Project Management Research Institute (PMRI)

Case study#2 - Stakeholder management for program

That's a crucial topic for Joseph, the Program Manager. In a large-scale public welfare project
like the Rehabilitation Township, Stakeholder Management is perhaps the single most
complex and critical element, often determining the program's success or failure.

For Joseph, Stakeholder Management is not just about communication; it's about managing
expectations, securing continued support, and mitigating social and political risks across a
very diverse group.

Township Program’s Stakeholder Management Strategy

Stakeholder management for a Program requires a structured, multi-level approach. Joseph
must categorize his stakeholders and tailor his engagement strategy for each group.
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1. Stakeholder Identification and Prioritization

Joseph must first identify everyone who is impacted by or can impact the program. The two
most important axes for prioritization are Power (ability to influence the program) and
Interest (concern over the program outcome).

Stakeholder Power Level Interest Level | Engagement Key Focus
Group Strategy
Government High High Manage Funding
Funding Closely: Continuity,
Agency Frequent, Policy
detailed Alignment
reporting on
budget,
schedule, and
compliance.
Future High High Manage Acceptance
Residents Closely/Cons of
(Victims) ult: Direct Deliverables,
engagement, Trust
transparent
communicatio
n, and
involving them
in
non-technical
design
choices.
Company High Low/Medium Keep Strategic
Executive Satisfied: Alignment,
Leadership Concise, Resource
strategic Allocation
Program
Status Reports
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(PSRs)
focused on
risk and
finance.

Individual
Project
Managers
(PMs)

Medium

High

Engage/Colla
borate: Daily
operational
coordination
and resource
management
meetings.

Coordination,
Issue
Resolution

Local
Community
Leaders

Medium

Medium

Keep
Informed:
Regular
updates on
local impacts
(traffic, noise,
hiring).

Smooth Local
Operations

General
Public/Media

Low

High

Monitor/Infor
m: Controlled
public
relations and
timely press
releases.

Public Image,
Reputation

2. Tailored Engagement and Communication

Joseph cannot treat all stakeholders equally; his time is best spent on those in the Manage
Closely quadrant (High Power, High Interest).

A. Managing the Future Residents (The Beneficiaries)
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This group is the most sensitive and essential for benefits realization.

Consultative Design: Involve representatives in decisions regarding house layouts,
community center functions, and park locations. This builds ownership and minimizes
the risk of rejection post-construction.

Transparent Updates: Provide simple, visual updates on construction progress relative
to their move-in date. Manage expectations regarding delays immediately and honestly.
Risk Mitigation: Address their concerns about long-term maintenance, security, and
integration with surrounding communities early on to mitigate social risk.

B. Managing the Government Agency (The Sponsor)

This group holds the purse strings and regulatory authority.

Governance Structure: Establish a formal Program Steering Committee with agency
representation. Joseph should chair this committee.

Compliance Reporting: Ensure all reporting meets specific grant/funding requirements
(e.g., social impact metrics, employment targets for local workers). The focus is on
accountability and proof of value.

Proactive Issue Escalation: Bring high-impact risks (like policy changes or funding
shortfalls) to them with proposed solutions, demonstrating control.

3. Key Stakeholder Management Outputs

Joseph will utilize several program-level documents to execute this strategy:

Stakeholder Register: A document listing all stakeholders, their contact information,
power/interest, and classification.

Stakeholder Engagement Plan: A formal plan detailing the frequency, format, and
content of communications for each group (e.g., weekly PM meetings, monthly Executive
PSRs, quarterly resident forums).

Issue Log: Used to capture and track all concerns and requests raised by stakeholders
until they are formally closed.

By proactively and strategically engaging these groups, Joseph transforms potential
opposition into necessary support, greatly improving the chances of delivering a successful
and sustainable township.
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