Workshop: Stakeholder Analysis
A three-stage method: Identification → Analysis (Mendelow's Matrix) → Communication Plan

Stakeholder analysis is not a single step it is a sequence. Before you can decide how to communicate with anyone, you must first know who they are (Identification), then understand how much power and interest they hold over the outcome (Analysis), and only then decide how, how often, and through what channel to engage them (Communication Plan). Each stage builds on the one before it.
  Stage 1 — Identification: Primary and Secondary Stakeholders
Start by listing everyone with a stake in the decision or project, then sort each one into one of two groups.
Primary stakeholders
Those directly affected by, or essential to, the core activity. They have a direct operational, financial, or transactional relationship with the organisation (e.g. those who fund it, work in it, or rely on its core service).
Secondary stakeholders
Those indirectly affected, or who influence the organisation from the outside without being essential to day-to-day operations (e.g. regulators, community groups, media, pressure groups).
Workshop activity:
1. In small groups, list every stakeholder you can think of for the case provided.
1. Sort each into a Primary or Secondary column.
1. For any stakeholder that's hard to place, discuss why the primary/secondary line is often debatable, and that discussion is the learning point.
  Stage 2 — Analysis: Mendelow's Matrix
Once stakeholders are identified, plot each one on a 2×2 grid using two dimensions: Power (their ability to influence the outcome) and Interest (how concerned or involved they are in the issue).
	Quadrant
	Description
	Engagement approach

	Key players
	High power, high interest
	Manage closely — engage fully in decision-making

	Keep satisfied
	High power, low interest
	Meet their needs without over-engaging them

	Keep informed
	Low power, high interest
	Communicate regularly — they can build coalitions

	Minimal effort
	Low power, low interest
	Monitor only — general communications suffice


Workshop activity:
1. Take the stakeholders identified in Stage 1 and place each on the grid.
1. For every placement, write one line justifying both the power rating and the interest rating.
1. Compare placements across groups — disagreement here is expected and worth discussing.
  Stage 3 — Communication Plan
Translate each Mendelow quadrant into a concrete engagement strategy. The communication plan should specify, for each stakeholder: what they need to know, how often, through what channel, and who is responsible for telling them.
	Stakeholder
	Quadrant
	Key message / interest
	Channel / method
	Frequency
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Workshop activity:
1. Complete the communication plan table above for each stakeholder from Stage 2.
1. Be specific on frequency and channel 'communicate regularly' is not a plan.
1. Discuss: which stakeholders are easiest to under-serve, and what's the risk of doing so?
Note on sources: the communication plan structure above is adapted from established stakeholder-management practice (Smartsheet, 2016/2024), applied here to a strategic management teaching context.
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