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The Web of Influence

01

Shift from Spreadsheets to People

Projects are not just numbers; they are about 

people. Stakeholders hold the keys to success, risk, 

and power. Managing them is like navigating a 

complex web of human interactions, where politics 

and influence play crucial roles.
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Stakeholder Management as Human Navigation

Stakeholder management is not a bureaucratic task 

but a strategic art. It involves understanding and 

influencing human dynamics. This is where the real 

project environment comes alive, and where 

politics truly begin.
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The Human Truth



Who Are Stakeholders

Definition of 
Stakeholders

Stakeholders are individuals or 

groups whose interests are 

affected by the project, or who 

can influence its outcome. This 

includes sponsors, clients, 

users, regulators, suppliers, and 
even local communities.

Breadth of Stakeholders
Stakeholders can have positive or negative impacts on the project. 
They can be directly involved or indirectly affected. Identifying them 

early is crucial to understanding the project's full scope.

Strategic Importance
Recognizing stakeholders is the first step in strategic planning. Their 
influence can shape the project's direction, and their support or 

opposition can determine its success or failure.



Why Ignoring Fails

Consequences of Neglect

Ignoring stakeholders can lead to
severe consequences. Unhappy
users may reject the product,
powerful executives might
withdraw funding, and communities
could block construction. Managing
stakeholders is essential for
maintaining a supportive project
environment.



Continuous Discovery

01

02

Ongoing 

Identification

Identifying stakeholders 

is a continuous process. 

Review the project 

charter, interview the 

team, and ask existing 

stakeholders who else 

should be involved. This 

ensures no one is 

overlooked.

Detecting Potential Opponents

Unknown stakeholders can become surprise opponents with 

significant leverage. Continuous discovery helps identify them 

early, allowing proactive engagement and reducing the risk of 

last-minute resistance.

Strategic Importance of Identification

Early identification is crucial for strategic planning. Knowing 

who holds power and influence allows project managers to 

allocate resources effectively and manage risks proactively.
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Identify & Analyze



Living Register

Stakeholder Register

The Stakeholder Register is a living 

document that captures every 

identified stakeholder. It includes 

their name, role, interest, and key 

expectations. Keeping it updated is 

essential for accurate analysis and 
decision-making.

Single Source of Truth

The register serves as the single 

source of truth for all stakeholder 

information. It feeds into downstream 

analysis, communication plans, and 

risk management, ensuring 

consistency and reliability.



Power Interest Grid
Introduction to the 
Grid

The Power/Interest Grid 
is a tool for analyzing 
stakeholders. It measures 
their power to influence 
the project and their 
interest in the outcome. 
This helps prioritize 
efforts and allocate 
resources effectively.

Power Dimension

Power refers to a 
stakeholder's ability to 
change the project's 
trajectory. High-power 
stakeholders can 
significantly impact the 
project's success or 
failure, making them 
critical to manage 
closely.

Interest Dimension

Interest gauges how 
much a stakeholder cares 
about the project's 
outcome. High-interest 
stakeholders are deeply 
invested and require 
more attention to ensure 
their needs are met.

Strategic Focus

The grid helps identify 
which stakeholders to 
focus on. High-power, 
high-interest 
stakeholders need close 
management, while low-
power, low-interest 
stakeholders require 
minimal attention.



Four Engagement Zones

Actionable Quadrants

The Power/Interest Grid divides stakeholders 
into four zones: 
High-Power High-Interest (Manage Closely), 
High-Power Low-Interest (Keep Satisfied), 
Low-Power High-Interest (Keep Informed), 
and Low-Power Low-Interest (Monitor). 
Each zone requires a different engagement 
strategy.



Salience Deep Dive

Enhanced Analysis with Salience
The Salience Model adds two dimensions to stakeholder analysis: Legitimacy and 
Urgency. Legitimacy assesses the validity of a stakeholder's claim, while Urgency 
measures the immediacy of their needs.

Definitive Stakeholders
Stakeholders with high Power, Legitimacy, and Urgency are considered definitive. They 
are the true key players and require the highest priority in engagement and 
management.

Resource Allocation
The Salience Model helps refine resource allocation by identifying which stakeholders 
need immediate attention and which can be managed with less intensity, ensuring 
efficient use of project resources.



Sentiment Gap

01
Current vs. Desired Sentiment
Mapping stakeholders' current sentiment (Unaware, Resistant, Neutral, 
Supportive) against the desired state reveals gaps. Closing these gaps is crucial 
for aligning stakeholders with project goals.

02
Strategic Engagement
The sentiment gap defines the engagement strategy. It turns soft people issues 
into measurable tasks, ensuring that efforts are focused on moving stakeholders 
from resistance to support.



Strategic Engagement Plan

From Analysis to Action

The engagement plan transforms stakeholder 
analysis into actionable strategies. It outlines 
how to shift each key stakeholder from their 
current stance to the desired state.

Components of the Plan

The plan includes clear objectives, specific 
tactics, responsible owners, and timelines. It 
treats stakeholder engagement like a military 
campaign, focusing on achieving support as a 
victory condition.

Strategic Focus

The plan prioritizes high-impact stakeholders, 
ensuring that efforts are concentrated on 
those who can significantly influence the 
project's success or failure.

Measurable Objectives

Engagement objectives are measurable and 
tied to project milestones. This allows for 
tracking progress and making adjustments as 
needed to maintain alignment.
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Engage & Plan



Communication Link

Engagement vs. Communication

Engagement is strategic, defining why and how to move stakeholders. 
Communication is tactical, specifying what and when to communicate. The 
engagement plan drives the communication calendar, ensuring alignment.



Tailored Messaging

Avoid Generic 

Communication

Tailored messaging is 

crucial. Generic 

messages can lead to 

misunderstandings and 

erode credibility. Each 

stakeholder group 

requires content that 

matches their needs 

and preferences.

Matching Content 

to Audience

CEOs need high-level 

summaries of financial 

impact, while technical 

leads require detailed 

performance data. 

Communities benefit 

from plain-language 

explanations of 

benefits. Tailoring 

ensures relevance.

Impact of Wrong 

Messages

Sending the wrong 

information can be 

worse than sending 

none at all. It can lead 

to confusion, 

resistance, and loss of 

trust. Tailored 

messages build 

credibility and support.



Daily Engagement Work

Living Reality of Engagement

Stakeholder engagement is an ongoing process involving daily interactions, 
negotiations, and conflict resolution. It requires active listening, empathy, and swift 
issue resolution to maintain support.

Soft-Skill Intensity

This phase demands strong soft skills. It involves managing human emotions, resetting 
expectations, and ensuring that stakeholders remain supportive despite challenges.
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Execute & Monitor



Embrace Conflict

Reframing Conflict

Conflict is a sign of stakeholder passion and should be embraced. The goal is to resolve 
conflicts productively, not to eliminate them entirely.

Focus on Project Goals

During conflicts, stay objective and focus on 
shared project goals. This helps prevent personal 
disputes from derailing the project and ensures a 
productive outcome.

Neutral Facilitation

Project managers should act as neutral 
facilitators, mediating between opposing parties 
and turning conflicts into opportunities for 
innovation and improvement.



Pulse Checks

Periodic Reassessment

Regularly reassess stakeholder sentiment 
and priorities. People and situations 
change, and missed shifts can lead to 
last-minute surprises. Use surveys, 
informal chats, and feedback to update 
engagement strategies.



Cost of Silence

Lesson from Silence

Silence from stakeholders is 
not a sign of approval but a 
potential risk. A quiet 
stakeholder may surface 
objections at a critical 
moment, causing 
significant delays.

Proactive Outreach

Proactively engage 
stakeholders to understand 
their concerns. Create safe 
spaces for dissent and 
ensure that all voices are 
heard to prevent costly 
late-stage surprises.

Ensuring Alignment

Regular communication and 
feedback loops help ensure 
that stakeholders remain 
aligned with project goals, 
reducing the risk of 
resistance and improving 
overall project success.



Bridge Not Wall

PM as Translator

The project manager's role is to 
bridge the gap between technical 
and business worlds. Convert 
technical jargon into value stories 
and corporate strategy into 
actionable tasks.

Building Credibility

Credibility is built on connectivity. Avoid 
becoming a barrier between stakeholders. 
Instead, facilitate communication and 
collaboration to accelerate decision-making 
and gain buy-in.



Next Phase Readiness

Securing the 

Human Environment

With stakeholder 

expectations aligned 

and resistance 

addressed, the project 

is ready to move 

forward. The human 

environment is secured, 

ensuring smooth 

execution.

Transition to 

Execution

The focus now shifts to 

executing the plan. This 

involves directing and 

managing project work, 

leading the team, and 

producing deliverables 

with stakeholder 

support.

Leadership and 

Deliverables

The next phase 

emphasizes team 

leadership and 

deliverable production. 

Ensuring stakeholder 

support allows the team 

to focus on execution 

and deliver high-quality 

results.

Continuous 

Improvement

Maintain stakeholder 

engagement 

throughout the project 

lifecycle. Continuous 

improvement and 

adaptation ensure that 

the project remains 

aligned with 

stakeholder needs and 

expectations.
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