Bridges Consulting Inc. © 2016

Table of Contents
INTRODUCTION ................................................................................................................................................................... 2
ABOUT THIS EBOOK ............................................................................................................................................................. 3
HOW TO JUDGE PROJECT SUCCESS .......................................................................................................................................... 3
THE DEFINITION OF A STAKEHOLDER........................................................................................................................................ 4
DIFFERENT TYPES OF STAKEHOLDERS ....................................................................................................................................... 5
THE STAKEHOLDER MANAGEMENT MODEL............................................................................................................................... 7
STEP 1: IDENTIFY “ALL” THE STAKEHOLDERS ............................................................................................................................ 7
STEP 2: PERFORM STAKEHOLDER ANALYSIS .............................................................................................................................. 9
STEP 2.1 STAKEHOLDER ANALYSIS: THE GOOD, THE BAD AND THE UGLY .......................................................................................13
STEP 2.1.1 IDENTIFY THE “GOOD” STAKEHOLDER.....................................................................................................................13
STEP 2.1.2 IDENTIFY THE “BAD” STAKEHOLDER .......................................................................................................................13
STEP 2.1.3 IDENTIFY THE “UGLY” STAKEHOLDER ......................................................................................................................14
STEP 3: PERFORM STAKEHOLDER ENGAGEMENT .......................................................................................................................14
STEP 4: DEFINE STAKEHOLDER INFORMATION FLOW .................................................................................................................15
STEP 4.1 IDENTIFY STAKEHOLDER-SPECIFIC KEY PERFORMANCE INDICATORS (KPI). ..........................................................................16
STEP 4.2 IDENTIFY COMMUNICATION PROTOCOLS .....................................................................................................................16
STEP 5: ABIDE BY THE STAKEHOLDER AGREEMENT ....................................................................................................................17
STEP 6: STAKEHOLDER DEBRIEFING ........................................................................................................................................18
SUMMARY AND CONCLUSION ...............................................................................................................................................19
ABOUT THE AUTHOR ...........................................................................................................................................................20
SPECIAL OFFER ...................................................................................................................................................................20
REFERENCES ......................................................................................................................................................................20

INTRODUCTION
At the time of this writing, I realize that stakeholder management is more of an art than a science. The concept of
stakeholder management can be combined with Human Resource Management and team building. Anyone working on
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a project wants to see their project succeed, so we believe one of the keys to project success is to have and implement a
good stakeholder management process. Stakeholder Management is a very popular topic today and is a subject of
heated (intense/impassioned) discussions in the project management community. In order to ensure the success of the
project, all stakeholders must be considered. We will explore the concept of stakeholder management, address some
key issues and recommend practical activities for dealing with stakeholders on any given project.

ABOUT THIS EBOOK
This eBook consists of the following topics:


Overview of Stakeholder Management/What are the stakeholders/ How to identify them



How to judge project success.



How to identify your stakeholders



Knowing what’s in it for each stakeholder – “Who has the power to kill your project?”



Stakeholder Management – The Good, the Bad and the Ugly



Overview of Stakeholder Management Process



Outline of a Stakeholder Management Process: Six Steps to Successful Stakeholder Management

We will use a well formed process for stakeholder management. The six steps of the process are discussed in this
book. To broaden our scope of stakeholder management, we will introduce four types of stakeholders which we called
the stakeholder personas.
To be studied are four stakeholder personas and we will elaborate on them in relationship to the stakeholder
management and stakeholder identification process. The personas will represent a sample of the wide range of
stakeholders a project manager might encounter on their projects.

HOW TO JUDGE PROJECT SUCCESS
The project management body of knowledge (PMBOK) describes several ways to judge a project’s success. How
do you define project success? Project success can be judged by keeping the variances of the competing demands: time,
cost, scope, resources, risk and quality at an acceptable level. What this means is that in the planning phase of the
project the time or schedule, the estimated cost of the project, the agreed scope, the amount of resources needed, the
identification of risk and the acceptable level of quality are agreed and approved by the sponsor and key stakeholders. If
a project is to be successful, the project manager will have to maintain these agreed upon levels. The plans for these
competing demands are determined up front, they are documented in the project plan and before the execution of the
project they are set as a baseline. This baseline becomes the point at which we measure variances on the project
performance. What it means to keep these balanced is that a measurement change in any of these six demands can
impact the outcome of the others. For instance, if the sponsor wants to increase the scope of the solution, it could
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impact the cost, the time, the resources, or the risk of the solution. Keeping the triple constraints balanced will lead to
internal project success, but the goal must be to build a product or service that will add value to our stakeholders.
Keeping this thought in mind, we have to take into consideration stakeholder satisfaction. Stakeholder satisfaction is
what the stakeholders expect to get from the project. The result is that they agree that the project results add value.
It may not matter that the solution does what was intended, if it does not add value. If the customer is not
happy with the solution then the other factors of time, cost, scope and risk will not matter. To have project management
success, we must properly manage the internal stakeholders. Project success requires accurate management of the
external stakeholders and the internal stakeholders, which includes the project customers.

THE DEFINITION OF A STAKEHOLDER
Taking a closer look at the definition of stakeholder, let’s consider the definition for a stakeholder from the
fourth edition of the PMBOK ® Guide:

“A person or organization (e.g., customer, sponsor, performing organization, or the public) that is actively involved in the
project, or whose interests may be positively or negatively affected by execution or completion of the project. A
stakeholder may also exert influence over the project and its deliverables.”
Also consider another definition of a stakeholder given by Dr. Harold Kerzner: (Kerzner, 2011)
“Stakeholders are individuals or groups that may have a direct or indirect interest in the project and can be
affected by the deliverables or ultimate value. Stakeholder management is the process of managing the expectations of
the stakeholders without sacrificing your company’s mission or vision.”
Bear in mind, from the classical definition of a project, “a project is a one time, unique set of tasks used to create
a deliverable for a customer.” A much narrower definition of a stakeholder, in relationship to a project, is “a customer
who is the recipient of the deliverable of the project.”

Hence, we must expand our definition of a stakeholder to include the sponsor and all the members of the
project team. Our definition of a stakeholders is further expanded to include anyone who is materially impacted by the
effects, results and outcomes of the project.
Why is it important to expand the definition of a stakeholder? By defining, understanding and managing all
stakeholders we can mitigate the risk of the chances of a project failure. Our main focus for project success will be to
provide all the relevant stakeholders, which include the key stakeholders. The project must deliver the solution they can
live with and the solution they believe will best solve the initial problem and meet their business need.
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As a project manager, you strive to develop a high performance team who will support you in your efforts. Take
as much time necessary in selecting the team members, developing, managing, coordinating, and monitoring all the
members of your team, keeping in mind that you have to manage the supportive members, as well as the problematic
ones. Additionally, all stakeholders need to be identified as to whether they are observers or active stakeholders. By
getting all stakeholders involved, knowing who they are and communicating with them on a regular basis, we increase
our potential for a successful project. By communicating with our stakeholders on a regular basis; keeping them
informed of what is going on, you let them know of the progress, the challenges and the failures along the way. Each
stakeholder during the course of the solution development can provide feedback to help keep the team focused and
notify the team of concerns that need to be addressed.

It can be said that not all stakeholders are created equal or will react and operate the same. Some stakeholders
may be very supportive of the project - a “supportive stakeholder” who is on board with the plans and have confidence
in the team and the direction the team is taking. A supportive stakeholder will help sell the solution and project to
others within the organization: he/she is a champion for the team. These are the ones we must communicate with on a
regular basis.

DIFFERENT TYPES OF STAKEHOLDERS
Some stakeholders are silent - but still have the power to cancel the project. The “silent stakeholder” is one that
sits on the sideline and never expresses their wants, needs or concerns. You cannot satisfy this stakeholder because they
never express their concerns in any forum. We will not have an opportunity to engage the silent stakeholders as much as
others during the life of the project. Some stakeholders may be outright antagonistic to the project! The antagonism
may come because they don’t agree with the proposed solution or they don’t agree with the approach. Maybe they
think they have a better way or that the way the team is going is wrong! The “antagonistic stakeholder” needs to be
addressed. The BA should find out their concerns, document their concerns and look for ways to get them on board with
the solution and the approach. The Project Manager will still need to work with this type of stakeholder to try to win
them over. Last, but certainly not least, some stakeholders may be invisible. Since they are invisible, one is likely to
ignore them. Consequently, it can be very dangerous to the outcome of the project to ignore the “invisible
stakeholder”. Invisible stakeholders are those that we do not know about during important phases of the project. They
are invisible also because we have not identified them and included them in the stakeholder analysis. This may be one
person or a team of people. They could be a department or group in another town, city, state or country. By identifying
and defining all stakeholders, the project manager reduces the chances of being blind-sided. In the next section of this
book, we will list the different types of stakeholders that will be involved in our solution development.
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A stakeholder management system framework can be used to assist in providing the best practices in managing
stakeholders: The Good, The Bad and the Border lined. Once we have a clear definition of what a stakeholder is and
have a roadmap to plan for stakeholder management, we can then start the first step in the process, which is to identify
our stakeholders.

Figure 1 – Stakeholder Management System
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THE STAKEHOLDER MANAGEMENT MODEL
This model forms the basis of our discussion in this series and helps us to derive our hypothesis. The
stakeholder management process can be considered to be an end-to-end process, but we need to keep in consideration
that it is also an iterative process. What I hear too often from business analyst and project managers is that we know
our stakeholders; therefore, any thought of additional work is rejected or down played. Not that this is a surprise,
because most of us learn the basics and then ignore them in practice. Our goal in this book is to show how stakeholder
management can be implemented painstakingly and convince you of the benefits of using this approach. If we manage
our stakeholders correctly we can improve the project’s chances of success, and if we fail to manage our stakeholder our
project may fail.

STEP 1: IDENTIFY “ALL” THE STAKEHOLDERS
There are many ways to identify our stakeholders on the project. We are going to explore some of the
techniques for identifying your stakeholder. Stakeholder identification should be a team effort. The team assigned to
this effort should explore every possible stakeholder for the effort and work being done. The fourth edition of the
Project Management Body of Knowledge (PMBOK® Guide) describes the typical stakeholders that are potentially
involved during the life of the project.
“Identifying stakeholders is the process of identifying all people or organizations impacted by the project, and document
relevant information regarding their interests, involvement, and impact on project success” (PMI, 4th Edition)
Typical stakeholders you can expect to find on a project are listed below. Each stakeholder has roles and
responsibilities that must be defined and understood by the Business Analyst and others on the project team. As the
project progressed through the various development lifecycles the number and types of stakeholders will vary. The
changing stakeholders and their involvement should be considered while developing the stakeholder identification list.
We give you a few as listed below. Please add others to this list that may be relevant to your industry or the project with
which you are involved.


Project team members



Program Manager



Portfolio Manager

 Project Management Office
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Operations Management



Functional Manager



Customer/Users



Sellers/Business Partners



Project Management Team



Project Manager



Vendors



Sponsors



Government Agencies



Family/Friend



Other Project Management team member

The above list is a starting point for proper identification of stakeholders. As you proceed with a project, the list
will become more tailored to fit the actual project. Instead of having a list of the roles of the stakeholders, you will have
the names of each stakeholder and the role or the title of the ones included in your list.
During this phase of the stakeholder management process, you want to identify as many stakeholders as you
can. Pull out all the documentation on the project which would include the project charter, the business case, the
contract, emails, manuals, reports or any material that pertains to your project. This is something you can do very
simply and quickly. After you have developed this list, enlist the help of other stakeholders, or people on your team;
primarily your sponsor and project team members.
To expand the list with the sponsor, schedule a meeting to review the list with the sponsor and add, modify and
update the list based on their feedback. With your project team members, schedule one or more brainstorming
sessions, where you will review the list of stakeholders and get feedback and input from the project team members. It
is key that you treat stakeholder identification as a continuous process that you will conduct during the life of the
project because the dimensions of your project will change, i.e., people come and go on the project, the technology
changes, the environment changes, the organization may go through simple to complex changes in its structure, though
mergers, acquisitions or because of strategy changes for the enterprise.
To continue identifying our stakeholders, conduct formal stakeholder identification. Formal stakeholder identification is
a deliberate set of activities that are explicit thoroughly documented results.
Following are a few techniques to aid you in conducting formal stakeholder identification. These techniques can be
performed individually or as a group.


Conduct a brainstorm session with the initial project team to determine potential stakeholders
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Review the organization chart



Ask the sponsor for a list of stakeholders



Get references from other stakeholders in every event



Conduct a survey of the organization

Step #1 above is the key to getting a complete list of all potential stakeholders who will be impacted by the project
and/or the project results. One unidentified stakeholder can turn or stop the project in its progress. It is recommended
that the stakeholder identification process continues throughout the life of the project. Set a goal to identify at least
80% of the stakeholders identified in the early stages of the project.

STEP 2: PERFORM STAKEHOLDER ANALYSIS
Once you have identified the stakeholders, what is the next step? In this step, we take what we learn about the
stakeholders we have identified and we use it to gain useful information about each stakeholder. I often say to Business
Analysts and Project Managers that most stakeholders listen to the same radio station. It is called WIIFM (What’s In It
For Me). Over the years, I have grown to like this station, because everyone seems to be tuned into this channel. Once
you start listening to their channel, you can best understand their concerns and needs. So in our analysis we need to
determine how the project and project results are going to impact each stakeholder. Is it going to improve their work
environment? Is it going to make them more productive? Is it going to help them be more efficient, more profitable or
gain more control? Perhaps the project results will not be positive for them. They could lose control of some areas. The
project may increase their work load, it may take work from them by having someone else do it, or it could be
automated. We want to document every impact, whether it is positive or negative.
When an impact is determined to have a negative effect, such as loss of control or loss of job, you will want to
highlight for the stakeholders the positive opportunities of which they can take advantage. Maybe, with additional
training, they can move into a new area. You need to know what their interests are so you can look for opportunities
that would meet their need.
One way to analyze the stakeholders is to categorize them. By coming up with a way to label our stakeholders,
this will simplify our task of developing ways to work with them. Our way of working with the stakeholders is important
for all of the many components of a project.
Let’s make this a little more specific and take a look at a set of hypothetical team members working on an IT
infrastructure for HI-Moto Company. In this example, you are the Project Manager. The stakeholders are Mike the
Manager, Pete the Programmer, Anne the Attorney and Aaron the Auditor. What do you know about them? How well
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do you know them and their concerns? What would be considered a win for these stakeholders when the project is
completed?
For the sake of this eBook, all of these operatives are stakeholders for the project and will in some way be
involved or affected by its outcome. Mike is the main customer and he would like this project completed rather quickly.
Pete is on the project team full-time and is working on the back office software to support the new system. Anne is
indirectly involved and her job is to monitor the project to ensure that the contractual obligations of the projects are
being met. Aaron is in the internal audit department and is responsible for auditing new projects as a part of a Total
Quality Management (TQM) initiative. Aaron is assigned to work on this project part time. In our analysis, to learn more
about each of these stakeholders we could schedule an interview with each of them to find out about their interest and
try to assess the level of power each stakeholder carries on the project. In an interview, we can ask what they expect to
get out of this project. We also want to find out what their major concerns are. For instance, Pete has a tight schedule
to deliver the results and he is concerned about the scope of the project. Increasing that would cause his application
deliverable to be delayed. We would want to do this analysis for each of these stakeholders. As we go through the
steps below, we will complete the steps based on what we find out about each of the stakeholder in our elicitation
process (interviews, observations, document analysis, surveys or workshops)
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Aaron the Auditor

Mike the Manager

High Power/Low Interest

High Power/High Interest

Ann the Attorney

Pete the Programmer

Low Power/Low Interest

Low Power/High Interest

Figure 2 – Project Stakeholders

These are only a few stakeholders that have been identified in the early stages of the project. However, there are
many other stakeholders that may not be identified or known at this time. We should not stop with our stakeholder
analysis after the roles of each of the stakeholder is identified because there is much more we need to know about each
of them.
Stakeholder analysis can best be accomplished by using a stakeholder mapping tool. “It is important to know who
sits on the top of the list as the key stakeholders that can offer the greatest support throughout the project. Key
stakeholders can set the direction of the project.” (Kerzner)
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To perform stakeholder mapping, prioritize the stakeholders (mapping of power versus interest). The stakeholder
mapping helps answer the following questions:


Who is powerful and who is not? Ie. In the above example, Mike and Aaron have high power and can influence
the direction of the project.



Who will have or require direct or indirect involvement?



Who has the power to kill the project? i.e. Mike as the manager will have power to kill the project



What is the urgency of the deliverables?



Who may require more or less information than others? i.e. Pete will require more information than Ann

Using the stakeholder mapping process, we can develop a mapping that looks like Figure 3 below:

Figure 3 – Stakeholder Relationship Strategy
This mapping can be done with a pencil or paper or you can use posted notes if you are working with a group.
For example: you will place the role or the name of the person and place them in the quadrant that best characterizes
the stakeholder. The approach in dealing with each of the stakeholder type is defined in each square. For example, the
red square represents an area where the stakeholder has high interest and low power. Our strategy will be to keep this
stakeholder informed.
The following map in Figure 4 plots the relative power and influence with the name of each stakeholder color coded.
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Figure 4 – Detailed Stakeholder Strategy
These color codes help us to devise the best strategy to deal with the stakeholder. The focus of our strategies is
to leverage the power of the supporters and advocates and to provide an approach to move the blockers to natural or
even to have them to move into the supportive role.

STEP 2.1 STAKEHOLDER ANALYSIS: THE GOOD, THE BAD AND THE UGLY
Let’s look at what I called the Good, the Bad and the Ugly Stakeholder types. These are types that were created
to attempt to easily classify the stakeholders in your world. There is no scientific or theoretical basis for these
stakeholder types, only our observation about types of people we may encounter.

STEP 2.1.1 IDENTIFY THE “GOOD” STAKEHOLDER
The good stakeholder is the person that is positively impacted by the project, one who has bought into the
project and will work to help it succeed. We want this person informed of what is going on and keep them in the loop
on all the issues.
Other ways to describe a “good” stakeholder:


Sponsor/Project Champion



Someone that can be trusted



Supporter of the project

STEP 2.1.2 IDENTIFY THE “BAD” STAKEHOLDER
These are the stakeholders that have not bought into the project. They may have a hidden agenda or they think
they have a better way to do the project based on their past experience.
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“Bad” Stakeholders can also be described as:


Misinformed stakeholder



Unengaged stakeholder



A stakeholder who is too busy

STEP 2.1.3 IDENTIFY THE “UGLY” STAKEHOLDER
These stakeholders are the ones that have overstayed their welcome on the project. They are the “bad apples”
who complain about everything without having a sound basis for their complaint and issues. If they could, the “Ugly”
Stakeholder would gladly sabotage the project. They don’t like it, but they don’t have all the information to judge its
outcome. They hinder progress, just because.
Additional description of the “Ugly” Stakeholder:


Whiners



Complainers



Naysayers

Although these categories are simple and easy to classify, there are other ways to classify our stakeholders.
Regardless of what categories they fall in, we have a few prescriptive ways to handle them. The solution to handling the
different types of stakeholders have some basic steps that you can apply. Here are some proven guidelines that will
contribute to a more successful relationship with the different stakeholders you encounter. The steps as outlined in our
stakeholder management model are abbreviated for this example. The process or guidelines dealing with these
stakeholders are described in the next steps.

STEP 3: PERFORM STAKEHOLDER ENGAGEMENT
During the stakeholder engagement step we get to know important information about our stakeholders such as,
their likes and dislikes. This step requires an interaction with the stakeholder, investing time to get to know them. You
want to get their opinion about the project. Find out from them their expectations, their problems and their opinion
about the work with which your team is involved. Stakeholder engagement will require getting their support for the
work you do. How do you know if they are on the same page regarding the problem definition or the solution scope?
You should elicit information from all relevant stakeholders to enable you to reach a consensus of the problem
definition and the solution scope. One manager of IT that I worked for taught me this early in my career. As a systems
and operations research analyst we were responsible for implementing systems in the manufacturing plants. The
approach of this IT Manager was to visit the plants on a regular basis and spend a lot of time with people at all levels,
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such as plant manager, shop floor supervisor, line workers and others that were a part of the operations we worked on.
We took time to know them, to get their input on the problems, their opinion on the process. We valued their input and
were able to show this through our interaction with them. The solutions that we built were superior to other IT related
projects and had a more lasting effect and critical impact on cost savings. So the stakeholder engagement in this effort
affected the bottom line of the plant and the bottom line of the company.

STEP 4: DEFINE STAKEHOLDER INFORMATION FLOW
Stakeholder information flow is the determination of who wants what information, when and in what format.
The internet will most likely serve as the primary mechanism to do this. To help ensure good information flow with your
stakeholder we should consider a number of factors. We have a model that we used to describe communication and the
challenges of communication. The model we use is shown below in Figure 5.
Figure 5 – Communication Process Model
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Please note, as we describe the communication process, that there is a sender and receiver. The sender will
encode the message and the receiver will decode the message. Normally that is how we see communication. But we
know that communication is more than just sending and receiving a message. The sender has to properly encode the
message and properly deliver the message. However, this does not always happen. The message goes through the
sender’s personality screen, which means that the message could be delivered differently than intended, due to
barriers. Our personality plays a very important role in how our message comes across to someone else. Our personality
is made up of our past experience, our culture, our education, our background, our unique way of thinking, and other
factors that determine how we interact with people. We call it a personality screen, because when the message is
translated and delivered it will come across based on our personality. On the other hand, the message is received but it
will go through the receiver’s perception screen. A perception screen is how we see others. The personality screen
dictates how the message would be received. In both the personality and the perception screen, how the message
comes across is determined by these screens. This also provides a barrier or filtering of the original message. So using
this communication model, we recognize the many barriers to communication, e.g. language, time zone differences,
cultural, education, location and others.
All of the communication factors should be considered when we look at our information flow with our
stakeholders. The information flow is primarily driven, by who needs what, when, in what format and the protocol that
the information will follow. In guiding the communication flow consider the following:
Prepare a communication plan that identifies the reporting needs of each stakeholder (amount of information,
level of detail, etc.); a good communication will list who the stakeholders are, what information they need, the
time of delivery of the information.

STEP 4.1 IDENTIFY STAKEHOLDER-SPECIFIC KEY PERFORMANCE INDICATORS
(KPI).
In the stakeholder identification and the stakeholder analysis you assessed the needs, concerns and the benefit
for each stakeholder. How are you going to capture what is important to them? For those stakeholder concerns, what
key performance indicators will help you determine whether you are on track with your stakeholder? For instance, the
software development manager is concerned about code reusability. How will you capture the data to show the
percent of the code that is reusable? How will you report it and how often will you report this KPI?

STEP 4.2 IDENTIFY COMMUNICATION PROTOCOLS
This focus is on who sees what information, what filtering has to take place and if there will be some layer of
approval for access to certain information.
Identify any proprietary information requirements or security needs
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If you are working with outside vendors, contractors and consultants, you need to engage in a non-disclosure
agreement. The method and details of what will be communicated to whom must be spelled out. Any security
requirements should be documented, outlined and understood by all parties.
A project/program manager should continuously focus on the value and benefits at completion to ensure
project success. One of the important processes defined in program management body of knowledge by the Project
Management Institute (PMI) is value management. A process for value management and value tracking can be
developed and used for regular communication with your stakeholders.

STEP 5: ABIDE BY THE STAKEHOLDER AGREEMENT
It is important to “stay on top” of all stakeholder agreements. Not all stakeholders will abide by their original
agreements, mainly due to politics. Changes in stakeholders may require new agreements.


Identify any and all agreements between stakeholders (i.e. funding limitations, sharing of information, approval
cycle for changes, etc…)



Identify how politics may change stakeholder agreements



Identify which stakeholders may be replaced during the project (i.e. retirement, promotion, change of
assignment, politics, etc…)

Now you know that an agreement involves two or more people. Often after days, weeks, months and maybe years
have passed you can lose sight of your original agreement. Hence, it is important to refer back to the initial requirements
so you maintain the continuity. Getting away from the agreement may occur in two ways. You forget what you agreed
upon and omit an important requirement in the solution. Another way is that you add some idea or some function or
feature that is not in the agreement. All parties involved in the agreement must regularly review the agreement to
avoid these problems. Looking at and adhering to the agreement is an important form of validation. Validation is
checking that the expected results are consistent with what is requested. Going too far off course may cause you to run
up costs, which can lead to an unhappy customer. Abiding by the agreement can be as simple as having formal and
informal meetings to review the accomplishments and challenges in relationships. Schedule additional meetings with
the stakeholders to check and verify the initial agreement.
While working on a website redesign for a ministry in the Detroit area, we had contracted a vendor to redesign
the site. Prior to the actual development of the site, the team spent several hours determining the scope of the project.
The relationship of the project manager scope and a business analyst scope is shown in Figure 6.

Bridges Consulting Inc. © 2016

Figure 6 – The Triple Constraints of a Project

The project consisted of two important scope elements. The project scope and the product/solution scope. The
project management charter and project management plan will document the project scope and the business case and
the requirements document will contain the product/solution scope. All contracts will be driven by the components of
the charter and the business requirements.

STEP 6: STAKEHOLDER DEBRIEFING
Take time to sit down and talk to the stakeholders of the project after the formal introduction of the solution to
the operations. Stakeholder debriefing should be included in your project close out session. By keeping things in the
context of total quality improvement, you can look at your successes and failures on the project. The goal is to
determine: what you did right so you can repeat that behavior in the next project, identify what went wrong and
determine what you can do to fix it.
This debrief with the stakeholder can take the form of a formal project status meeting where “lessons learned”
are discussed. Complimenting team members who did a great job and being candid about what adjustments need to be
made the next time. After watching an NFL football game, the news interviewed the winning quarterback. They pointed
out his mistakes during the game and his response was always, yes, I didn’t do well in that area, but I and my team are
committed to practice and get better at what we did not do so well. Always, keep things in the positive and look at
future improvements. This will keep the morale of the project team up. If you are documenting and tracking the results
of the initiative, this debriefing can be done in relatively short period of time.
Start the process off by talking about what was done right and what needs to improve. Then end with
complements. Stakeholder debriefings must not be taken lightly. It is not a simple close out task that we can check off
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to show that it was completed. A project debriefing needs to be planned in advance, well thought out and properly
executed. Be careful not to set this up so that all you get is how wonderful the project was. While you do want to hear
this, you also want to hear what did not go so well and what can be done to improve in the future. In another light, you
don’t want this meeting to turn out as a “Blamestorming Session”. This is destructive and counter to productivity.
Everyone will want to get on with their lives and perhaps leave the details behind. However, be careful that you do take
the information that you can use for continuous improvement on future endeavors.
As you work with your stakeholders during the life of the project things will always change. During different
phases of the project, the stakeholders can come and go, they can change their mind, their attitude my change and the
things they value could change. Look for and be aware of these changes because it could impact your project.
This section is not going to just re-state what we said earlier, but also demonstrate an abbreviated approach to
our stakeholder management process. Stakeholder management involves ways to identify, clarify and determine how
best to manage and communicate with all impacted parties. Not all stakeholders are the same nor can they all be
managed the same. To help understand project stakeholders the following categories are used to describe them; they
are the “Good”, “Bad” and some can be “Ugly” (that is, ugly acting). This is one concept that I came up with to help
classify different stakeholders. Classifying people is not easy; you can’t just build boxes and put people into them, unless
you are in the funeral business (smile).

SUMMARY AND CONCLUSION
This eBook is intended to help you start the discussion about stakeholder management and its benefit for
project success in your organization. Business endeavors, large and small, require building relationships with all the
people involved or affected by the outcome of your business activities. When you identify, build and manage your
relationships with people, the project team will give attention to the most valuable resources needed to uncover and
determine the real requirements of the business. This eBook offers a framework that can be used to manage the
stakeholders in your world. I hope you put into practice the ideas set forth.
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