
5/21/17	

1	

Engaging	Diverse	Stakeholders	to	
Lead	Change	

How	Various	Stakeholders	Can	Help	You	Realize	Advocacy	Goals	

Bob	BeaDy	
The	Lyndhurst	Group,	LLC	

By	the	end	of	this	session,	you	will	be	able	to…	
• Name	diverse	stakeholders	needed		
and	benefits/risks	to	their	
parKcipaKon	

• List	techniques	to	engage	allies	and	
opponents		

• Define	tailored	engagement	
objecKves/tacKcs	for	disKnct	
stakeholders	

How	We’ll	Get	There…	
• What	is	a	stakeholder	

• Why	to	engage	diverse	stakeholders	

•  IdenKfying	and	prioriKzing	
stakeholders	

• Understanding	stakeholders	(allies	
and	opponents)		

• Planning	your	approach	with	allies	
and	opponents	
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Defining	Key	Terms	
Advocacy	
The	act	or	process	of	suppor0ng	a	
cause	or	proposal	:	the	act	or	process	
of	advoca0ng	something	

	
Stakeholder		One	who	is	involved	
in	or	affected	by	a	course	of	ac0on.		

 Source: Merriam-Webster Online Dictionary. http://www.merriam-webster.com/dictionary   

Brainstorm:	Who	are	Stakeholders?		

Brainstorm:	Who	are	likely	stakeholders?		
• Public	sector	agencies	or	employees		

• Minority	communiKes	and	
associaKons	

• Faith-based	organizaKons	and	faith	
leaders	

• Businesses/chambers	of	commerce	

• Professional	associaKons	and	trade	
unions		

• Consumer	or	special-interest	
organizaKons	(e.g.	Open	Access	or	privacy	
ac0vists)	

• Nonprofits		

• Private	and	Public	funding	agencies	

• Regional	or	neighborhood	
associaKons/insKtuKons		

• PoliKcians	or	poliKcal	parKes	
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Why	IdenJfy	and	Engage	Diverse	Stakeholders?		

Can	you	think	of	a	0me	when	you	engaged	a	stakeholder	
outside	of	the	“usual	suspects”	to	help	you	achieve	change?		

	

What	did	you	learn	from	that	experience?		
	

Did	it	help	you	toward	your	change	goal?		
	

Why	or	why	not?		

Why	IdenJfy	and	Engage	Diverse	Stakeholders?		
•  To	consider	those	impacted	by	change	and	include	their	voices		
•  To	prioriKze	most	important	groups	to	engage		
For	Supporters/Allies:	

•  To	help	you	reach	your	goal		

•  To	access	different	assets	

•  To	boost	your	numbers	and	impact	

For	Opponents:		

•  To	understand	their	moKvaKons,	anKcipate	opposiKon,	and	sharpen	approach		

•  To	help	you	convince/find	common	ground/minimize	their	impact		

For	Neutrals:		
•  To	convert	and	acKvate	(or	ensure	they	don’t	become	opposed)	

Group	AcJvity:	Change	IniJaJve	
• Break	into	groups	of	3-4		

• Decide	on	one	iniKaKve	to	work	
together	on	

• Complete	worksheet	QuesKon	1:	
Iden%fy	Stakeholders	
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PrioriJze	and	Plot	Your	Stakeholders	
Consider:		

• Their	current	stance		

•  Ac0vely	Support	

•  Passively	Support	

• Neutral	

•  Passively	Oppose	

•  Ac0vely	Opposed	

• Unknown	

Example	from	The	Community	Toolbox	
“A	big	developer	might	turn	out	to	support	your	drive	for	
more	low-cost	housing,	because	he	recognizes	the	presence	
of	homeless	people	in	the	neighborhood	can	deter	people	
from	buying	his	expensive	houses.		

Similarly,	people	from	whom	you	might	expect	support	might	
turn	out	to	oppose	you.	Perhaps	a	big	agency	that	seems	to	
share	your	goals	is	bent	out	of	shape	because	you	seem	to	be	
trespassing	on	their	turf	or	accusing	them	of	ineffecKveness	
in	the	past.	You	can't	take	anything	for	granted.”		

PrioriJze	and	Plot	Your	Stakeholders	
Consider:		

• Their	current	stance		

•  Ac0vely	Support,	Passively	Support,	Neutral,	
Passively	Oppose,	Ac0vely	Opposed,	Unknown	

• Their	relaKve	influence	in	supporKng/
blocking	

• May	be	based	on	reach,	decision-making	
power/influence,	access	to	resources,	
newsworthiness,	etc.		

•  Highly	Influen0al,	Moderately	Influen0al,	or	
Not	Very	Influen0al?	

TIP: It is just as important to consider opponents as priority stakeholders.  
         Also, your priority stakeholders may change with time! 
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Plot Your Stakeholders… 

…To help inform 
high-level 
engagement 
objectives/
strategies. 

Small	Group	PracJce	
Worksheet	Steps	2	&	3		

• Write	down	anKcipated	stakeholder	
posiKons.	

• Note	stakeholders’:	

•  RelaKve	Influence	

•  RelaKve	Priority	for	engagement		

• Plot	priority	stakeholders	on	matrix	on	
Page	3.		

Engagement	Strategies	is	an	Art	
• Do	your	research	

• Take	into	account	connecKons	
between	change	and	stakeholders	

• No	“right”	number:	depends	on	
resources	

• PrioriKzaKon	may	change	over	Kme	

•  Progress	

•  Environment	shihed	
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Understand	Your	Stakeholders	
• How	might	they	benefit	if	you	succeed?		

• What	may	they	lose	(or	perceive	they	may	lose)?	

• Managing	percepKons,	whether	accurate	or	inaccurate,	is	criKcal.	

• How	well-informed	are	they	(or	perceive	themselves	to	be?)		

• Do	they	share	your	end	goal	but	see	different	paths/approaches	to	it?	

Important!!!	
• Think	through	and	research	moKvaKons		

• Even	for	allies	(or	seeming	allies)	

Are	they	interested	enough	to	help	you?	

If	they’re	already	working	toward	this	change,	
would	they	gain	from	partnering?	

Are	there	benefits	or	complica0ons	to	engaging	
with	them?		

	

Important!!!	
• Think	through	and	research	moKvaKons		

• Even	for	allies	(or	seeming	allies)	

Are	they	interested	enough	to	help	you?	

If	they’re	already	working	toward	this	change,	
would	they	gain	from	partnering?	

Are	there	benefits	or	complica0ons	to	engaging	
with	them?		
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Do	the	Same	for	Opponents…	
• AnKcipate	how	they	may	benefit	

• OpposiKon	may	be	a	real	or	perceived	
“loss”	

• Understand	how	informed	they	are	

• Explore	if	opponents	agree	with	
some	parts	of	your	plan	but	not	
others	

• Know	the	points	of	disagreement	

AcJvity:	Understanding	Stakeholders	
• Divide	into	same	groups	

• Use	same	goal	as	before	

• Each	pick	a	priority	stakeholder	

• Group	should	tackle	at	least	one	ally	
and	one	opponent	

Understanding Stakeholders 
• Work	with	a	cross-funcKonal	team	to	
gather	informaKon	

• When	you	are	done,	ask	yourself:	

• Where	are	the	gaps?		

•  Is	there	informa0on	based	on	assump0ons/
biases	that	we	should	validate?	

• What	addi0onal	informa0on	do	we	need	to	
ensure	an	accurate	picture?	
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Pull	it	All	Together:	Planning	
Your	Approach	

Pull	it	All	Together:	Planning	Your	Approach	
• Different	approaches	for	different	objecKves/stakeholders	

• Maximize	benefits	&	minimize	risks	for	each	

• Lead	with	benefits	to	them	and	shared	stakeholders/	audiences	

• Go	into	conversaKons	prepared	

•  Keep	an	open	mind	and	be	ready	to	shih	approaches	as	needed.	

“In advocacy situations, there are likely to be well-prepared 
opponents waiting in the tall grass. And they will need to be 
out-planned.” Prue	Breitrose,	The	Community	Tool	Box 

TacJcs	May	Vary	
•  Is	there	a	task	force	people	can	join?		

• Are	you	giving	quarterly	briefings?		

• Are	you	sending	out	acKon	alerts?		

• Do	you	have	a	Facebook	group?		

• Are	you	holding	focus	groups?		
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Planning	Your	Approach:	When	to	Involve	Opponents		
Yes:		
• Lines	of	communicaKon	relaKvely	
open	

• PotenKal	common	ground	
• Cost	not	too	great	

Perhaps	not:		
• PosiKons	strongly	held	and	
completely	opposed		

• High	costs/risks	to	engaging	

Definitely	not:		
• History	of	distrust	or	decepKon		
• Opponents	unwilling	to	talk		

Planning	Your	Approach:	TacJcs	for	Opponents	
Can	you	think	of	a	0me	when	you	engaged	an	opponent	in	your	change	efforts?	What	
was	your	objec0ve	in	engaging	them?		

	

What	tac0cs	did	you	use?		

	

What	worked	well?		

	

What	would	you	do	differently	next	0me?	

	

TacJcs	for	Engaging	Opponents	
• Meet	with	them	to	find	common	ground	or	clarify	misunderstandings	

• Start	with	an	“exploraKon-only”	meeKng	

• Ask	a	lot	of	quesKons	to	ensure	you	understand	their	moKvaKons	

• Develop	win-win	soluKons	

• Re-frame	the	issue	

• Have	a	clear	agenda	and	set	ground	rules	

• Use	a	mediator	or	neutral	third-party	

• Compromise	or	negoKate	(when	appropriate)	
Source: Involve Opponents and Allies. The Community Tool Box, University of Kansas. http://ctb.ku.edu/en/table-of-contents/advocacy/advocacy-principles/involve-opponents-and-allies/main   
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Your	UlJmate	Goal	is	to…	
• Be	as	prepared	as	possible	

• Keep	an	open	mind		

• Prepare	to	shih	approaches	

	

REMEMBER:	Mo0va0ons,	like	the	
stakeholders	who	hold	them,	are	oYen	

complex	and	mul0dimensional.		

Review:	Steps	for	Engaging	Stakeholders	
ü  IdenKfy	stakeholders	

ü  PrioriKze	and	plot	
stakeholders	

ü  Understand	stakeholders	
(allies	and	opponents)		

ü  Plan	your	approach	with	allies	
and	opponents	

ReflecJon:	AcJons	&	Takeaways	
• What	is	one	acKon	that	you	will	take	in	
the	next	14	days	to	engage	diverse	
stakeholders	for	change?		

	

• What	is	the	most	important	takeaway	
you	are	leaving	with?		

• Who	will	you	share	today’s	learnings	
with?		



5/21/17	

11	

Photo	credits	
•  www.pondel.com/wp-content/uploads/2016/03/history-of-lobby.jpg			
•  hDps://upload.wikimedia.org/wikipedia/commons/a/aa/Paris_-

_Vintage_tools_seller_at_the_marche_Dauphine_-_5195.jpg	
•  hDp://media.npr.org/assets/img/2012/04/10/minority-dcfa022cb62be81ff240cee8b04238f6c9873276-s900-

c85.jpg	
•  hDp://dallasfreeways.com/dfwfreeways/old-highway-maps/1942_humble_fort_worth_med.jpg	
•  hDp://dallasfreeways.com/dfwfreeways/old-highway-maps/1927-humble-fort-worth.jpg	
•  hDps://i.kinja-img.com/gawker-media/image/upload/18axpz2b58nxrjpg.jpg	
•  hDp://1.bp.blogspot.com/-EQNiRSBi2ZU/Tut4gFrJxzI/AAAAAAAAGRI/FWubMy3pcg0/s1600/

Advocacy+or+Lobbying.gif	
•  hDps://texaspoliKcs.utexas.edu/sites/texaspoliKcs.utexas.edu/files/styles/blog_image/public/s3.jpg?

itok=obs1X4Vb	
•  hDp://www.cah.utexas.edu/db/dmr/image_lg.php?variable=RUN_12645	
•  hDp://cdn.smosh.com/sites/default/files/bloguploads/confusing-sign-do-not-read.jpg	
•  hDp://cdnph.upi.com/ph/st/th/7611474472707/2016/upi/2782646b84c0e8vd4680367bfcd578d/v1.5/Ronnie-

LoD-led-investors-fighKng-to-keep-Raiders-in-Oakland.jpg?lg=5	
•  hDps://i0.wp.com/adamncrawford.com/wp-content/uploads/2014/05/anachronism-Lincoln-laptop.jpg	
•  hDps://www.procurious.com/blog-content/2016/09/Outdated-Tools.jpg	
•  hDp://staKc.wixstaKc.com/media/d50e13_9216bb4ba7c74391a94d1a08c3d2fe0d~mv2.jpg	
•  hDp://4.bp.blogspot.com/-i3pYXSnP3g8/U_R9uyBihmI/AAAAAAAAAGA/KSDP9VGX9jI/s1600/keep-calm-and-

debrief.png	
•  hDps://vigneDe4.wikia.nocookie.net/ppc/images/e/e9/You_are_here_galaxy.jpg/revision/latest?

cb=20100429195853	
•  hDps://i.stack.imgur.com/RVVUe.jpg	
•  hDp://npg.si.edu/sites/default/files/blog/6a00e550199ev883301156v7b650970c-800wi.jpg	
•  hDp://vigneDe3.wikia.nocookie.net/baDlefield/images/4/45/Carrier_PIgeon_IRL.jpg/revision/latest?

cb=20161014050140	
•  hDp://samhoustonmemorialmuseum.com/fun-stuff/republic-flags/gonzales.html	
•  hDp://www.muutos-johtaminen.fi/wp-content/uploads/2017/03/muutos-johtaminen.fi-what-if-we-dont-

change-at-all-540x467-Adobe_80913695.jpg	
•  hDps://img.cliparxest.com/67eb4ca521e0d86f263bd2d9619a0ba7_what-clip-art-clip-art-what_297-243.png	
•  hDps://s3.amazonaws.com/rapgenius/calum-macdonald-quadrophenia-review-the-who-6.png		
•  hDps://mijn.groept.be/media/nav_who.jpg	
•  hDps://media.licdn.com/mpr/mpr/shrinknp_800_800/

AAEAAQAAAAAAAAM3AAAAJGEzZDA0MzcyLWE4M2MtNDIzMC1iMmUzLTk5MzY1YTY3NjNjNQ.jpg	
•  hDp://www.philbride.com/wp-content/uploads/2015/12/user_interface_design_instrucKons_measure-your-

audience-by-siliconvalleywatcher.jpg	
•  hDps://content.artofmanliness.com/uploads/2016/12/tailor2.jpg	
•  hDp://www.quotemaster.org/images/80/80146b4f3455d01ea1a44e9ae3507cc9.png	
•  hDp://lateralacKon.com/base/media/post-images/reframe.jpg	
•  hDps://2rdnmg1qbg403gumla1v9i2h-wpengine.netdna-ssl.com/wp-content/uploads/sites/3/2015/04/

CornSyrup-350x350.jpg	

•  hDp://staKc1.squarespace.com/staKc/5625af68e4b0ac7299d9012c/t/5625b0d5e4b0e9867ff27c8a/
1493314082173/?format=1500w	

•  hDps://www.beesapps.com/wp-content/uploads/2015/06/weekly-review.jpg		
•  hDps://1.bp.blogspot.com/-2mAyt85nIIk/V1Z14-mqi3I/AAAAAAAAKiM/

sbIJ91yKVkUvwk3CjzRd4b52KGXt00HpgCLcB/s1600/TV.PNG	
•  hDps://images-mm.s3.amazonaws.com/Schoolhouse_Rock_3_Number_Red_Juniors_POP.jpg	
•  hDps://sheltoninteracKve.com/wp-content/uploads/2015/04/tortoise.jpg	
•  hDp://www.history.com/s3staKc/video-thumbnails/AETN-History_VMS/21/204/tdih-march07-v2-

HD_sKll_624x352.jpg	
•  hDp://cbsnews1.cbsistaKc.com/hub/i/2017/03/24/6bfe1a72-159f-4cb5-84a8-e69a88e27bc4/wonder-woman-

dc-art-2009-660.jpg	
•  hDp://thedc-group.com/blog/wp-content/uploads/2015/09/stakeholder_566.png	
•  hDp://i638.photobucket.com/albums/uu101/bridget350/youareclosewhite.jpg	
•  hDps://upload.wikimedia.org/wikipedia/commons/1/1a/

Noah_Webster_United_States_postage_stamp_1958.jpg	
•  hDps://imgflip.com/i/1pgsuu	
•  hDps://ibhuluimcom-a.akamaihd.net/ib.huluim.com/movie/6071589?region=US&size=400x600	
•  hDps://upload.wikimedia.org/wikipedia/commons/a/a4/

United_NaKons_%22Fight_For_Freedom%22_poster.jpg	
•  hDps://media2.s-nbcnews.com/j/newscms/2016_15/1496341/

photo_jun_05_12_34_39_589a701f84792b67c8801c8c21b75d0f.nbcnews-ux-2880-1000.jpg	
•  hDp://images.wisegeek.com/swiss-flag-with-maDerhorn-in-the-background.jpg	
•  hDps://gcaggiano.files.wordpress.com/2010/11/n1071326694_276452_2895.jpg	
•  hDp://www.gezngsmart.com/wp-content/uploads/2016/05/Redwood-Heights-Feature-Image-

e1465182897860.jpg	
•  hDps://images-na.ssl-images-amazon.com/images/I/61hGibmhRgL.jpg	
•  hDps://www.blu{on.edu/homepages/facstaff/sullivanm/missouri/kansascity/nelsonatkins/2619.jpg	
•  hDp://unrealitymag.com/wp-content/uploads/2008/12/stallone460.jpg	
•  hDp://www.thebluediamondgallery.com/wooden-Kle/images/priority.jpg	
•  hDp://www.agileaztude.com.au/wp-content/uploads/jhasg.jpg	
•  hDps://docarts-cms.s3.amazonaws.com/media/asset/image/image-000037-1369327768_1.jpg	
•  hDp://staKc.nfl.com/staKc/content/public/pg-photo/2011/11/02/09000d5d823badfe/tom-landry-roger-

staubach_pg_600.jpg	
•  hDps://c.o0bg.com/rf/image_960w/Boston/2011-2020/2012/03/15/BostonGlobe.com/Sports/Images/

46039281H1225947.JPG	
•  hDp://www.bsamuseum.org/NaKonalScouKngMuseum/media/NaKonal-ScouKng-Museum-Library/

CollecKon%20Items/I-Will-Do-My-Best-1943.jpg?ext=.jpg	
•  hDp://1.bp.blogspot.com/-m07FmjFlezo/TvtQRYJ_E4I/AAAAAAAAKlo/kJYP_A-2WMQ/

s1600/4ee779853ce32.jpeg	
•  hDp://www.reacKongifs.us/wp-content/uploads/2013/06/now_what_finding_nemo.gif	


