Consult your Stakeholders on problems, Issues and solutions
Important Issues are those that have been:
● Mentioned by important Stakeholders. Even if an Issue concerns some minor aspect of your project, if a big
supporter mentions it, it’s a good idea to deal with the Issue visibly.
● Mentioned by most Stakeholders. Some aspect of your project may get an unexpected amount of attention.
Maybe the boss mentioned it, and so others do too. Maybe the internal company ‘grapevine’ has magnified a
previously insignificant Issue. In either case, you have to be seen to deal with that Issue – even if it won’t
affect your project in any way at all.
● Mentioned by Stakeholder groups that have a greater combined influence, i.e. those groups with the highest
influence score when you add up the influence scores for each group member. Just one high influence
individual in a group of low influencers might mean you have to take notice of any Issues mentioned by that
group as a whole.
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FREQUENTLY MADE REMARKS
● What exactly is an ‘Issue’? Everyone you talk to will have an opinion about your project, they will
suggest alternatives, and they will point out problems that your project may or may not deal with. In this
book all these remarks and comments will be called Issues.
● How do I find out what my Stakeholders’ Issues are? Talk to them. Several Stakeholders may mention
the same Issue: this means one aspect of your project is getting a lot of attention. Even if that Issue
won’t affect your project you have to visibly deal with it.
● I’m concerned that there are too many Issues. The more problems you can solve with your project the
better of course, but make sure your project remains manageable and deliverable. Too many Issues may
represent an early warning sign that your project is not feasible. You will not know for sure until you
develop your Engagement strategy, see Step 9.

2. Make a new matrix with Stakeholders and a column for each Issue
Adding a column for each Issue will make it easier to sort your Stakeholders and select those that share
concerns.
3. Group Issues for each project sub-goals
When using project sub-goals, you can group Issues with them.
4. Assign Stakeholders to Issues
Every Stakeholder should have an Issue assigned to him or her. By assigning Issues to Stakeholders, you'll know
better how to deal with them. By assigning Stakeholders to Issues, you’ll have an overview of which Issues are
most common and more important.
EXAMPLE
Let’s suppose you want to make your internal logistics more efficient. You make your rounds through the
departments to get their views. You make a list of all suggestions, solutions, problems mentioned:
● Department x is a bottleneck – solve this and everything will run more smoothly
● Due to a history of mergers different departments use different track-and-trace systems
● The problem is the transfer of goods from one department to the other, not necessarily the speed within
each department
● A particular supplier is always late
● Product specifications aren’t uniform throughout the company.
(continues on next page)
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(continued)
If most people mention the ‘bottleneck at Department X’, then that could be your starting point for a
business case. The same applies if most people tell you that the ‘track-and-trace system’ is the problem.

FREQUENTLY MADE REMARKS
● How do I know which Issues are important? Those Issues mentioned by your most important
Stakeholders are key even if they only concern some minor aspect of your project.
● Not every Issue relates to the whole project. Is this ok? Yes. Not every Issue concerns the entire project.
Try to group your Issues under each project sub-goal. That gives you a good idea of which elements you
might need to adjust or communicate.

OUTPUT: W��� S����� M� R������ L��� L���?
Listing your Issues first and then adding your Stakeholders gives you something like in Figure 14.
Improve Internal Logistics
Track and Trace system is problem Transfer between depts is problem
Yael

Barbara

Christy

Christy

Sam

Igmar

Mitchell
Barbara
Jack
Supplier 1 is always late

Department X is bottleneck

Bob

Yael

Christy

Gregory

Najit

Sam
Philip
Jack
Bob

Product specs aren’t uniform
Yael
Najit
Mitchell

Figure 14 Identify problems and people – Issues Matrix
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But you can continue your work in the matrix you started, your output will look like Figure 15.
Not convinced by
Stakeholder
Support, Oppose, Neutral Influence Interest
Business
Case
Business Manager Asia + Australia
Oppose
1
1
X
Business Manager East USA
Oppose
3
2
Business Manager Europe + Russia
Support
1
1
Business Manager India
Oppose
3
3
X
Business Manager Latin America
Oppose
3
3
Business Manager UK
Support
2
3
Business Manager West USA
Support
1
1
X
CEO
Support
3
2
Call Center Employees East USA
Oppose
1
3
Call Center Employees India
Oppose
1
3
Call Center Employees Ireland
Support
1
3
Call Center Employees Latin America
Oppose
1
3
Department Manager HR
Support
3
3
Division Head Beverages
Support
1
2
X
Division Manager Cosmetics
Support
1
1
Division Manager Fashion
Neutral
1
2
Division Manager Foods
Neutral
3
3
X

Introducing new
system will
already save
costs
X

Will you find
qualified,
multi-lingual
staff

X
X
X

X
X

X
X

X
X

Figure 15 Identify problems – Issues Matrix

If you’re working with project sub-goals, create a new worksheet for each one. There you can add the respective
Issues.
EXPERIENCE SHOWS…
Subjective Issues are just as important as objective Issues. Alongside ‘objective’ Issues such as budget
and timing, you will come up against a lot of ‘subjective’ Issues. These come in the form of Stakeholders’
worries and concerns. Even your supporters may be concerned about certain Issues. These Issues may not
mean you need to change your project; they may not even affect your project. But how you deal with them
will affect how your Stakeholders view your project. If you ignore ‘subjective’ Issues, your Stakeholders
may think you are not interested in their opinion and that WILL diminish support for your project. I’ve
learned that it’s imperative that you actively deal with Issues your Stakeholders have mentioned.
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APPLICATION: W��� D� I D� W��� T��� O�����?
Information on Issues helps you understand what your Stakeholders are thinking. This will be useful when you
are trying to increase support and reduce opposition.
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10. Identify Decision-Makers
IS THIS STEP ESSENTIAL OR OPTIONAL?
Essential. Most likely several decision-makers will meet in different places, at different times and at different
levels. So an overview of how your project is doing in each decision-making forum can really help you out.

8. Identify DecisionMakers

INPUT: W��� D� I N��� F�� T��� A�������?
1. Identify Decision-Makers
In most projects, you will not be able to achieve your goals without help from other people. You may need a
department to crunch some data for you, you may need people to staff your project, or provide funding. It could
be a local government body you need to provide a permit. Find out who makes those decisions related to your
project goals.
EXAMPLE
Let’s continue with our logistical improvement example where you’re asking internal departments and
suppliers to work in a different way to make efficiencies.
Since the greatest efficiency typically involve contracts and prices, this means you are depended on the
formal decisions involved in revisiting a contract (Incidentally, this also introduces a new Stakeholder: your
legal department).
You are also depended on the two or three department managers where the major logistical changes will
be made. Without their cooperation, your project won’t succeed. These are not formal decision-makers,
however. Your CEO and CFO or top management teams be responsible for formal decisions needed to make
the necessary changes. Both the formal and informal decision-makers have their say.
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EXPERIENCE SHOWS…
Decision-making is not localized. Even in internal projects It tends to happen at different stages, in different
places and at different levels. For example, finance decisions can be made in advisory committees that
precede the formal decision-making at top management level. Different management teams will then
probably discuss the allocation of team members and other project assets. And I’ve discovered the hard way
that some management teams decide to discuss the project even when they don’t have a formal role.
If you need a manager’s cooperation, pay attention to formal decision-making forums. Especially for
external projects. An overview of how your project is doing in each decision-making forum can really help
you out. I like to group Stakeholders together in their decision-making forums. This yields mini-Stakeholder
analyses. For each decision-making forum you can see who your supporters and opponents are, which Issues
matter most and basically if your project has enough support there.

FREQUENTLY MADE REMARKS
● I don’t know who makes all the key decisions. You need to find out! Find out also which meetings those
decisions are made in. Most likely decision-makers will meet in different places, at different times and
at different levels.
● Not all decision-makers are in my company. Should I include them? Yes. For now list all decisionmakers whether they are internal or external. You will be able to divide them for analysis later.

OUTPUT: W��� S����� M� R������ L��� L���?
Your output in a matrix will look like Figure 16. This figure is based on the example in Appendix B.
APPLICATION: W��� D� I D� W��� T��� O�����?
This output shows you where decisions concerning your project are made and who makes them. You already
had an idea about the general support for your project, now you can actually pinpoint if you have enough
support from key decision-makers.
Taking this step earlier on in the Stakeholder analysis process would have focused you exclusively on
decision-makers and all your other Stakeholders would not have been on your radar as clearly as they are now.
For example, you would probably have ignored many of your supporters and neutral Stakeholders. You would
have denied yourself a lot of alternatives or strategies for increasing support for your project.
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Stakeholder
Influence Interest Decision-Making Forum 1 Decision-Making Forum 2 Decision-Making Forum 3
Business Manager Asia + Australia
1
1
Neutral
Neutral
Business Manager East USA
3
2
Oppose
Oppose
Business Manager Europe + Russia
1
1
Support
Support
Business Manager India
3
3
Oppose
Oppose
Business Manager Latin America
3
3
Oppose
Oppose
Business Manager UK
2
3
Support
Support
Business Manager West USA
1
1
Support
Support
CEO
3
2
Support
Call Center Employees East USA
1
3
Oppose
Call Center Employees India
1
3
Oppose
Call Center Employees Ireland
1
3
Support
Call Center Employees Latin America
1
3
Oppose
Department Manager HR
3
3
Support
Division Head Beverages
1
2
Support
Division Manager Cosmetics
1
1
Support
Division Manager Fashion
1
2
Neutral
Division Manager Foods
3
3
Neutral

Figure 16 Decision-Making Forums

At first glance you can tell that in the first decision-making forum your project is alright. But in the two others,
you might be in trouble.
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11. Develop your Engagement Strategy
IS THIS STEP ESSENTIAL OR OPTIONAL?
Essential. A successful project relies on the support of its Stakeholders. The aim of your engagement strategy
is to get or keep support from your Stakeholders.
9. Develop Engagement
Starategy

INPUT: W��� D� I N��� F�� T��� A�������?
1. Decide what to do next: stop, adjust or proceed
Predictably, your engagement strategy is based on the outcome of your analysis. The first question you should
answer is: what should I do next? And to that question there are basically three answers:
1. Cancel your project
2. Adjust your project
3. Proceed with your project
Let’s take a look at these answers.

Ditch your project
You should consider canceling your project if one or more the following statements are true:
● Your project has insufficient overall support;
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● A majority of your project sub-goals have insufficient support;
● A considerable number of decision-makers do not support your project;
● Dealing with the Issues your Stakeholders mentioned will require a lot of effort.
Under these circumstances you’d only be spending a lot of time and money achieving next to nothing. Time and
money you could otherwise spend achieving other goals.
EXPERIENCE SHOWS…
You need a huge effort to get a ‘dead’ project moving. If you do wish to proceed with your project then
make sure you’re ready to spend a tremendous effort achieving your goals. You will be slogging it out with
your Stakeholders at every turn. This is something you do only if the return on investment is considerable
and if your sponsors are also prepared to invest heavily in your project with time and money, because they
will have to apply a lot of pressure on dissenting Stakeholders.
I usually advise that at this point a ‘tactical retreat’ is infinitely preferable to a ‘major project failure’.
Sharing the results of your Stakeholder analysis should convince anyone that, for now, ditching it is the best
course of action.

FREQUENTLY MADE REMARKS
● I lose face when I cancel a project. What options do I have? If your analysis shows you should cancel an
unworkable project, console yourself and your team by counting the time and money you have not
wasted. Enlist the help of your sponsors and supporters to see if there is a different kind of project or
another way you can carry the aims and spirit of the project forward.

EXPERIENCE SHOWS…
We hate canceling projects. In Stakeholder management classes I’ve taught, I always ask my students to
use examples from their own work. Interestingly enough, almost none of the projects they put forward have
sufficient support. Most students are really surprised by this. And they feel they must have made some error
in the analysis. Only a few students actually let this lesson sink in. Stopping your project is something that
should be done more often, but isn’t.

Ditching a project could be the toughest decision you’ll have to make. It’s normal to be reluctant. You have a
major stake in the project’s success and canceling it can be like admitting defeat. Your sponsors may question
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your judgment and it may have negative effect on your career. However continuing with a non-viable project can
have an even more damaging effect on your reputation and your career.

Adjust your project
If you have a very good view of your Stakeholders and their Issues, you will be able to customize your
adjustments exactly rather than spending too much time and money making endless guesses and approximations.
Considering the fact that you may have limited resources, choose carefully any adjustments you really need to
make.
Basically, each project sub-goal that has insufficient support is a candidate for adjustment. By reviewing the
Issues stated by your Stakeholders with regard to these sub-goals, you’ll be able to get a good idea of the
adjustments required. If feasible, consider scrapping the project sub-goal altogether. Often, an adjustment
doesn’t necessarily mean changing the project goal or project sub-goals. It may also mean that you have to take
additional measures to deal with Issues mentioned by your Stakeholders.
EXAMPLE
In the case of centralizing the call centers, a sensible adjustment could be to build two call centers instead of
one. Basically, you’re achieving your goal of reducing the number of call centers but due to considerable
resistance from Stakeholders, you won’t be able to close down all of the call centers. Bringing the number of
centers down to two may be the only viable option open to you.
Another adjustment could be to start a training program for those employees in the call centers who
might otherwise lose their jobs. Making this adjustment will allow you to centralize the call centers in a
single location. This means you will have to take additional measures you had not allowed for in the budget.
Both examples are possible adjustments. But your Stakeholder analysis should clearly tell you which is
most suitable for your project.

Proceed with your project
Proceed without adjustments if all the following statements about your Stakeholder analysis are true:
1. Your project has overall support;
2. All your project sub-goals have sufficient support;
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3. Decision-makers support your project;
4. The Issues mentioned by your Stakeholder are easy to deal with.
Keep your Stakeholders informed about your project and its progress as much as you can. They will need to be
reassured constantly that your project is still working out the way they are expecting.
EXPERIENCE SHOWS…
The most likely outcome of your analysis is that you’ll have to adjust your project. If I had to put
numbers on the outcome of your Stakeholder analysis I would suggest that:
● In 37% of the case, you’ll need to cancel your project;
● In 60% of the cases, you need to adjust your project;
● In 3% you be able to proceed with your unchanged project.
What this tells me is that we should ditch projects more often than we do.

FREQUENTLY MADE REMARKS
● Laying the groundwork pays off. Taking your Stakeholders into account at the very beginning, asking
them to work with you to achieve the goals your project has set out, gives you the best chance of getting
and keeping your Stakeholders on board.

5. Decide how to deal with your Stakeholders
Whether you decide to cancel or adjust your project you’ll still have to inform your Stakeholders accordingly.
The way you choose to communicate with your Stakeholders about this is very revealing and will tell them a lot
about you and your project management style.
Focusing on decision-makers is the most effective approach. After all, they are the ones whose resources
you need or whose formal support you need. A supporter is a supporter even if he is a Decision-Maker, so the
approach shouldn’t be that different. The same counts for opponents.
In either case, the aim of dealing with your Stakeholders is to either get and/or keep their support for your
project.
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EXPERIENCE SHOWS…
Tips for dealing with supporters, opponents and neutral Stakeholders
Supporters
● Hold onto your influential supporters: actively ask them for advice, show them the results they are
interested in, keep them informed about your project's progress or let them share in the positive
publicity.
● Supporters with average influence who have high or average interest in your project need to be kept
actively engaged as well.
● Keep the remaining supporters well informed about your progress, so that they are constantly reminded
that supporting you is a good thing.
Opponents
● Transforming your opponents into supporters is definitely worth a try. Especially with influential
opponents, it could yield great benefit. However, strong opponents are probably pretty sure about their
position.
● If you can't make a deal, maybe you can limit their influence, by restricting their access to necessary
information or other Stakeholders. Maybe you can get some of their supporters to help you or you can
try to attack their more extreme views publicly, forcing them onto the back foot.
● In some negotiations it can help to bring a new, different matter to the table. This could help you make a
deal: their support for your project in exchange for your help with another.
● Opponents with average influence and interest may be more accessible. Managing to change enough
minds will increase your chances dramatically. Perhaps changing some key features in your project or
redefining your project goals can help some of them change their views.
● No need to spend too much time on less influential opponents with low interest. Keep yourself updated
though, so they don't surprise you.
Neutral Stakeholders
● Most of your attention should go to your neutral Stakeholders. Having them change their allegiance
immediately increases your support. This is why you should take the time to find out why they are
neutral.
● It could be a strategic choice, to get more concessions in exchange for their support.
(continues on next page)
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(continued)
● Some Stakeholders are reluctant to give their preference. Maybe they don't want to antagonize either
you or your opponents, or they feel uncomfortable expressing their views. Analyzing their relationship
with other Stakeholders may give you a way to have them support you and keep their relationship with
your opponents.
● It's also possible that Stakeholders really don't know what to support or oppose; they're not informed
enough to make a decision. Either they haven't given the matter much thought or they think the matter is
too technical/complex. Informing them about the results you want to achieve and how their support can
influence that could swing their support your way.
● They might really not care about your project at all. In this case ask them what they need in order to
pledge their support. It will probably be totally unrelated to your project, but if you really need to
convert this neutral Stakeholder, make an effort to help them out. After all, you’re asking them to make
an effort to help you out.

6. Prepare your negotiation with your Stakeholders
Think of dealing with Stakeholders as a form of negotiation. There is an exchange involved; you get support for
your project in return for something else.
EXPERIENCE SHOWS…
Tips for making deals
● Pay someone for their services;
● Make an equitable exchange;
● Convince your Stakeholders of the importance of your project;
● Tell your Stakeholders what to do – though this option is usually available only to managers.
● A fifth, dubiously regarded, strategy is to seduce your Stakeholders. Not in the romantic sense, but by
appealing to their personality.
Depending on your Stakeholders and your analysis, any combination of these strategies could work. Your
main task is to find out which ones will. A negotiation usually involves an exchange. You need their support
in exchange for something they need. The trick is to find out what that is and what it’s worth to you.
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EXPERIENCE SHOWS…
That a fair exchange is best. Fair deals tend to last longer – if your Stakeholder feels ‘ripped off’ you can’t
be sure he will keep supporting you. And he will tell other Stakeholders about you too. If others see you
make an unfair deal with a Stakeholder, they will take that into account when dealing with you. Your
negotiations just got a lot tougher.

EXPERIENCE SHOWS…
Beware of these pitfalls…
1. Thinking you need to do everything yourself: sometimes it’s better to have someone else do the job. But
don’t run away from your own responsibilities.
2. Thinking you will meet your Stakeholders only once: this is especially true if you’re working on a
project within your company. At one time or other, you’ll be doing a new project and you may run into
the same Stakeholders. If you’ve treated them badly before, it will be hard to get their support now.
3. Thinking your negotiation with others is a ‘zero sum’ game. A ‘zero sum’ game means that your gain is
their loss or the other way around. Sure, you have limited resources, but you should spend time to find
out which possibilities are available to you.
4. Thinking it’s all about content and rational solutions: we all know the term ‘office politics’ and we all
know there is some internal race going on for promotion or influence. When preparing your negotiation
you should consider what this means for you. It doesn’t have to mean you have to participate in office
politics but recognizing office politics may give you some ideas on how to proceed with your
negotiation.
5. There is usually more than one negotiation going on. Any major organization will have different
projects running at the same time. And some Stakeholders will have a role in different projects at the
same time. A Stakeholder could be more interested in another project than in yours. Or it could mean
that helping a Stakeholder with their project leads them to help you with yours.
Take the time to find out what your Stakeholders need and see if you can help them obtain it.
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FREQUENTLY MADE REMARKS
● Negotiating is tricky, what are the basics? Remember the aim of your negotiation is to get or keep
support from your Stakeholders. Think of it as an exchange. Adjusting your project to benefit them and
paying them for their services are the two most common offerings you can make.
● I don’t have anything worth offering in exchange. You often don’t know the value of what you have.
Something that may seem unimportant for you could have a great value for someone else:
▪ information they may need of find useful;
▪ access to other people, that they don’t;
▪ your support for their projects;
▪ help with something that is in your area of expertise, but not theirs…
● I never feel prepared for negotiations. Working through a full Stakeholder analysis helps arm you for
negotiation situations. The knowledge you have gained from your analysis means you have more
‘wriggle room’ in negotiations. If you come across an unexpected opponent you hadn’t identified
earlier, your wriggle room would be a lot smaller, than if you’d identified him at the beginning.

7. Direct or indirect engagement
Usually, direct contact with your Stakeholders is the best way to deal with them. More so if you are dealing with
those Stakeholders whose support you need or really want to keep. Even when you are dealing with a major
project with maybe hundreds of Stakeholders, there will probably be no more than ten to fifteen Stakeholders
you really need.
If you are dealing with hundreds of Stakeholders, then you probably have a major project. Hopefully this
also means you have a communications team in place. If not, then get one as soon as possible. Reaching and
informing this number of Stakeholders is a serious operation. But you have everything in place to do this. You
know your supporters and opponents, how influential and interested they are, and what Issues they have. This
should give your communications team a good basis to communicate with them. But keep the contact with your
important Stakeholders yourself.
Sometimes it’s better if you don’t contact a Stakeholder directly. When your relationship with that
Stakeholder is bad, contacting him will not be effective at all. You should find someone else to make contact,
like a friend or advisor.
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EXAMPLE
The Queen’s Commissioner was working on a major project. He tried to reach a mayor who opposed it. But
each time he called, the mayor was unavailable and wouldn’t return the calls. We made a list of five
supporters who knew the mayor well and asked them to call him. They wouldn’t have to try and convince
him, but they would simply ask him to meet with the Queen’s Commissioner. We assumed that he couldn’t
and wouldn’t ignore them as well. And it worked. We had the meeting with the mayor.

8. Deal with 'The Bully’
A question I get a lot is: how do I deal with ‘The Bully’? I haven’t actually met that many bullies. But for some
primal reason, he is a constant source of anxiety.
There is an old joke about a gorilla.
● Question: Where does a 500-pound gorilla sit?
● Answer: Wherever he wants.
FREQUENTLY MADE REMARKS
● I dread meeting The Bully. How can I come out alive? If you do meet The Bully, it is a decidedly
unpleasant encounter. And if you’re meeting him for the first time when you need something from him,
it will cost you dearly. So the earlier you find out about him, the more prepared you’ll be.

EXAMPLE 1
When working for the Mayor of Amsterdam, I was preparing the safety and security measures for the
Eurotop, the Meeting of European leaders. My view was that if anything went wrong three people would be
in trouble: the Prime Minister, the Secretary of State and the Mayor of Amsterdam. So I expected their three
representatives to work together closely.
Unfortunately, it didn’t turn out that way at all. For five months we found ourselves constantly clashing.
We kept arranging new meetings where the same Issues were argued about over and over. It was taking a
huge amount of effort to deal with all these meetings. But most importantly, we were being distracted from
the important Issues: the safety and security measures. We were basically involved in a clash about who was
boss. And as project manager I felt bullied.
(continues on next page)
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(continued)
What helped me out was to identify the three decision-making forums: The Amsterdam City Council,
the Amsterdam Security Council and a forum between the Under Secretary of State and the Mayor. As
gatekeeper on both Amsterdam forums. And waited to see what would happen in the other meeting. In either
case I had managed to reduce the number of meetings I had to deal with. Interestingly enough, the Under
Secretary didn’t want to discuss all the operational Issues we were having. And this, in effect, meant that my
‘opposite numbers’ couldn’t get their points on the agenda without my help.

If you’re not strong, you have to be smart. And I found that a good, smart Stakeholder analysis helps a lot.
EXAMPLE 2
When I was working on the Mayor of Amsterdam’s Organized Crime Task Force a colleague of mine told
me how they dealt with a crime boss. They were tapping his phone and they heard him tell his wife he would
be doing some business later in the afternoon. Then they followed him to a bar and anonymously called his
wife to tell her that her husband was in the bar. They overheard his wife call him there; she was so angry
with him, he had to go home to make it up to her.
I’m not sure my colleague actually prevented a lot of crimes with this approach, but it showed me that
even bullies have Stakeholders. Finding these Stakeholders and asking them for help, could be an effective
way to deal with The Bully.

EXAMPLE 3
Our board got into a serious crisis. The chairman was sent away and another of our board members was still
in a tough spot. He was a bully. Some felt he should leave; others wanted him to stay. He wanted to stay as
well.
The interim chairman of the board was left to decide his fate. As his chief of staff, I advised him. My
analysis was that the board member in question could only decide to leave, but he couldn’t decide to stay.
The board as a whole was the only group that could decide to let him stay.
Interestingly enough, simply making it clear what choices were available brought the board member in
question down a peg. He had to ask to stay. Adding the fact that the new chairman changed the dynamics, he
never really recovered his position and left within the year.

An interesting conclusion is that ‘The Bully’ can only be one if others allow him to be one.
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EXPERIENCE SHOWS…
Tips for dealing with ‘The Bully’
‘The Bully’ can only be one if others allow him to be one. Changing the dynamics will undermine the
position of a 500-pound gorilla:
● Gain tactical advantage by concentrating on formal aspects of your project;
● Find his Stakeholders and ask them for help;
● Introduce another gorilla;
● Get a lot of smaller monkeys together to deal with the gorilla.

OUTPUT: W��� S����� M� R������ L��� L���?
Preferably, you would have a cheat sheet for each of your Stakeholders. A basic version could look like Figure
17.
Business Manager Latin America
·
·

Project: Oppose
· Issue: Introducing new system will already save costs
Sub-Goal Fire employees and close other locations: Oppose
· Issue: How do we keep expertise from other locations?

·

Sub-Goal Rent and equip new offices in Ireland: Oppose

·

Sub-Goal New Service Level Agreements with divisions: Oppose

·

Sub-Goal Choose one new Call Center System - Ireland: Oppose

·

Sub-Goal Hire and train new employees: Oppose
· Issue: Will you find qualified, multi-lingual staff
· Issue: New location and firing employees will be expensive

Note: 18% of all calls originate from Latin America. Call center deals with 17% of all calls.
Call center employs 97 people. Call center deals with calls on Foods + Beverages +
Cosmetics + Fashion

Figure 17 Stakeholder 'Cheat sheet'

But depending on the number of Stakeholders, you could group them into different categories, which will help
you communicate with them properly. A communications plan can be a good idea.
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APPLICATION: W��� D� I D� W��� T��� O�����?
Working through your Stakeholder analysis helps you deal with your Stakeholders. There will be more options
available to you to deal with your Stakeholder if you do the analysis in the early stages of your project.
The aim is to get and/or keep support for your project from certain Stakeholders. This should be a fair
exchange: their support for something they need. Prepare your negotiation with them, so that you have the best
chance of success.
The engagement strategy is also leading your communication with your Stakeholders. How and when you
communicate with them depends on how you want to deal with them.
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12. Engage your Stakeholders
IS THIS STEP ESSENTIAL OR OPTIONAL?
Essential. This is where the real project starts.

10. Engage Stakeholders

Engaging your Stakeholders should prove a lot easier. You’ve taken the time to prepare. That time investment
will be rewarded with time saved later on.
Don’t forget to revisit your analysis regularly. As a rule of thumb there are several moments when to carry
out a Stakeholder analysis, or when to update the ones you have already done:
● Each time you move into a new project stage. Usually top management approves a project, other managers
are appointed to get the work done. That means there will be new Stakeholders who are important for your
project. And Stakeholders you were working with may no longer be as relevant.
● Every two or three months: there are a lot of changes made within organizations and outside organizations.
People moving onto other jobs and corporate reorganizations are just two examples. Changes like these will
change the way you need to complete your project. So every two to three months update what you’ve done.
Updating an analysis every two or three months may seem like a lot of work. But so is being surprised by
inevitable changes. Consider your analysis as an insurance policy against surprises.
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APPENDIX A: Using Stakeholder Analysis to Prepare your
Project
Any Stakeholder analysis worth its salt should help you decide what to do next in a project. Similarly when
preparing your project – before goals are set and activity commences – stakeholder analysis can help you
evaluate possible solutions for problems.
Although doing a preparatory Stakeholder analysis won’t obviate the need for a full Stakeholder analysis, it
will make it easier to do, as it kick-starts the process of thinking about Stakeholders and their interests.
In an ideal world there are four steps in a preparatory Stakeholder analysis:
1. Identify the problems
2. Select which problems you want to solve (there are always more problems than you can solve)
3. Identify appropriate solutions (listing the criteria you need to take into account when considering solutions)
4. Compare the costs of the solutions with the costs of the problems.
Using this process means:
● You’ll know whose problems you are solving, so you’ll have an idea of the level of support;
● By selecting just a specific number of problems to solve, you define the scope of your project. Any changes
brought about by the project, should help solve those problems;
● After defining the problems you want to solve, it’s easier to choose fitting, effective solutions. It also makes
it possible to calculate your business case accurately.
● Because you’ve asked your Stakeholders how they would solve the problems, you’ll probably get the
support of those whose suggestions you took.
● A lot of Stakeholders will give you conditions. So if you manage to find a solution that takes these into
account, you’ve gained support.
● Because you have a specific scope and a good idea of appropriate solutions, a business case should be easier
to build, as should the project plan and the budget.
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Doing a preparatory Stakeholder analysis can also help you assuage management concerns, because you can
prove which solutions are more (cost) effective and which have most support. The project may not be moving
towards the solution a manager had intended, but you can confidently say it will be a better one. Instead of
telling someone that you won’t be doing what he or she wanted, you’re doing something better.

EXPERIENCE SHOWS…
Problems – Solutions – Projects. In reality, projects are hardly ever born this way. In my experience most
projects start with a solution rather than an explicitly stated problem. For example a typical project
germinates like this: someone in management, thinking about ways to reduce costs, says, “Right let’s
centralize our call centers”. So already there is an unevaluated solution in place and someone whose interest
lies in seeing that solution implemented. While this isn’t always a bad thing, it does muddy that waters; it
reverses the usual process of identifying problems and finding appropriate solutions. Bear this in mind when
doing a preparatory stakeholder analysis.
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APPENDIX B: Step-by-Step Example of A Stakeholder
Analysis
I had lunch with an old colleague, Jane. She told me about this great project she had just been given: centralizing
the call centers for Bariton, a multinational corporate that sells foods, beverages, fashion and cosmetics. It has
locations in East USA, West USA, the UK, Latin-America, Russia, Asia and India.
CEO
CFO

Business
Manager UK

Business
Manager East
USA

Business
Manager West
USA

Business
Manager Russia
+ Europe

Business
Manager Asia +
Australia

Business
Manager India

Division Manager
Foods

Division Manager
Beverages

Division Manager
Fashion

Division Manager
Cosmetics

Most of the locations had a call center but Jane had been asked to centralize them in order to cut costs. She
was very happy about the project. She asked her team to work on project stages and a give a work breakdown. I

65

Stakeholder Analysis Expert – A Practical Guide to Project Buy-In

asked her what kind of resistance she was expecting. Naturally, centralizing the call centers would probably
mean that some call center employees would lose their jobs.
“What about the business managers?” I asked, “won’t they be unhappy about seeing their part of the
company being reduced.” Jane blinked. “Yeah…” I suggested it might be a good idea to do a Stakeholder
analysis first and then see how to manage the project.
Jane was hesitant, worried that it would take too much time. I convinced her to take a couple of hours, just to
see what the analysis would yield. If she didn’t think it would help, then she could move on with her project
without any significant time loss.
Two days later, I met Jane and her team. I took them through the Stakeholder analysis steps. Some people
were rolling their eyes –I could see that they thought this session was a colossal waste of time. I decided to start
by making a list of Stakeholders.
1. The List
The team was unimpressed. They listed those Stakeholders that would be affected by the project: mainly the
business managers and the employees. They added the CEO and the HR manager (since it was formally his
project).
Then I suggested we take a quick look at the worries these Stakeholders might have. I called it a first
preparatory Analysis (see Appendix A). We started with four simple Issues. Obviously there were more Issues,
but at this point we only wanted a quick review.
Centralise Call Centers - Issues
Worried about jobs

Worried about power

Department Manager HR

Business Manager West USA

Call Center Employees Latin
America
Call Center Employees East USA

Business Manager Latin America

Call Center Employees India
Call Center Employees Ireland

Worried about service / quality
CEO

Business Manager India
Business Manager Europe+Russia
Business Manager East USA

Worried about costs
Department Manager HR
CEO
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After this first overview, Jane and her team realized that the Division Managers would probably be worried
about quality and service too; most of the Issues relate to products. That meant adding these folks to the list of
Stakeholders and grouping them with certain Issues.
Centralise Call Centers - Issues 2
Worried about jobs

Worried about power

Department Manager HR

Business Manager West USA

Call Center Employees Latin
America
Call Center Employees East USA

Business Manager Latin America

Call Center Employees India
Call Center Employees Ireland

Worried about service / quality

Business Manager India
Business Manager Europe+Russia
Business Manager East USA

Worried about costs

CEO

Department Manager HR

Division Manager Fashion

CEO

Division Manager Beverages
Division Manager Foods
Division Manager Cosmetics

So in less than thirty minutes we had a longer list of Stakeholders and their worries. Hardly rocket science,
but already one of the team members admitted it had really helped make it clear what they would be dealing
with.
Based on the worries we had identified, we made a list of project sub-goals that would affect the
Stakeholders. Interestingly enough, only a few of these project sub-goals looked anything like the goals the team
had set out for the project. That’s because their goals showed the activities that had to be done rather than the
goals that would affect the Stakeholders.
2. Identify Project Sub-Goals
Breaking down Jane’s project was hard to do, because the team had trouble distinguishing between the project
milestones and project sub-goals that Stakeholders could oppose or support. Also, they discovered they didn’t
even know why the call center was being centralized in Ireland, or who had made that decision. They now
realized their Stakeholders might have objections to the entire proposal. Finally they settled on these project subgoals:
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Sub-Goals
Fire employees and close other locations
Rent and equip new offices in Ireland
New Service Level Agreements with divisions
Choose one new Call Center Sytem - Ireland
Hire and train new employees

It was now possible to score the different Stakeholders on each project goal. So it was possible for say, the
UK Business Manager to support one project goal and oppose another.
3. Identify Supporters, Opponents and Neutrals
To start with, Jane and her made a considered estimate of how Stakeholders would score in terms of support and
opposition. She decided that consulting them now would mean having to deal with all sorts of Issues
immediately, so she opted to estimate instead.
How could they knew how the Stakeholders would score if they didn’t talk to them? Well they could
reasonably assume that the business managers whose call center would disappear would probably oppose the
project. That wouldn’t be an odd assumption, would it?
The outcome based on scores for each project sub-goal, was that half of the Stakeholders supported the
project and half didn’t. No one in the team had expected this at all. But they knew that some people carried more
weight than others, so they took the next step.
4. Add Influence and Interest
Jane and her team quickly realized that adding influence was highly subjective, i.e. it was how strong the team
decided each Stakeholder’s influence to be. For some Stakeholders they couldn’t find a consensus at all. So Jane
decided they needed more facts about the call centers: four elements would determine a Stakeholders’ influence
and interest:
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1. The number of calls originating from a particular location. For example: 13% of all calls originate from East
USA.
2. The number of employees in a call center in a location. For example: 78/362 employees work in the East
USA call center and 123/362 in the Indian call center.
3. The number of calls a particular location handles: For example: the East USA call center deals with 35% of
all calls and the Latin American call center takes 17% of all calls.
4. Which departments these call centers handle. For example: the Latin American call center takes calls on
Foods + Beverages + Cosmetics + Fashion, but the Indian call center mainly deals with Fashion +
Cosmetics.
Jane added these facts to her Stakeholder document, so that she would always have them in her mind. Based on
these numbers, Jane and her team entered more specific scores on each Stakeholder’s influence and interest. An
example:
Business Manager Asia+
Australia
Choose one new Call Center
Sytem - Ireland
Fire employees and close
other locations
Hire and train new
employees
New Service Level
Agreements with divisions
Rent and equip new offices
in Ireland

Influence is shown on the left in yellow and interest in blue. In this particular example, the business manager
for Asia + Australia has influence on decisions concerning the systems choice and the new service level
agreements, but hardly any with the other sub-goals. He’s interested in the new service level agreements, but
hardly interested in the rest. This is because there is no call center in this location.
The right side of the image shows if the Stakeholder is a supporter, an opponent or neutral. In this case, the
business manager opposes the new call center system and the firing of employees. But supports the hiring and
training of new employees and the new call center location in Ireland. And he’s slightly opposed to the new
service level agreements.
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The team seemed happy with this overview. For one, they all knew who the important people were and
they’d weeded out the differences between them.
So now Jane had interesting results and an overview of her Stakeholders. This would make the team more
focused. Jane also knew which project sub-goals were in trouble. The team wanted to get straight to work but I
suggested they test their assumptions by actually doing a consultation. Cue more grumbling, but they knew I was
right.
Amazingly, Jane managed to speak to every Stakeholder within nine days. She then invited me to continue
the analysis. We adjusted the initial Stakeholder analysis with the new information from the consultation. Jane’s
surprise was that the Irish system seemed to have insufficient support. The team had taken its acceptance for
granted, but it looked like the Stakeholders were in fact challenging it. “If we hadn’t done the analysis, we would
only have found out about the opposition to the system much later” one of the previously cynical team members
whispered to a colleague.
Jane and her team agreed that next it would be a good to deal with the Issues mentioned by the Stakeholders.
5. Identify Issues
Based on the consultation, Jane grouped the comments she’d heard about the project. Not only did she want to
know how many people mentioned an Issue, but she also wanted to know how much weight an Issue had.
To begin with Jane found two Issues that dealt with the project as a whole.
Centralise Call Centers
Not convinced by Business Case

Introducing new system will
already save costs

Division Manager Beverages
Business Manager West USA

Business Manager UK

Division Manager Foods

Business Manager Asia+Australia

Business Manager Asia+Australia

Business Manager India

Business Manager India

Business Manager Latin America

Apparently, the Stakeholders were not convinced by the financials of the call center centralization. Her team
said “Of course they would say that! They don’t want to lose their call centers!” But they knew it was in Issue
they would have to deal with regardless.
For each project sub-goal, Jane then listed the Issues mentioned by Stakeholders.
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Fire employees and close other locations
How do we keep expertise from
other locations?

Help me relocate so I can keep my job
Call Center Employees East USA

Call Center Employees Ireland
Department Manager HR
Division Manager Beverages
Division Manager Foods
Business Manager India
Business Manager East USA
Business Manager Latin America

This list also shows supporters and opponents. When even supporters have concerns, it’s probably a serious
Issue. And the Issue written in bold is the one that most Stakeholders have mentioned.
Hire and train new employees
Will you find qualified, multilingual staff

New location and firing employees will
be expensive

Business Manager UK

Division Manager Beverages

Division Manager Fashion

Division Manager Foods

Division Manager Foods

Business Manager Asia +
Australia

Call Center Employees Latin
America
Call Center Employees India

Business Manager India
Business Manager Latin America

Business Manager India
Business Manager Latin America

The list of comments by the Stakeholders was longer than the team had expected. Some of the Stakeholders
raised fundamental questions about the project: was a virtual solution possible, would they be able to find the
staff required? And surprisingly, the Irish call center employees didn’t like their own system! Jane also
wondered how the initial business case had been made.
The team was of two minds now. On the one hand, they were relieved to find all these questions within one
week of starting the Stakeholder analysis. Had they not done the exercise, some of these Issues would have
appeared much later, and it would be a lot harder to deal with them. On the other hand, some team members
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were worried that they would now be unable to deliver the required cost reduction. Jane decided to postpone
things a little longer. By now she knew who her main supporters and opponents were, which part of the project
was in trouble and which Issues she had to deal with. Now was the time to isolate decision-makers to see how
she could best deal with them.
6. Identify Decision-Makers
Jane wanted to see what would happen if certain meetings took place. She wasn’t sure they ever would, but she
wanted to get an idea about what would happen. She listed three meetings:
Division Manager Beverages
Call Center Employees Ireland

Business Manager Europe+
Russia

Division Manager Cosmetics

Business Manager UK

Division Manager Fashion

Business Manager West USA
Division Manager Cosmetics

Division Manager Foods
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Business Manager Asia +
Australia

Division Manager Beverages

Call Center Employees Latin
America

Business Manager India

CEO

Call Center Employees India

Business Manager Latin America

Division Manager Fashion

Call Center Employees East USA

Business Manager East USA

Division Manager Foods

Division Managers + Employees

Business Management

Product Management

insufficient

insufficient

insufficient

undecided

undecided

undecided

sufficient

sufficient

sufficient
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Her biggest surprise was to see that in a management meeting, her project would not have enough support.
Checking through her analysis, she realized she needed to address two main Issues: the business case and how to
deal with the question about a virtual call center.
In the meeting between managers and employees, she would need to deal with the question about the virtual
call center, but also with the US employees' Issue of relocating to keep their jobs. She didn’t expect a lot of
employees to make use of the option but she wanted an answer anyway.
7. Develop Engagement Strategy
Based on her Stakeholder analysis, Jane knew that her main opposition came from three Business Managers and
her main support from the CEO and the HR Manager. The Division Manager, Foods was an influential neutral
that she had to get into her camp.
The three Business Managers had to be convinced about the Business Case and the virtual offices
alternative. If necessary she could get the CEO to put pressure them to cooperate. It was good to have this
option. The Division Manager, Foods would definitely be the first to deal with. Here she would also need the
Business Case and the virtual alternative to gather support.
To summarize her engagement strategy, Jane would:
1. Review the business case;
2. Make a business case for virtual offices – taking into account the availability of qualified, multi-lingual staff;
3. Engage the Division Manager Foods first.
4. Engage the Business Managers East USA, Latin America and India. That might mean visiting them in
person.
Jane was really happy she’d taken the time to do the Stakeholder analysis. She confessed that she hadn’t thought
it would tell her anything she didn’t already know. She also told me some of her team members were impressed
by what the Stakeholder analysis showed them. And it only took them a little over a week to do!
Jane would now have to redefine her project objectives but two things would work in her favor:
1. Taking the time to redo the business case for the project and for a virtual call center, would earn her some
credit from the business managers and their employees.
2. There would still be Stakeholder surprises (there are always surprises), but Jane was confident the new
project would have a better chance of success now.
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I wasn’t involved in the next steps: ‘Adjusting project goals’ and ‘Engaging Stakeholders’, but Jane told me later
the project had turned out to be a success. She said her team couldn’t stop talking about how happy they were
that they’d taken the time to do a Stakeholder analysis at the beginning. They’d applied the method again once
or twice during the project, just to make sure everything was going as planned. And with a few unexpected
management changes along the way, it was a good job they did.
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Terminology
D
Decision-maker: Any Stakeholder who can formally make decisions concerning your project. Your sponsor, but
also others who need to formally release resources for your project.

E
Engagement strategy: A strategy for dealing with your Stakeholders or groups of Stakeholders in order to gain
support for your project: what you need to do in order to gain or keep support, the way you want to
communicate or negotiate with them and who will contact them.
External Stakeholder: Any Stakeholder outside your organization, like customers or competitors.

I
Influence: The measure how much a Stakeholder can affect your project (influence and power can both be
used).
Interest: The measure how much a Stakeholder is interested in your project or how important he feels your
project is.
Internal Stakeholder: A Stakeholder within your organization. It can be a Stakeholder from another department
or unit.
Issue: Any remark, comment, suggestion or alternative a Stakeholder has for your project. Or reasons why a
Stakeholder supports or opposes your project.
Issues Matrix: An overview grouping Stakeholders and Issues together.

K
Key Stakeholder: There is no stable definition for a key Stakeholder. It usually means they have a high
influence and you need them to achieve your goal, and is probably a decision-maker, but it doesn’t say anything
about their level of interest.

N
Neutral Stakeholder: A Stakeholder who has no opinion (yet) on your project, or who hasn’t give his opinion
yet.
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O
Opponent: A Stakeholder who opposes your project and/or the goals of your project.

P
Power/Interest matrix: A Stakeholder analysis method used in assessing stakeholders’ power and interest in
your project and how to deal with them.
Power: The measure how much a Stakeholder can affect your project (influence and power can both be used).
Primary Stakeholder: There is no stable definition for a primary stakeholder. The consensus on is that they are
directly affected by your project. So they definitely have a high level of interest in it. But it doesn't say anything
about their level of influence.
Project stage: Most projects pass through different stages or several milestones in order to be completed. It’s
what keeps projects manageable. Every time you achieve one project goal and move onto the next can be called
a project stage.
Project Sub-Goals: Every project has a goal, it aims to achieve something. However, there could be several
goals a project wants to achieve. Each separate goal is a project sub-goal. A project sub-goal also allows you to
indicate if a stakeholder supports or opposes a sub-goal. That is why a sub-goal is not necessarily a project
milestone or project stage.

S
Secondary Stakeholder: There is no stable definition for a secondary stakeholder. The most commonly used
definition is that they are not directly affected, but do have an interest in your project. But how this translates to
influence and interest is not so well defined.
Stakeholder analysis: A method to break down your Stakeholders into manageable groups.
Stakeholder arena: A recognizable subset of Stakeholders in your Stakeholder landscape who can meet on a
regular basis to do their work. In large and complex projects most Stakeholders won’t belong to the same arena.
Using arenas allows you to group relevant Stakeholders together.
Stakeholder landscape: The collection of Stakeholders for your project.
Stakeholder: All projects affect the work of others. Everyone it affects, but also everyone who has an interest in
the project, is your Stakeholder.
StakeholderPro: An online assistant for Stakeholder analysis (www.stakeholderpro.com)
Supporter: A Stakeholder who supports your project and/or the goals of your project.
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