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The article investigates core managerial concepts of the stakeholder
interaction domain in terms of the modern project environments, such as
stakeholder identification, stakeholder prioritization, as well as stakeholder
engagement strategies. Considering the ongoing industrial trends, the present-day
projects tend to decompose the entire development lifecycle into separate areas,
where stakeholder management remains quite integral, yet not a paramount area
required for the project's success. Taking into account the fact, that stakeholders

typically impact every single phase of project development, and perform various



functions, including but not limited to project sponsorship, project team selection,
vision definition, functional roadmap development, project scope specification,
schedule planning, budget allocation, and other, their primary role in projects
success Is typically mistakenly overlooked. As a result, such dereliction of project
stakeholders can conceivably cause a continuous challenge for the project teams,
which in turn generates a substantial misalignment on the project level and
negatively collisions with the team dynamics. To address this issue, the article
objectively defines the nature of stakeholders, discusses the need for stakeholder
engagement and outlines the fundamental conceptions regarding the discussed
topic in the interest of the comprehensive context generation that is intended to
enhance peers’ comprehension of the problem area. Reflecting the primary idea
reflected in the work, the articles suggest a modernistic view on the stakeholder
management approach that can be used for the sake of maximizing project success.
This is achieved via a combination of well-established managerial tools, alongside
the practical enhancement of the domain practices which, in their turn provide
teams with a set of recurring methods with an utmost focus on the identification of
stakeholders (both initial and ongoing), quantitative stakeholder prioritization
technique via Stakeholder Impact Index (SIl), and reflection of pre-defined
stakeholder engagement strategies that delineate response framework and

streamlines team responses and interactions with the respective parties.

YV cmammi 0ocnioxcyromscss 0OCHOBHI YNPABNIHCbKI KOHYenyii 83aemooii i3
3aYiKAGIEeHUMU CMOPOHAMU  (CMeUKXo10epamuy) 3 MmMOUYKU 30pY  CYUYACHO20
npoekmuoco cepedosuwia. Hanpuxnao, maxi sk ioenmugpixayis 3ayixaeieHux
CMOPIH, BU3HAYEHH NpIiOpuUmemié 3ayiKkasJleHux CMOpIH, a MmMaxKoxc cmpamezii
3aNyYeHHs 3aYiKasieHux cmopin. Bpaxoeyrouu nomouni menoenyii ynpasnincoxoi
cghepu, cyuacHi NpOEKMuU CXUTNbHI PO3NOOLIAMU BeCb HCUMMEBUL YUKT PO3POOKU
Ha oKpemi obracmi ma aszu, Oe YNPAGNIHHA 3AYIKAGIEHUMU CMOPOHAMU
3AMUUMAEMBCS QOCUMb HEeBI0'€EMHOI0, alle He OCHOBHOW cphepoio HeoOXIOHOW OJis

yenixy npoekmy. Bepyuu 0o yeaeu moii ¢pakm, wjo 3ayixaeneni cmopoHu 3a36udati



BNIUBAIOMb HA KOJICEH eman po3poOKU NPOEKMY Md GUKOHYIOMb DI3HI (YHKYIT,
BKIIOYAIOUU alle He O0OMEedNCYIoUUCL MAaKUMU 5K CHOHCOPCMEO NPOEKMY,
Gdopmysanns NpoeEKMHOI KOMAHOU, BUSHAYEHHS OAYeHHs NPOOYKMY, pPO3POOKY
@dyHKyionanvHoi 0opodcuvoi kapmu (roadmap), cneyugbikayiro obcszy podim
NPOEKMY, NAAHYBAHHA 2paiky pobim, po3noodin Owddicemy mowjo, ixHs 0CHOBHA
POJIb 8 YCNIXy NPOEKMIG 3a38Utati NOMUIKOBO i2HOpyembcs. Ak pesynomam, maxe
HEeXMYBAaHHs  3AYIKAGIEHUMU CMOPOHAMU HNPOEKMY MOdCe npuzgecmu 00
PeYNAPHUX BUKTIUKIG OJIs1 NPOEKMHUX KOMAHO, W0 Y C8OI0 Uep2y, 2eHepyE CYMMEBY
HEY32000/CeHiCmb ma He2amueHo GNIUBAE HA OUHAMIKY KOMAHOU. Takum YuHoM,
cmamms  00'€KMUBHO U3HAYAE NPUPOOY 3AYIKABNEHUX CMOPIH, 002080pIOE
HeoOXiOHICMb 3aNlyYeHHs 3aYiKaeleHUx CMOPIH Ma OKpPecitoe QYHOAMeHmMAlbHI
npoyecu 8 pamkax 002080pIO6AHOI meMu 3 Memolo 2eHepayii KOMHIIEKCHO20
KOHMEKCMY, AKUU MA€ HA Memi NOKpawumu po3yMiHHA NpoOeMHOI obaacmi.
Opienmyouuco Ha OCHOBHIU npobiemi 32adaHiti 8 pobomi, cmamms NPONOHYIOMb
CYHACHULL NO210 HA NioXi0 00 YNpAasNiHHA 3AYIKABNeHUMU CMOPOHAMU, SKUL
Modice Oymu uKopucmaHuil 0nisi Makcumizayii ycnixy npoekmy. YV cmammi, ye
00Ccs2a€EMbCSL WIISIXOM  NOEOHAHHA 000pe  3apeKOMeHO08AHUX VYAPABIIHCbKUX
IHCMpYMeHmi6, a MmaKoic NPaKkmuiHo20 800CKOHANEHHS NPAKMUK ) NPEeOMEmHOI
obnacmi, wo, y c800 uepey, HA0AE KOMAHOAM HAOIp SYYHUX Ma A0aAnmo8aHux
Memooi8 3 MAKCUMAIbHUM AKYEHMOM HA i0eHMu@ikayito 3ayikagieHux CmopiH (K
noyamko8y, maxk i NOMOYHY), MemooO KIIbKICHOI npiopumusayii 3ayikaeieHux
cmopin 3a o0onomozorw Inoekcy enausy Ha 3ayikaeieHi cmopoHu (Stakeholder
Impact Index, SIl), a maxooic nabip 3a30ane2iov uzHaveHux cmpamezit 83aEmo0ii
31 cmetikxondepamu, SKi OKpecCaolmb MOXMCIUSL cmpameii  peacy8anHs,
ONMUMI3YIOMb NPOYECU KOMAHOU Ma 63AEMOOII0 3 BI0NOGIOHUMU 3AYIKABIEHUMU

CmMopoHamu.
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Problem statement. Historically, the field of project management studies
has recommended itself as an efficient structuring tool and mechanism that
methodologically divides the comprehensive nature of projects into a set of
individual, tangible, yet interconnected knowledge areas [1]. Despite the fact that
all the projects tend to be unique by their nature, such a method has appeared
widely welcomed in the industry, given its capacity to organize, standardize, and
promote a shared comprehension of project management subareas, which makes
project knowledge modular, structured, transferable, and reusable. Following this
transition from assessing the project as a whole to an area-oriented approach,
managers were equipped with a broader evaluation capacity, as all the project
components were assessed independently, in spite of their interconnection and
cross-dependence. One of the areas that was defined as a result of the
aforementioned transition was Stakeholder Management [2]. As widely
recognized, stakeholders are usually being referred to as individuals and groups of
people who are directly or indirectly affected by the project activities and its
outcomes [2]. In its turn, it is hard to overestimate the value of Stakeholder
Management domain, as it learns and reviews not only types of stakeholders
(depending on their power and influence), but also provides project managers with
a contemporary view on interaction with them, alongside with best practices that
can enhance stakeholder engagement, and furthermore improve all the further
interactions with all the parties involved that might occur throughout the project.
This said, while the necessity of efficient stakeholder management has become a
common golden standard in the industry, the problem concerning the necessity of
efficient stakeholder identification, prioritization, engagement and its influence on
project success still appears to be insufficiently addressed and underdeveloped by
practitioners and the expert community. Considering that investigation of the

effective stakeholder engagement frameworks and their influence on project



success remains overlooked, it is logical to say that developing a thorough
academic awareness of this area is essential for project managers. Additionally,
even though project stakeholders are directly or indirectly participating in all the
project phases, their role within the project Executing phase might be neglected. In
that regard, this paper will suggest an approach for the progressive stakeholder
interaction, which will be taking place not only during the project Planning, but
also during the subsequent project stages.

Analysis of recent research and publications. The aforementioned topic of
stakeholder management and engagement has been regularly brought up by both
international and domestic scientists, including the work presented by Kujala, J.,
Sachs, S., Leinonen, H., Heikkinen, A., & Laude, D, highlighting a holistic view
on the previous, ongoing and future development challenges that stakeholder
engagement field face, in addition to review of historic precautions that led to the
development of this domain [3]. Worth mentioning is the paper of Koptieva H. that
suggests an approach to stakeholder management at the level of organizations,
illustrating the sequential flow of this process [4]. Nonetheless, the scope of
existing works analyzes the discussed concept in a high-level manner and provides
a cursory theoretical overview which is lacking substantive depth, instead of
generation of a solitary examination of the stakeholder engagement, highlighting
what project activities it requires, and how efficient stakeholder engagement can
benefit the the project as a whole.

Formulation of the article objectives. The core aim of the paper is to
define the nature of stakeholders, specify stakeholder interaction as a separate
activity group, and outline a contemporary framework facilitating stakeholder
identification (both initial and ongoing), stakeholder prioritization, and stakeholder
engagement strategies that combined can equip project teams with a
comprehensive approach, capable of acknowledgement of all the parties involved,
regular interaction with such parties, and consideration of stakeholders’

expectations that can ultimately support the project success.



Presentation of the main research material. This section unveils critical
insights and findings collected throughout the research process of the project
management industry, especially in the context of the stakeholder management
field, including academic literature, scientific papers, professional resources, and
industrial best practices that are currently applied within the managerial domain.
As was mentioned above, stakeholder management is being reasonably considered
a crucial component of modern managerial skillset; therefore, in the interest of a
comprehensive analysis of the discussed problem, it is vital not only to accentuate
the shortcuts for the practical stakeholder engagement but also to reflect its
fundamental concepts. As is known, stakeholders are described as a group of
people, organizations, or entities that are directly or indirectly affected by the
project’s outcome [1]. Contrary to popular opinion, stakeholders imply two layers
of parties involved. Firstly, those ones who are actively engaged in the project
development and aware of its undertakings - engineers, analysts, project sponsors,
business representatives, accountants, and others. The second cluster represents
entities who might not be directly contributing towards the project, however, might
potentially be influenced by its repercussions, both positive and negative, or
interested in its features alongside the value it delivers. While the first group of
stakeholders remains identifiable and determinable due to its coherent
interconnection between its parties, in addition to their factual involvement, the
second group remains ambiguous and fluid. Especially, the factualness of this
difference can be supported by the fact that plenty of stakeholders located outside
of the project’s organizational structure remain obscure even after the project
launch, due to teams’ limited capacity to assess all the potential customers (for
instance, in B2C business models). In that connection, stakeholder engagement
represents a separate managerial field of study that suggests a set of pre-defined
stakeholder treatment strategies that structure and organize a set of activities that
companies and their projects perform with regard to project stakeholders [5]. Such
an approach suggests a flexible framework that acknowledges the possible patterns

between different stakeholders, structures them, designs a system of necessary



activities for each group, yet minimizes the amount of waste by focusing the
team’s resources on the most efficient methods and rejecting less practical
techniques. Such a measure might not look straightforward, nevertheless, it has a
practical aim - to achieve the project's success. In terms of the modern project
management industry, project success is defined as the implementation of the
project within the defined project triangle — Scope, Schedule and Cost [6]. But
what’s the connection? In reality, the answer is plain, as a suboptimal stakeholder
engagement can lead to underwhelming requirements gathering and non-efficient
consideration of stakeholder’s needs, which may result in change requests, projects
reworks, and projects pivots which will undoubtedly cause the change of initial
scope, schedule, and cost - that are being fairly considered cornerstones of projects.

All things considered, it is practical to raise a reasonable question: how to
identify project stakeholders and properly structure them for further prioritization,
interaction, and engagement? In a nutshell, the project identification has never
been a straightforward task to complete, especially in light of the unique nature of
the projects. As is known, every single separate project is typically expected to
deliver a unique product, service or value [7]. Consequently, such peculiarity of
every project’s individual inputs, objectives, constraints, and distinct set of
unequalled processes, makes it quintessentially challenging to come up with a
single, unified, yet efficient stakeholder structuring framework. Nonetheless, the
managerial industry agrees on the possible practical response - providing project
managers with a set of tools and techniques that are simple in nature, can be used
outright, suitable for both Agile and Waterfall methodologies, and can be tailored

according to the project needs and challenges.

In that regard, it is feasible to introduce two distinct approaches to
stakeholder identification. Firstly, the Initial Stakeholder identification - the
method that focuses on the initial assessment of parties involved, as it is
impractical and risky to launch the project without an understanding of its

stakeholders. In particular, the Initial stakeholder identification can use the



following set of practices called upon to detect parties involved in the earliest
stages of the project [8]:

- Review of the existing project documents: analysis of available
documentation and selection of the relevant information concerning
stakeholders

- Brainstorming: a technique performed by team members to rapidly
generate various ideas related to the potential parties involved

- Interviews with Project Sponsor: given that project sponsors usually have
a comprehensive vision of the project lifecycle, their comprehension of
stakeholders can deliver the utmost value

- Organizational charts: reflect the organizational structure of a legal

entity where the project is implemented (e.g. enterprise or a firm)

Secondly, the Ongoing Stakeholder identification - a continuous process
triggered throughout the project execution and implementation, with a primary
focus on the identification of groups of people that are directly or indirectly
affected by the project, but were obscure during the initial identification stage, and

were identified during the latter stages of the project. Can be identified via [8]:

- Analysis of change requests: reflects groups and certain individuals who
requested a change within the project direction or product functionality.

- Issue log reviews: structurally depicts a list of issues that occurred
throughout the project lifecycle, including the person who raised the
Issue.

- Feedback collection channels: utilizing the value of personalized
surveys, feedback forms, questionnaires, and polls.

- Role-play and User personas: helps to portray the potential or existing
customers and convert them into a systematically organized list, which

maps user types, their needs, wants, and demands.

As stated above, both approaches are addressing two different stances of the

project. Whereas the Initial Stakeholder Identification ought to generate the biggest



systematic contribution within the project phase involving the biggest uncertainty
degree possible, such as Planning, an Ongoing stakeholder Identification is
expected to produce the biggest value throughout the Executing and Monitoring
phase, where the project implementation actually takes place. Considering the
contemporary managerial trends and practices, during the initial project planning
(especially in waterfall or predictable environments), project objectives,
requirements, constraints, as well as strategy are mostly based on the expertise,
vision, and assumptions of in-house experts, alongside their decision-making skills
[9]. This group of people can include Project Sponsor(s), Steering Committee,
Product managers, Team leaders, which makes this group of individuals strictly
isolated and potentially prejudiced, which is undoubtedly capable of impacting the
probability of project success in direct way, both positively and negatively. As a
matter of alternative, Ongoing Stakeholder Identification suggests a paradigm shift
that is oriented on the actual project reality and progressively reassessing the pool
of stakeholders whose opinion might be beneficial for the project scope. Even
though these two approaches are generally expected to be applied to different
project phases, it is reasonable to assert that they are fully complementary and
might be used in parallel, providing managers with a tailoring opportunity. As a
result, the combination of both approaches is able to deliver the utmost value for

future project undertakings.

Following the performance of stakeholder identification (using either
approach), it is essential to raise a question: how are project teams expected to
prioritize the identified stakeholders, so that their expectations are addressed
accordingly? For such a purpose, it is imperative to define a structural, objective,
and unbiased approach that will consider the stakeholders' actual influence, rather
than parameters representing less significant components. In that connection, we
can introduce a single metric calledthe Stakeholder Impact Index (or SlI), which
IS built upon the established stakeholder analysis model called Mendelow's Matrix,

by extending it with a definition of universal value that reflects a sum of



Stakeholder Power, Stakeholder Influence, Stakeholder Interest, and Stakeholder

Location to quantitatively evaluate stakeholder engagement levels [10].

[Stakeholder Impact Index (SII) = Power + Influence + Interest + Location 1)

To be more specific, each variable corresponds to the following:

- Stakeholder Power: stakeholder’s managerial, decision-making, and
authoritative capacity that can force or prevent a set of divergent
proceedings in the organization; typically based on the chain-of-command,
individual role, domain expertise, control of resources, etc. [10]

- Stakeholder Influence: stakeholder’s ability to influence the direction of the
project, its priorities, backlog, processes or deliverables, even without the
direct authority or a formal role [11].

- Stakeholder Interest: stakeholder’s personal or professional interest in the
specific project, even if the project affects them in positive or negative way
[10].

- Stakeholder Location: stakeholder’s placement with regard to the

organization, either internal or external.

Each variable mentioned above can accept the predetermined values as
outlined in Table 3. Acceptable values for such variables as Power, Influence, and
Interest follow a Low / Medium / High scale, where Low equals 1 point, Medium
equals 2 points, and High equals 3 Points. The Stakeholder Location variable
ranges follow an External / Internal scale, where External represents 0 points,
while Internal corresponds to 1 point. Although the described formula is self-
explanatory and unequivocal, from the perspective of the stakeholder prioritization
process, teams are recommended to perform a facilitated review session that is
supposed to address the cross-alignment function and promote shared
understanding of stakeholders’ influence based on the team members’ reflections.
Such a session could benefit from an agenda, where the team reviews the table of

stakeholders and collectively evaluates them, by assigning each variable with



possible values, resulting in a detailed table delineating the Stakeholder Impact

Index (SSI) of each entry in a plain way.

Table 1: Stakeholder Impact Index (SSI) formula variables

Variable Possible values
Low 1
Stakeholder Power Medium 2
High 3
Low 1
Stakeholder Influence Medium 2
High 3
Low 1
Stakeholder Interest Medium 2
High 3
Stakeholder Location External 0
Internal 1

Source: formed based on [10]

Using the aforementioned formula, project teams receive the opportunity to
perform the stakeholder assessment and prioritization based on the number of
points they’ve been assigned. Subsequently, the number of points will help to
assign stakeholders to a specific stakeholder category, which will have a set of pre-
defined engagement strategies teams can use. Upon the completion of stakeholder
identification, teams and project managers can proceed to the stakeholder
engagement strategies. This can be performed using the Stakeholder Impact Index
values calculated previously alongside usage of the following SSI Scope Ranges
[10]:

- Monitor (SSI Score 3-4): the lowest possible scale that reflects negligible
impact of this stakeholder group on the project proceedings. Even though
this group is slightly related to the project, its actual effect could be
considered as insignificant due to its virtually zero influence capacity
Engagement strategy: passive monitoring and observation, strictly limited
communication without regular engagement to avoid the waste of resources
and non-essential resource allocation

Tools and techniques: quarterly check-ins, automated monitoring tools



- Keep informed (SSI Score 5-6): group that actively interested in the project
undertakings or affected by its outcomes, even though its lacking actual
control over the project direction and vision, hence might be considered as a
source of valuable insights concerning the expectations from the product,
which in its turn can positively contribute towards project backlog
Engagement strategy: regular communication
Tools and techniques: status review meetings, email updates, surveys,
feedback forms, and feedback gathering sessions

- Keep satisfied (SI1 score 7-8): a crucial group of stakeholders who might
have either a high degree of power and influence but lack interest, or vice
versa. Nevertheless, this category possesses a strong daily influence on the
project activities, hence acknowledgement of their opinion, meeting their
expectations, and satisfying their demands can be fairly described as
essential cornerstones for the further project success
Engagement strategy: one-to-one engagement
Tools and techniques: one-to-one meetings, rapid communication channels
(chats on corporate messengers), regular reporting (including personal),
strategic planning meetings

- Manage closely (SIlI score 9-10): key players for the project success —
highly powerful, influential, and interested in all aspects of the project.
Typically, could be outlined as budget owners, visioners, core decision
makers, and project drivers.

Engagement strategy: executive-level focus

Tools and techniques: project status dashboards, roadmaps, involvement in
all the internal communication and meetings (e.g. daily standups), daily
feedback collection and ongoing feedback loops, workshops, KPIs

alignment, etc.

Conclusion. Progressive, as well as flexible stakeholder identification and
prioritization processes, directly contribute to the project's success. This is

achieved through the consideration of the needs, wants, and demands of all the



parties involved, both internal and external. As widely recognized, stakeholders
serve projects of any kind as an essential source of product expectations and
insights, that henceforth provide teams with an opportunity to acknowledge them,
and integrate those findings into the project backlog by converting them into an
implementable chunk of work, capable of generating value for the market, which
without a doubt increases the changes of the project success. While the
stakeholders still remain as one of the score sources of truth in project
environments, it is mandatory to perform both initial and ongoing stakeholder
identification, as not all the stakeholders can be identified during the initial
Planning phase. Hence, the combined approach involving both types of stakeholder
determination applied to the entire project development lifecycle generates an
uninterrupted stakeholder recognition and analysis flow that supplies the team with
new personas or groups whose opinions and reflections can be beneficial not only
for the processes enhancement, but also for the achievement of ultimate project
goals. Overall, an efficient stakeholder identification, prioritization, and
engagement could not be neglected in modern projects. Given the present
globalization process and teams’ capability to rapidly interact with both existing
and potential stakeholders via various tools, it becomes imperative to utilize

suchlike an opportunity for the sake of maximizing of project deliverables.
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