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Ensure Project Success With Better 
Stakeholder Engagement 
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Dr. Wendy Heckelman, President and Founder of 

WLH Consulting, Inc. has over 20 years of experience 

working with Fortune 100 clients.  Wendy guides 

senior leaders through complex and large-scale 
projects related to strategic planning and execution. 

Her expertise centers on helping leaders refine and 

focus their strategies to maximize internal core 
capabilities, while also addressing marketplace 

challenges. 
 

Sheryl Unger, Senior Consultant with WLH 

Consulting, Inc. has over 10 years of experience 

working with Fortune 100 clients.  She takes the lead 

in developing the communications planning and 
change management efforts.  
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A critical success factor for large scale projects and change management initiatives is good 
stakeholder engagement.  A solid working definition for a "stakeholder" is any person or 
organization that has a multitude of interests, expectations, and demands that influence outcomes.   
There are many different tools that have been developed to map stakeholders. Whether using a 

simple table or a more complex data capture tool with the ability to graphically display stakeholders, 
it is important to answer questions such as: 

• Who can influence the success or the outcome of a project or change initiative? 

• Who will be impacted (directly or indirectly) by the project or change initiative? 

• Who will be accountable for the business success or failure associated with the 

project? 

• Who has access to resources that can impact the project? 

• Who can help with communications that will drive adoption of the project goals? 

• What actions are needed to involve stakeholders and gain their commitment to the 

project?  

The following are steps that can help with your stakeholder mapping. 

Step 1: Brainstorm all potential stakeholders connected with the project or impacted by the 
change. 
• Think broadly about who will be impacted (directly or indirectly) by the project or 

change. 

• Think internally and externally to the organization. 

Step 2: Organize the stakeholders by type.  The following categories can help with prioritizing 
stakeholders and determining the optimal engagement approach:   
• Decision stakeholders:  Often senior managers or governance bodies; they can 

approve the project, have the power to approve budgets, and free up resources. 

“What will it take to obtain a positive endorsement and what information will they 

need to make decisions?” 

• Working stakeholders:  Usually represent decision stakeholders or stakeholder 

groups and often work with you on the project team. Their interests may be slightly 

different from the stakeholders they represent, particularly with regard to their 

personal time and effort working on the project.  Their concerns may include 

questions such as:  “How can we finish this project on time and be successful with 

implementation?”  

• End Users:  The people who will implement or use the change you are seeking.  For 

this group, it will be important to answer the following question, “Will this really work 

in my day to day reality?”   

• Indirect stakeholders: They cannot directly approve your work but can often slow it 

down or derail it. They often control policies and systems in organizations. Examples 

include Human Resources, Legal, Safety, or Regulatory.  Many of their questions 

relate to mitigating potential risks, consistency with existing practices, or other 

organizational implications.   



Ensure Project Success With Better Stakeholder Engagement 

3
 

Step 3: Identify the key issues associated with each stakeholder or stakeholder  

  group. 

Determine what is important to each and why.  
 

Step 4: Determine the degree of influence the stakeholder has over the success of your  

  work or the change being implemented.  (High, Medium, Low) 

Step 5: Assess the current level of commitment to the project / change.  Note that 
the level of commitment is based on past experiences or perceptions working with 
stakeholders. 

Step 6:  Use a 2 x 2 matrix to prioritize stakeholders.   

 
   

 
Maintain Confidence Win over 

Monitor Keep Informed 

 
 
 

 
 
 
Step 7:    Develop action plans based on stakeholders.   

• Use effective project planning to identify timelines, key milestones, and 

responsibilities. 

• Include specific communications required. 

The goal for stakeholder management is to target specific messages and actions needed to help 
gain commitment for the project or change effort by various stakeholders.   The old rule, 
“communicate early and often” must also be incorporated into the stakeholder management efforts.  

For some stakeholders, it is enough to simply keep them aware.  For others it is important to seek 
their full adoption and ownership.  Using a consistent and organized stakeholder management 
process provides an opportunity to build the desired commitment for the change.  Going forward, 
incorporating a stakeholder engagement and management process helps ensure the project’s 
success. 

For more information on how WLH Consulting, Inc. can work with your company on stakeholder 
engagement and large-scale change management, please email Wendy@wlhconsulting.com, or feel 
free to call (954) 385-0770.   
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Stakeholders Stakeholder Type 

Decision, Working, 
End User, Indirect 

Key Issues Degree of 

Influence 

High, Med, Low 

Commitment to 

Change 

High, Med, Low 

Actions Required 

      

      

      

      

      

      

      

      

      

      

      

      

      

      

      

      

      

      

      

      

      

 
 
 
 

 

Founded in 1992 by Wendy L. Heckelman, Ph.D., WLH Consulting, Inc. has a proven track record in offering successful, customized consulting services and 
state-of-the-art programs for large, multinational organizations, growing mid-size enterprises, and non-profit organizations.  Practice area expertise includes 
strategy development and execution, business performance improvement, and human capital strategy. 
 
WLH consultants meet clients where they are. We do not impose our processes on clients, we propose cutting-edge strategic alternatives and share best 
practices. Whether we are implementing a local initiative or managing a global, enterprise-wide change effort, the WLH approach remains flexible, focused, and 
results-oriented. 
 

www.wlhconsulting.com 


