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How Stakeholder Mapping Tools Can Improve Your Stakeholder Management
Patrick Grégoire
February 28, 2020
Stakeholder mapping templates are in big demand these days. That’s because organizations now recognize the vital importance of managing stakeholders strategically and proactively.
And that begins with understanding the relative importance and influence of your key stakeholders.
Teams that perform stakeholder mapping and analysis have typically reached a higher level of stakeholder data management. But even a stakeholder relations team with limited expertise and resources can benefit greatly from mapping stakeholders.
A simple stakeholder mapping matrix will help ensure you’re engaging with the people you should be engaging – instead of just those people who want to engage with you.
More advanced stakeholder mapping tools like those found in Borealis stakeholder engagement software will give you even greater insights into the individuals and organizations who may be wielding power or influence over your project’s successful delivery.
Learn how Borealis stakeholder management software simplifies and
improves the accuracy of stakeholder mapping.
Ask a demo
Or read on to learn more about stakeholder mapping.
Crash course on stakeholder mapping
Whether you’re brand new to stakeholder mapping or just want to improve your stakeholder mapping techniques, by the end of this read you’ll know:
· What is stakeholder mapping?
· Why is stakeholder mapping important?
· How to create a stakeholder map
· How stakeholder engagement software can simplify stakeholder mapping
· How often you should map stakeholders
· How stakeholder mapping can help companies ensure productive stakeholder relations
· The various axes in a stakeholder map
What is stakeholder mapping?
A stakeholder map is a visual representation of the relationship stakeholders have with an organization or project – and potentially, the evolution of this relationship over time. It shows both the impact stakeholders may have on an organization and the impact the organization may have on stakeholders.
A stakeholder map (also known as a stakeholder mapping matrix) is commonly illustrated as a two-axis graph with the stakeholder’s level of influence along the x-axis and level of interest along the y-axis.
The quadrant of the map that stakeholder occupies determines the intensity, frequency and types of engagement required.[image: ]

Stakeholder mapping is simply the term used to describe the process of creating a stakeholder map. The above matrix can be easily used as a basic stakeholder mapping template.
Why is stakeholder mapping important?
Identifying and assessing your project stakeholders is an important step in building a good stakeholder engagement plan. And for good reason: failing to identify those individuals or organizations that are weighing in the balance could lead to your team allocating precious time and resources in the wrong places. It could also lead to work stoppages and serious damage to your corporate image. 
Stakeholder mapping serves many purposes beyond simply illustrating the relationship between stakeholders and the company or its project, however. It also makes it easier to identify key stakeholders and classify them in order of priority.
Having these types of insights will allow you to create a more refined stakeholder engagement plan and tactics, and – when stakeholders are periodically remapped – to visualize how their level of interest or influence is changing over time.
How to create a stakeholder map
There’s more than one way to create a stakeholder map. Through our work with clients over the last 15 years, we’ve been able to put together a 4-step approach for ensuring all key stakeholders are properly identified and analyzed.
Step 1: Identify & categorize stakeholders
The first step in creating a stakeholder map is obviously to identify all of your stakeholders. These can be government agencies, people directly affected by the project, local communities and associations, consumers, employees, suppliers, mayors, etc.
Start by making a list of all organizations, groups, individuals or households that may impact the project or be impacted by it. Use any means at your disposal to do this, such as by brainstorming, focus group, consultation, research, consultants, historical data, grievance and issues logs, etc.
Net, categorize all stakeholders.
How exactly? Start by defining broader groups that will include similar types of stakeholders. Then try to break up these broader groups into more closely related groups. Doing this will allow you to streamline the messages you’ll be communicating with each group.
For example:

[image: ]
These are just some ideas to guide you; be sure to define groups that are relevant to your project, given your context, history, location, scope, etc.
Here’s the stakeholder list for our imaginary company, XYZ Inc.:
· Complete Tech
· AEMOC
· RPHL
· Environmental Protection Agency (EPA)
· Small Business
· Administration (SBA)
· Greenpeace
· The George Dunlap Foundations
· Claude Cardigan
· Denfield Community
· Infrastructure Canada
· CXS
· Halvorgate Community
Step 2: Analyze stakeholders
Establish by the criteria for determining what a key stakeholder is for your organization. Remove from your stakeholder list any organization that doesn’t meet these criteria.
Example: After removing non-key stakeholder organizations from list:
· Complete Tech
· AEMOC
· Environmental Protection Agency (EPA)
· Small Business Administration (SBA)
· Greenpeace
· The George Dunlap Foundation
· Claude Cardigan
· Denfield Community
· CXS
· Halvorgate Community
Next, rank each retained stakeholder according to Interest/Influence axes. You can measure interest and influence in various ways, such as with three levels (Low, Medium and High).
Complete Tech is a local company that has low influence over this project, but high interest because it wants to be hired as a subcontractor. In contrast, the EPA is highly interested in the project; it also has a high influence because it is mandated to protect human and environmental health.
Example: Ranking key stakeholders according to influence and interest.
The quality of this analysis will depend directly on the person performing this analysis. In an ideal situation, this person would have in-depth knowledge of each key stakeholder.
When this knowledge is weak or inaccurate, the results of the analysis will be less relevant.
Step 3: Map stakeholders
Plot each stakeholder on your two-axe Influence/Interest graph.
In our example, Complete Tech ends up in the top left quadrant and EPA in the top-right quadrant.
Example: Plotting stakeholders on the Influence/Interest map
[image: ]


Step 4: Define a strategy for each key stakeholder group
The location of each stakeholder in the stakeholder map will determine the intensity, the frequency, and the types of engagement.
As you can see, Complete Tech is in the top left quadrant, which means it will have to be kept in the loop. The EPA, meanwhile, will have to be managed very closely. The Denfield community should not cause too much trouble, and the organization should aim to meet the needs of the Halvorgate community to the best of its ability.
Now you’ve mapped your key stakeholder, the hardest part of your work is done. What’s left to do? Defining a communication strategy per group and per level of influence.
How to define a stakeholder communication strategy
For some stakeholder groups, your communication strategy might be to not communicate at all – or at least for the time being. For others, you could have a monthly, weekly or even daily detailed communication plan, particularly if you’re in a project phase when certain issues or interactions are more time sensitive or acceptance-sensitive issues.
A good communication strategy for engaging with key stakeholder groups should include the following:
WHAT  What topics need to be discussed and with what sentiment? (negative, neutral, positive)
WHY    Why are you addressing this subject with this group? (prevention, reaction, general announcement)
WHO    Who on your team is responsible for communicating with each stakeholder group? (CEO, Community Relations Agent,
               Public Affairs, etc.)
HOW    How will you communicate with each stakeholder group? (public consultation, letter, email campaign, etc.)       
               How can stakeholders respond/react?(Paper or web form, call center, etc.)
WHEN  Establish a clear time frame for your communications (daily, weekly, bi-monthly, etc.)
 
How to measure the effectiveness of your communication strategy
It’s a good idea to measure the effectiveness of your communication strategy on a regular basis. This will allow you to identify and correct any oversights or missteps in a timely manner.
Some of the questions you should routinely ask yourself include:
· Did you respect your timeframe?
· Have all communications been carried out?
· What was the response from the various stakeholder groups?
· Did you respect and follow-up on your engagements?
· Has anything changed in the stakeholder landscape? (For example, have your high-significance stakeholders changed?)
Remember that stakeholder engagement is an ongoing process that never ends, unlike the sales funnel that ends with a closed deal. Measuring your performance will tell you:
· How effectively you are communicating with stakeholders
· How accurate your assessment is of each group
· What opportunities stakeholders have to get in touch with your organization or project
With these 4 simple stakeholder mapping steps, you can confidently carry out your engagement plan, knowing that you’re addressing the right subject with the right stakeholders.
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