
C H A P T E R  13
PROJECT STAKEHOLDER 
MANAGEMENT

L E A R N I N G  O B J E C T I V E S

After reading this chapter, you will be able to:

-

-
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13.1  THE IMPORTANCE OF PROJECT STAKEHOLDER 
MANAGEMENT

As you learned in Chapter 1, stakeholders are an important part of the project manage-
ment framework. Stakeholders request projects, approve them, reject them, support them, 
and oppose them. Because stakeholder management is so important to project success, 
the Project Management Institute decided to create an entire knowledge area devoted to it 
as part of the Fifth Edition of the PMBOK® Guide in 2013. Many of the concepts related 
to communications and human resource management also apply to stakeholder manage-
ment, but unique activities are required to perform good stakeholder management. The 
purpose of project stakeholder management is to identify all people or organizations af-
fected by a project, to analyze stakeholder expectations, and to effectively engage stake-
holders in project decisions throughout the life of a project. Project managers and their 
teams must have a good dialogue with stakeholders and address issues as they occur to 
ensure stakeholder satisfaction.

Projects often cause changes in organizations, and some people may lose their jobs 
when a project is completed. For example, a project might create a new system that 
makes some jobs obsolete, or a project might result in outsourcing work to an external 

O P E N I N G  C A S E

Debra Hughes took the risk of becoming an independent consultant after working her 
way up the corporate ladder for 10 years. Her last firm was downsizing and cut her entire 
strategic IT consulting department, but the firm offered her a transfer that would require 
her to travel about 80 percent of the time. With two small children, she did not want to 
travel, so she jumped at the chance to work independently. One of her colleagues knew 
an IT director at a local oil company, and he offered her a contract that paid three times 
what she received as an employee. The problem was that the initial contract was only 
for two weeks. However, after she proved her value by successfully managing the first 
project, the company kept her on, giving her bigger and bigger projects to manage. Her 
current project was to evaluate and then implement a project management software 
solution so the new VP of Operations, Stephen, could oversee the upgrade of oil refiner-
ies in several countries. The refinery upgrades were estimated to cost over $200 million. 
Debra worked with an internal analyst, Ryan, and Stephen to determine requirements 
and their approach to choosing a new software solution. They needed to award a con-
tract to a supplier within two months and then integrate the new system with their other 
systems, especially the accounting systems, as quickly as possible.

Unfortunately, Chien, the IT director who hired Debra and authorized her paycheck 
every week, was very upset with her recommendation. He called her into his office and 
started yelling at her. “How could you make this recommendation? You know it goes 
against what I think is best for IT at this company. Ryan made a totally different recom-
mendation than you did. You consultants think you can come in and shake things up, not 
worrying about what happens to us after you’re gone. Get out of here before I say some-
thing I shouldn’t!” Debra quietly left Chien’s office, worrying about what to do next. She 
knew that her recommendation would please Stephen and be in the best interest of the 
entire company, even though it was not the choice that Chien and Ryan were promoting.
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group to make the organization more efficient. The project managers might be viewed as 
enemies by these stakeholders and other negatively affected stakeholders. By contrast, 
some people may view project managers as allies if they lead a project that increases prof-
its, produces new jobs, or increases pay for certain stakeholders. In any case, project man-
agers must learn to identify, understand, and work with a variety of stakeholders.

W H A T  W E N T  W R O N G ?

Changing the way work is done can send a shock wave through an organization, leaving 
many people afraid and even thinking about ways to stop or sabotage a project. Donald 
White, founder and program manager at Defense Systems Leaders in Washington, D.C., 
described situations that can lead to project sabotage:

Buy-in blues: Top-down support and early buy-in for projects is crucial.  
Allowing negativity to fester will decrease the likelihood of project success. 
Deal with protesters early.
Short-term proåts: Cutting costs by any means possible for immediate payoff 
will sacriåce the future health of an organization and its employees. Avoid  
projects that focus only on the short term.
Overachieving: Trying to do too many things at the same time introduces waste 
and signiåcantly slows down progress. Focus on the most important projects årst.
Lack of respect: “Disrespect people, and they will retaliate with apathy, bore-
dom, absenteeism, make-work [performing tasks of little importance to keep 
busy], outright sabotage and other maladies. Disrespect customers, and they’ll 
ånd someone who will treat them better.”1

The four processes in project stakeholder management include the following:

1. Identifying stakeholders involves identifying everyone involved in the project 
or affected by it and determining the best ways to manage relationships with 
them. The main output of this process is a stakeholder register.

2. Planning stakeholder management involves determining strategies to effec-
tively engage stakeholders in project decisions and activities based on their 
needs, interests, and potential impact. Outputs of this process are a stake-
holder management plan and project documents updates.

3. Managing stakeholder engagement involves communicating and working with 
project stakeholders to satisfy their needs and expectations, resolving issues, 
and fostering engagement in project decisions and activities. The outputs of 
this process are issue logs, change requests, project management plan up-
dates, project documents updates, and organizational process assets updates.

4. Controlling stakeholder engagement involves monitoring stakeholder relation-
ships and adjusting plans and strategies for engaging stakeholders as needed. 
Outputs of this process are work performance information, change requests, 
project documents updates, and organizational process assets updates.

Figure 13-1 summarizes these processes and outputs, showing when they occur in a 
typical project.
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13.2 IDENTIFYING STAKEHOLDERS

Recall from Chapter 1 that stakeholders are the people involved in project activities or af-
fected by them. The PMBOK® Guide, Fifth Edition, expands on this definition as follows: 
“Project stakeholders are individuals, groups, or organizations who may affect, be affected 
by, or perceive themselves to be affected by a decision, activity, or outcome of a project.” 
Stakeholders can be internal to the organization or external.

Internal project stakeholders generally include the project sponsor, project team, 
support staff, and internal customers for the project. Other internal stakeholders 
include top management, other functional managers, and other project managers 
because organizations have limited resources.
External project stakeholders include the project’s customers (if they are ex-
ternal to the organization), competitors, suppliers, and other external groups 
that are potentially involved in the project or affected by it, such as govern-
ment officials and concerned citizens.

The website www.projectstakeholder.com offers an even more detailed list of poten-
tial stakeholders for a project:

Program director
Program manager
Project manager
Project manager’s family
Sponsor

Initiating
Process:   Identify stakeholders
Outputs: Stakeholder register

Planning
Process:  Plan stakeholder management
Outputs: Stakeholder management plan, project documents updates

Executing
Process:  Manage stakeholder engagement
Outputs: Issue log, change requests, project management plan updates,
 project documents updates, organizational process assets
 updates

Monitoring and Controlling
Process:   Control stakeholder engagement
Outputs: Work performance information, change requests, project
 documents updates, organizational process assets updates

Project Start Project Finish

FIGURE 13-1 s s
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Customer
Performing organization
Other employees of the organization
Labor unions
Project team members
Project management office
Governance board
Suppliers
Governmental regulatory agencies
Competitors
Potential customers with an interest in the project
Groups representing consumer, environmental, or other interests
Groups or individuals who are competing for limited resources
Groups or individuals who are pursuing goals that conflict with those of the 
project2

Recall that the ultimate goal of project management is to meet or exceed stakeholder 
needs and expectations for a project. To do that, you must first identify your particular 
project stakeholders. Identifying some stakeholders is obvious, but others might be more 
difficult to identify. For example, some competitors outside the organization or even in-
side it might be opposed to the project without the project manager’s knowledge. Stake-
holders also might change during a project due to employee turnover, partnerships, and 
other events. It is important to use formal and informal communications networks to 
make sure that all key stakeholders are identified.

It is also necessary to focus on stakeholders with the most direct ties to the project. 
For example, if you listed every single supplier for goods and services used on a project, 
you would be wasting precious time and resources. If a supplier is just providing an off-
the-shelf product, it should need little if any attention. However, if a supplier is providing a 
customized product or service that is critical to the project’s success, the supplier  
deserves much more attention.

A simple way to document basic information on project stakeholders is by creating 
a stakeholder register. This document can take various forms and include the following 
information:

Identification information: The stakeholders’ names, positions, locations, roles 
in the project, and contact information
Assessment information: The stakeholders’ major requirements and expecta-
tions, potential influences, and phases of the project in which stakeholders 
have the most interest
Stakeholder classification: Is the stakeholder internal or external to the  
organization? Is the stakeholder a supporter of the project or resistant  
to it?

Table 13-1 provides an example of part of the stakeholder register for the project 
described in the chapter’s opening case. Notice that it includes only basic stakeholder 
information, such as name, position, whether stakeholders are internal or external to the or-
ganization, their role on the project, and contact information. Because this document is avail-
able to other people in the organization, the project manager must be careful not to include 



sensitive information, such as how strongly the stakeholders support the project or how much 
power they have. Also notice that some stakeholders, like the project manager’s husband and 
children, are not included on this list, even though they are important stakeholders to Debra!

A stakeholder analysis is a technique for analyzing information to determine which 
stakeholders’ interests to focus on and how to increase stakeholder support throughout 
the project. After identifying key project stakeholders, you can use different classifica-
tion models to determine an approach for managing stakeholder relationships. For ex-
ample, you can create a power/interest grid to group stakeholders based on their level of 
authority (power) and their level of concern (interest) for project outcomes, as shown in 
 Figure 13-2. You should manage relationships very closely with stakeholders 1 and 2 in 
this example because they have high interest and high power, especially stakeholder 1. You 
should keep stakeholders 3 and 4 informed because they have high interest but low power. 
Stakeholders 5 and 6 should be kept satisfied, perhaps by brief updates on the project, 
because they have low interest but high power. You should spend the least amount of effort 
by simply monitoring stakeholders 7 and 8, who both have low interest and low power.

It is also important to measure the engagement level of stakeholders throughout the 
project. You can categorize stakeholders as being one of the following:

Unaware: Unaware of the project and its potential impacts on them
Resistant: Aware of the project yet resistant to change
Neutral: Aware of the project yet neither supportive nor resistant
Supportive: Aware of the project and supportive of change
Leading: Aware of the project and its potential impacts and actively engaged 
in helping it succeed

The project team should take corrective action if stakeholders with high interest and 
high power are also categorized as resistant or unaware. If they are unaware, setting up a 
short meeting to discuss the importance of the project would be appropriate. The project 

TABLE 13-1 s r

Name Position
Internal/
External Project Role Contact Information

Stephen VP of 
Operations

Internal Project sponsor stephen@globaloil.com

Betsy CFO Internal Senior manager, approves 
funds

betsy@globaloil.com

Chien CIO Internal Senior manager, PM’s boss chien@globaloil.com

Ryan IT analyst Internal Team member ryan@globaloil.com

Lori Director, 
Accounting

Internal Senior manager lori@globaloil.com

Sanjay Director, 
Refineries

Internal Senior manager of largest 
refinery

sanjay@globaloil.com

Debra Consultant External Project manager debra@gmail.com

Suppliers Suppliers External Supply software suppliers@gmail.com
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13.3 PLANNING STAKEHOLDER MANAGEMENT

After identifying and analyzing stakeholders, the project manager and team should de-
velop a stakeholder management plan to help them effectively engage stakeholders and 
make sure that good decisions are made throughout the life of the project. This plan may 
be formal or informal, based on the needs of the project.

In addition to information found in the stakeholder register, such as stakeholder iden-
tification information, assessment information, and classification, a stakeholder manage-
ment plan can include the following:

Current and desired engagement levels: If these levels are not the same, the 
project team should develop a strategy to align engagement levels.
Interrelationships between stakeholders: As you learned in earlier chap-
ters, there are many interrelationships between project activities and 
stakeholders. The project manager must be in tune with the politics of the 
organization.
Communication requirements: The communications management plan 
should specify stakeholder requirements, and the stakeholder register can 
expand on unique requests from specific people.
Potential management strategies for each stakeholder: This critical section 
can contain very sensitive information.
Methods for updating the stakeholder management plan: All plans need 
some process for handling changes and updates. Flexibility would be impor-
tant as stakeholders change on the project.

Because a stakeholder management plan often includes sensitive information, it 
should not be part of the official project documents, which are normally available for all 
stakeholders to review. In many cases, only project managers and a few other team mem-
bers should prepare the stakeholder management plan. In many cases, parts of the stake-
holder management plan are not written down, and if they are, distribution is strictly 
limited.5

Table 13-2 provides an example of parts of a stakeholder management plan that 
Debra could use to help manage project stakeholders in the opening case. It is important 
for project managers to take the time to develop this plan, which helps them meet stake-
holder needs and expectations. In addition, as new stakeholders are added to the proj-
ect and more information is provided, the plan should be updated. For example, once a 
supplier is selected for a project, specific supplier names and other information can be 
added to the list.

“I created a timeline for the request for quotation and requested the companies 
quoting the job to include a breakdown of the work required with a high-level schedule. 
Then we could see the project was going to take at least six months to complete. By 
creating a factual, data-driven picture of the situation, I didn’t have to explain anything 
other than what work had to be done and how long it would take. Our sponsor reset  
expectations once he learned what it took to produce the tablets.”4



TABLE 13-2 

Name
Power/
Interest

Current 
Engagement Potential Management Strategies

Stephen High/high Leading Stephen can seem intimidating due to his physical stature and 
deep voice, but he has a great personality and sense of humor. 
He previously led a similar refinery upgrade program at another 
company and knows what he wants. Manage closely and ask for his 
advice as needed. He likes short, frequent updates in person.

Chien High/
medium

Resistant Chien is a very organized yet hardheaded man. He has been 
pushing corporate IT standards, and the system the PM and 
sponsor (Debra and Stephen) like best goes against those 
standards, even though it’s the best solution for this project and 
the company as a whole. Need to convince him that this is okay 
and that people still respect his work and position.

Ryan Medium/
high

Supportive Ryan has been with the company for several years and is well 
respected, but he feels threatened by Debra. He also resents her 
getting paid more than he does. He wants to please his boss, 
Chien, first and foremost. Need to convince him that the suggested 
solution is in everyone’s best interest.

Betsy High/low Neutral Very professional, logical person. Gets along well with Chien. 
She has supported Debra in approving past projects with strong 
business cases. Provide detailed financial justification for the 
suggested solution to keep her satisfied. Also ask her to talk to 
Chien on Debra’s behalf.
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13.4 MANAGING STAKEHOLDER ENGAGEMENT

Project managers must understand and work with various stakeholders; therefore, they 
should specifically address how to use various communications methods and their in-
terpersonal and management skills to engage stakeholders. Recall that project success is 
often measured in different ways, such as meeting scope, time, and cost goals. Many prac-
titioners, however, define project success as satisfying the customer or sponsor, knowing 
that it’s rare to meet scope, time, and cost goals without modifying at least one goal.

Project sponsors can usually rank scope, time, and cost goals in order of impor-
tance and provide guidelines on how to balance the triple constraint. This ranking can 
be shown in an expectations management matrix, which can help clarify expectations. 
For example, Table 13-3 shows part of an expectations management matrix that Debra 
could use to help manage key stakeholders from the opening case. The expectations 
management matrix includes a list of measures of success as well as priorities, expecta-
tions, and  guidelines  related to each measure. You could add other measures of success, 
such as meeting  quality expectations, achieving a certain customer satisfaction rating, 
and meeting ROI projections after the project is completed, to meet individual project 
needs. The challenge comes when key stakeholders disagree on priorities. For example, 
Stephen wants a  system that will meet his requirements, so scope is most important to 
him. Chien wants to enforce corporate standards, so technology/standards are most im-
portant to him.  Project  managers must acknowledge these different priorities and make 
the tough decisions about what to do. In this example, Debra believes that Stephen’s 



priorities are most  important to the company as a whole, even though it might hurt her 
relationship with Chien.

Understanding the stakeholders’ expectations can help in managing issues. If 
the  project manager knows that cost is not as high a priority as the schedule, it 
shouldn’t be difficult to ask the project sponsor for needed funds, as long as the request 
makes sense.

Issues should be documented in an issue log, a tool used to document, monitor, and 
track issues that need resolution. Unresolved issues can be a major source of conflict and 
result in stakeholder expectations not being met. Note that PMI lists issue logs as a tool for 
stakeholder management, even though they can be used to address issues related to other 
knowledge areas. For example, issues can be documented for requirements, procurement, 
staffing, and other areas, but stakeholders must be informed about these issues and en-
gaged in the process of addressing them.

Table 13-4 provides a sample issue log that Debra could use to help document and 
manage issues on her project. The issue log includes columns for the issue number, the 
issue description, the impact of the issue on the project, the date the issue was reported, 
who reported the issue, the person assigned to resolve the issue, the priority of the issue 
(high, medium, or low), the due date for reporting back on the issue, the status of the is-
sue, and comments related to the issue. Some project management software includes the 
ability to track issues, or a simple spreadsheet can be used. Many project managers sort 
issues by priority and focus on resolving the high-priority issues first.

In addition to an issue log, other outputs of managing stakeholder engagement 
include change requests and updates to the project management plan, project docu-
ments, and organizational process assets. For example, after Stephen clarified which 

TABLE 13-3 

Measure of 
Success Priority Expectations Guidelines

Scope 1 The scope statement 
clearly defines mandatory 
requirements and optional 
requirements.

Focus on meeting mandatory 
requirements before considering 
optional ones. In this case, following 
corporate IT standards is optional.

Time 1 There is little give in the 
project completion date. The 
schedule is very realistic.

The project sponsor must be alerted 
if any issues might affect meeting 
schedule goals.

Cost 3 This project is crucial to the 
organization. If you can clearly 
justify the need for more funds, 
they can be made available.

There are strict rules for project 
expenditures and escalation 
procedures. Cost is very important, 
but it takes a back seat to meeting 
schedule and then scope goals.

Technology/
standards

2 There are several potential 
solutions available, but 
only one that meets all 
of the sponsor’s technical 
requirements, especially for 
accounting.

While corporate IT standards are 
important, an exception makes 
sense in this case.
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Just like teachers, project managers need to set the stage for engaging project stake-
holders early in the project. For example, key stakeholders should be invited to actively 
participate in a kick-off meeting rather than merely attend it. The project manager should 
emphasize that a dialogue is expected at the meeting, using whatever means of communi-
cation the stakeholders prefer. It is also helpful for the project manager to meet with im-
portant stakeholders before the kick-off meeting.

The project schedule should include activities and deliverables related to stakeholder 
engagement. Surveys, reviews, demonstrations, sign-offs, and other items require stake-
holder engagement.

On some IT projects, important stakeholders are invited to be members of the project 
teams. For example, when Northwest Airlines (now Delta) was developing a new reserva-
tion system called ResNet, it interviewed reservation agents for positions as programmers 
on the project team. Northwest made sure that user needs were understood by having 
them actually develop the system’s user interface. See the companion website for detailed 
information about how the ResNet team engaged with users.

13.6  USING SOFTWARE TO ASSIST IN PROJECT  
STAKEHOLDER MANAGEMENT

As in the other knowledge areas, software can also assist in project stakeholder manage-
ment. Productivity software like word processors, spreadsheets, and presentation software 
can aid in creating various documents related to stakeholder management. Communica-
tions software like e-mail, blogs, websites, texts, and tweets can aid in stakeholder com-
munications. Collaboration tools like Google docs, wikis, and virtual meeting software can 
also promote stakeholder engagement in projects.

A very popular software category today—social media—can also help engage stake-
holders. For example, many professionals use LinkedIn to connect with other profession-
als. Several project management groups are on LinkedIn and other sites where people can 
share ideas about various topics. In fact, searching LinkedIn groups for the term project 
management in May 2015 yielded over 7,000 results, including the following:

The Project Manager Network: With over 705,000 members, this group says it is 
the “#1 Project Manager Social Media Group & Community on LinkedIn.” It was 
created by ProjectManagers.net.
Project Manager Community: This group claims to be the “best group for 
project management” with over 288,000 members. This community was cre-
ated by ProjectManager.com.
PMI Project, Program and Portfolio Management: With over 156,000 mem-
bers, this official PMI group claims to be #1 for career advancement.
PMO—Project Management Office: This virtual community has over 79,000 
members around the globe.

Although many organizations do not promote the use of Facebook at work, sev-
eral project management software tools include functionality like Facebook’s to en-
courage relationship building on projects. For example, some tools allow people to 
give each other “high fives” for a job well done. Many include photos of project team 
members and other stakeholders. Users can also have conversation threads within the 






