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Going beyond stakeholder engagement models

This Photo by Unknown Author is licensed under CC BY

Purpose of this talk: Share some of my findings related to the HOWs within 

the stakeholder management activities.

Not the purpose of this talk: Teach you a stakeholder management strategy

https://411.ca/blog/small-business/9-essential-elements-of-a-business-plan/
https://creativecommons.org/licenses/by/3.0/
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What does the PMBok say?

A process by which you organize, monitor and 

improve your relationships with your 

stakeholders.

Control of relationships and information flows
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Why do we do stakeholder management?

Obvious reasons

• Manage information 
and expectations

• Identify and manage 
project risks and issues

• Identify decision 
factors

• Identify stakes and 
interests in project 
outcome

Personal reasons

• Social license to 
operate

• Navigate the corporate 
governance

• Competitive advantage 
by reputation

• Ease things up
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It’s like going on a date

Identify

•Who has a saying in my project from my 
company and from the client? 

•Who is benefiting from it?

•Who has an obvious stake in it?

•Who has a hidden stake in it?

•Did I identify strategic level and tactical 
level? 

Analyze

•How did they become a stakeholder?

•What are their needs?

•Do I need something from them?  (Support, 
Work, Escalation)

•Are there power games I need to know about?

•How busy are they?

•How do they prefer to communicate? Is informal 
enough? Do I need to follow-up after sending an 
email? Big picture or details?

•Where do they gather their information from? 

•How does the information flow to him/her?

•What is their world’s view?

•Can I align the interests of this stakeholder with 
other stakeholders?

Plan

•Decide a way of working that considers all 
you found in the previous step

•Create a communication framework that 
gives a place where each stakeholders can 
be engaged and informed

•Write down agendas for all elements 
upfront

•Plan a cadence for all elements

Execute

•Get buy-in or just inform

•Plan all the elements ahead for the entire 
duration of the project
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Now, try to do these things

No surprises approach

• discuss openly risks and what mitigation actions you are taking

• if there are surprises, announce fast and have solutions or ideas how to approach it

• be aware you will procrastinate as a flight/freeze effect

• as there will always be surprises, the way the relation is built will help lower their impact

Inform too much, rather than too little 

• be careful, this is not about the number of details, but rather constant, pro-active, useful information

• go the extra mile to make sure the message is there

Be constant in your approach ( team, company, client, client’s third-parties)

• you can make mistakes, change your mind, evolve, but as long as you have a logical red line and a goodwill 

these are a constant approach

• be aware that you will naturally avoid the people you do not like
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Now, try to do these things

Build knowledge and seek to create psychological safety

• try to find out what previous beliefs that person has about you or your role, go wild with this one

• find out about the culture and the environment they operate in

• go beyond the politically correct stories, everyone has biases and opinions

• there are silly questions, and people form opinions based on this

• there are stupid jokes, and people form emotions based on this

Give +1s

• unexpected

• using the value you want to have in the relationship

Give credit

• look out for our cultural tendency to not recognizes and give credit 
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SCARF Model – What do we all want?

No surprises

Inform too much, rather than too 

little 

Be constant in your approach 

Build knowledge and seek to 

create psychological safety

Give +1s

Give credit

SCARF: A Brain-Based Model for Collaborating With and 
Influencing Others.

SCARF stands for the five key "domains" that influence our 
behavior in social situations. 

1. Status – our relative importance to others.

2. Certainty – our ability to predict the future.

3. Autonomy – our sense of control over events.

4. Relatedness – how safe we feel with others.

5. Fairness – how fair we perceive the exchanges between 
people to be.

The model is based on neuroscience research that implies that 
these five social domains activate the 
same threat and reward responses in our brain that we rely on 
for physical survival.
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Be conscious about biases

Confirmation bias

• We tend to proactively seek out information that confirms our existing beliefs and associate with people who think like us

• - > Provide transparent, easy to read, accessible data

The sunk-cost fallacy. 

• The prospect of losses is a more powerful motivator on everyone’s behavior than the promise of gains.

• -> Name it, put it on the table and discuss openly the cons and pros for each option

The anchoring effect

• Rather than deciding based on pure value, we factor in comparative values.

• From a project perspective, the first price or cost estimate will always anchor everyone’s consideration of “better or worse.”

• -> Know this when you pitch for a new idea and use it for your presentations

First impression bias, Recency bias, Spillover bias, Negativity bias, Ingroup bias… -> https://courses.lumenlearning.com/wm-

principlesofmanagement/chapter/common-management-biases/
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A last tip

When you see a detractor try this:

Sit down, and write about it depending on the situation:

- why the person who decides to buy from your competitors is right?

- why the person who opposes an issue you support is correct to do so?

Don’t do a surface treatment, the way you do when a job interviewer asks you to describe your weaknesses. 

Really go at it. Because the people who disagree with you are not irrational. And they are probably not 

uninformed.

*Crucial Conversations – Jesseph Grenny, Kerry Patterson
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Thank you
ruxandra.banici at a coffe

ruxandra.banici@yahoo.com +0745932757
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