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Reading the Room — And 
Acting on What You See
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You already know who matters to your change effort. You sense it when you walk into a room — who's
leaning in, who's crossed their arms, who's exchanging glances with a colleague. What's harder is turning
that intuition into a strategy.

That's what this toolkit is designed to help you do. By slowing down to deliberately map your
stakeholders — their interests, their sources of power, where they stand — you transform a vague
awareness into a clear picture of the human terrain you're navigating.

And there’s benefit in doing this mapping as a collaborative exercise. Drawing on a range of experiences
and perspectives will always introduce information and insights that won’t be known if you do this by
yourself. This not only deepens your read of the room, it energizes the ways in which you will engage and
work with the key stakeholders in your change initiative. 

Stakeholder work isn't manipulation. It's respect. It's taking the time to understand what others care
about before you ask them to change.
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The Paradox of Stakeholder Management 
The leaders who influence others most effectively aren't the ones who push

the hardest. They're the ones who listen and learn first.



Appreciating Your Stakeholders

Effective change leaders possess an awareness or sensitivity to their stakeholders. We
recognize it in those leaders who somehow know whom to talk to, whom to agree with, whom
to disagree with, which meetings are the important ones to attend, and so on. We see them as
being someone who (a) knows what is going on, and (b) bases their actions on the longer-term
perspective, oriented on organizational values and goals (rather than short-term advantage).

There are three elements in deepening your appreciation of the stakeholders in the change
initiative you are leading: 

Stakeholder Identification: the process of identifying and building your
understanding about the interests, power and influence of the stakeholders.

Stakeholder Mapping: assessing where each key stakeholder stands in relation to the
goals of your change initiative. 

Stakeholder Mobilizing: developing a plan to engage and build support amongst
stakeholders for the coming change.

1.

2.

3.
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1. Stakeholder Identification

The Stakeholder Identification process begins with identifying a broad range of stakeholders.
Once this is complete, select key stakeholders for a deeper analysis that looks at each through
two dimensions:

Interests - what might be the various interests of a stakeholder in the context of change?
Do they favor the status quo? Why or why not?
Would they prefer that changes be made? If so, which ones?

Power & Influence - what are the sources and strength of any power and influence that the
stakeholder might have in the context of change?

The results of this process will help you select and focus on stakeholders whose interests
related to the current context and any potential changes can be helpful or a blockage to your
work.

Groups, such as...

Industry Associations
Interest Groups
ERG Groups

Look for both formal and informal groups!

Formal Organizational Structures, such as...

Executive Team and Board
Other Departments 
Staff Committee

Individuals, such as...

Individuals within groups and formal organizational
structures
Influencers and boundary-spanners
People who can affect, or be affected by, your project
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1.Financial Interest: those with a financial interest in the project's success,
such as investors, funders, shareholders, or lenders.

2.Operational Interest: those directly involved in the project's operations,
such as project managers, team members, or employees, may have an
interest in ensuring the project's success to maintain their job security or
career advancement.

3.Strategic Interest: Stakeholders who have a strategic interest in the
project, such as executives or senior management, may focus on the
project's alignment with the organization's long-term goals and objectives.

4.Reputational Interest: Stakeholders may have a vested interest in the
project's success to protect or enhance their reputation or brand image.

5.Legal and Regulatory Interest: Those with a legal or regulatory interest
in the project's success, such as compliance with laws, regulations, or
industry standards, to avoid penalties, litigation, or reputational damage.

6.Technological Interest: Stakeholders who are interested in technological
advancements or innovative solutions may have an interest in the success
of projects that introduce new technologies or improve existing ones.

Positional - Formal, hierarchical and status related; positional power
exists when one person is “higher” then another in some structure.
Resources and Rewards - Control of finance and other valued
resources, access to facilities and equipment and, especially, to people
and information are often crucial in getting things done.
Knowledge and Expertise - Possessing technical ability or professional
knowledge can be an important source of power. As with resource
power, such power is easily withheld and may be used to counter
positional power.
Personal Influence - Including track record and prior achievements,
influence is exercised in a myriad of ways, through interpersonal skills,
persuasiveness, plausibility, intellectual weight, and the capacity to
inspire confidence and build trust.
Networks and Gossip - “Soft” gossipy information is often vital in terms
of tip offs about going on in the company or the outside world. While the
dark side of gossip is well understood (in terms of its potential to cause
damage) the value of the light side needs to be appreciated.
Energy and stamina - Many effective team leaders have these two
important qualities in getting things done.  The value of staying power
through stamina, adaptability, survival skills, standing by colleagues,
persistence without becoming obsessive, can be underestimated but
frequently contribute to project success.
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Individuals, Groups,
Organizations, Institutions

Their Interests
Sources of Their Power &

Influence

Objective of the Change Initiative:
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2. Stakeholder Mapping

Highly
Resistant

Highly
SupportiveNeutral

Weak

Strong

Keep SatisfiedManage Closely

Keep InformedMonitor
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By engaging in Stakeholder Mapping, you are able to select key stakeholders for a further
level of analysis that involves looks at each stakeholder through two dimensions:

Support - is this stakeholder supportive of or resistant to the project?

Power & Influence - does this stakeholder have high or low power in this situation?

The results of this mapping process will help you work out how to engage and interact with key
stakeholders in your planned change.
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MODE
ORIENTATION TO

CHANGE
STAKEHOLDERS

Keep Satisfied
Supportive/Highly Supportive
Strong Power and Influence

Manage Closely
Resistant/Highly Resistant

Strong Power and Influence

Keep Informed
Supportive/Highly Supportive

Weak Power and Influence

Monitor
Resistant/Highly Resistant
Weak Power and Influence
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3. Stakeholder Mobilizing

The step of Stakeholder Mobilizing is when you develop your plan to approach and engage
key stakeholders in support of your change initiative.

By considering where each stakeholder might be located on a Change Communications
Continuum, you can assess whether a more positive relationship towards the change will be
beneficial.

Keep in Mind: while every change benefits from its share of Champions and Engaged
stakeholders, not every stakeholder needs to be at this end of. the continuum! Some might only
need to be Aware, and there can be strategic advantage in keeping certain opponetns to
change Unaware until a later point in the process!

The worksheet on the following page allows you to name reasons for their placement and to
identify what responses, if any, you might need to help them move to an improved relationship
to change.

Mapping Your Stakeholders: A Leader’s Guide to Understanding and Influencing Stakeholders 
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UNAWARE

AWARE

CURIOUS

ENGAGED

CHAMPION
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RELATIONSHIP REASONS YOUR RESPONSE

CHAMPION

ENGAGED

CURIOUS

AWARE

UNAWARE
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The Four Power Moves

The Stakeholders in Change Toolkit supports the second of four "Power Moves" that
help leaders prepare for change:

1. MAP – Create a Context Map to better understand what is contributing to the
current situation.

2. MOBILIZE – Develop a Stakeholder Assessment to learn about areas of support and
resistance. (Who will be affected by the options you're considering? Where will you
find allies and resistance?)

3. MOVE – Prepare a Plan for the change process—but don't make it too detailed!
(What sequence of actions will move you forward? What early steps can you take?)

4. MESSAGE – Communicate the Change to prepare your stakeholders for what's
coming. (How will you bring people along? What do they need to understand?)

These moves form a natural sequence: understand your context, assess your
stakeholders, prepare your approach, and communicate your intentions. Each builds
on the one before.

 Where to Go from Here 

The Context of Change Map is an important first step in preparing for change. It
helps you understand the context from which you will be starting to bring about
change.

If you have not yet done this work, the Mapping the Context of Change Toolkit
will help you get started!

Visit my blog to access and download this free resource.
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https://rcachangeadvisors.com/blog/navigate-your-organizations-next-big-change-with-confidence-four-power-moves-for-change-leaders/
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Visit our website to access these and other practical resources
for leaders and teams moving through change
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