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INTRODUCTION

Chances are you have collected considerable and 
useful information regarding stakeholders, 
summarizing this data in a variety of ways including 
lists, charts, and reports. However, these traditional 
methods do not always highlight the critical points in 
need of attention. Leveraging simple visualizations 
of the information can help highlight critical points.
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ORGANIZATIONAL ALIGNMENT 
A stakeholder analysis is an essential component of any       
organizational readiness plan.  The analysis can take many forms, but 
at its core, it is typically a list of people involved including selected 
reference information.  As such, the list does not capture or easily 
communicate how each stakeholder fits into the larger organization as 
a whole.  However, this perspective can deepen the understanding of 
the organization and thus improve the effectiveness of engagement 
activities.     
A simple way to incorporate this perspective into the stakeholder 
analysis is to capture who each stakeholder reports to, layer by layer, 
up to the CEO.  Think of this as a horizontal organization chart of 
sorts. 
In the example below, the three traditional columns at right are 
enhanced by adding the three “roll up” columns at the left.  This  
information helps visually convey each stakeholder’s role in the larger 
organization.

The rightmost column suggests that all three stakeholders work for Sales.  
However, the leftmost columns reveal that the three stakeholders work for 
two distinct non-sales organizations: Technology and Operations.  This 
suggests that Sales representation, if needed, is lacking.  
The benefit of this technique is to better understand how each stakeholder 
fits into the overall organization and to easily communicate this 
information to others so that appropriate action can be taken, if required. 

What does 
this example 

show? 

What is the 
benefit? 

When should 
it be used? 

At the beginning of each phase, and when organizational changes occur, 
or as needed.



FUNCTIONAL REPRESENTATION
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A second challenge is being sure that every business area has 
been accounted for and that stakeholder representation has 
been secured if needed.  This perspective is typically not 
immediately clear from common stakeholder analysis artifacts.    

In the chart above, these columns are used to represent all 
business areas, indicate if representation is needed, and show if 
representation has been secured.  This framework helps answer 
key questions at a glance, including: 

In this example, representation is needed from all business 
areas, only two of them have been secured, and IT has yet to 
have been inspected. 

The benefit of this approach is to ensure every area that needs to 
be represented is, and to communicate this information to others, 
so that gaps can be addressed as needed. 

• What business units need to be examined?
• Which of the units require representation?
• Which of the units have secured representation?

What is the 
benefit? 

What does 
this example 

show? 

When should 
it be used? 

At the beginning of each phase, and continuously throughout or 
as needed.



ROLE DISTRIBUTION 
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A third challenge is clearly understanding the roles and responsibilities 
for every stakeholder.  This can be critically important to ensure that 
the right people are accounted for and included in key activities. 

In the example above, every stakeholder for every area is assigned 
one of three key roles.  This presentation makes it easy to see and 
quickly answer important questions, such as:

This example designates every area has been accounted for-
except Operations. Furthermore, every area is represented by a 
Sponsor, Stakeholder, and Subject Matter Expert who are aligned 
to applicable routines. 

The benefit of this technique is to easily discern to what extent you 
have all key roles identified across the stakeholder community.   

• Who are your sponsors?
• Who are your main stakeholders?
• Who are your subject matter experts?
• Who is serving in which capacity?
• Which areas and roles are under or not represented?

What is the 
benefit? 

What does 
this example 

show? 

When should 
it be used? 

At the beginning of each phase, and when organizational 
changes occur, or as needed.



CAPACITY LANDSCAPE
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Finally, an often overlooked consideration is the amount of change any 
given area is undergoing or will experience.  This is important because 
it can affect how receptive stakeholders are to organizational readiness 
activities.  

In this example, every business area is cross-referenced against 
initiatives and dates.  This technique helps to visually assess the kind 
and amount of change that every area will undergo; this can inform 
organizational readiness activities.  

Key questions which can be easily answered include: 

• Which areas are being impacted?
• What is the nature of the change?
• When will each area be impacted?

What is the 
benefit? 

What does 
this example 

show? 

When should 
it be used? 

This example indicates Sales is impacted by the same three projects 
in 1Q and 4Q, Operations has one project for all of 2018, and 
Technology has increased projects the first 3 quarters (one project in 
1Q, two projects in 2Q and three projects in 3Q18). 
The benefit of this technique is to provide context regarding how 
much change any given area is experiencing now or will experience 
in the future. Therefore, oversaturation can be accounted for in 
organizational readiness activities.   

At the beginning of each phase, or as needed.



           CONCLUSION

These simple tools and techniques bring important 
context to assist with key organizational readiness 
activities. 
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