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Key takeaway:
This booklet is a prompt to rethink stakeholder 
engagement through an AI lens. It keeps the 
fundamentals: who matters, what they need, 
how you show up, and how you know it’s 
working. Use the two-minute assessment on  
the next page to get your baseline, then  
dip into the chapters to focus your next move.

Understanding the new rules of engagement
AI is changing how relationships work–how people 
engage with your business, and how your business 
engages with them.

Customers, employees, investors and regulators don’t  
wait for your next update. They ask AI for an answer now. 
Many won’t visit your site at all, and you’ll be lucky to be 
cited as a source. They compare what you say with what 
others say in seconds. Old decisions resurface. Small gaps 
look big. Trust is under pressure–not just because AI can 
blur what’s real, but because the time between a claim 
and the proof is almost zero.

This brings risk and opportunity. Risk, because mixed 
messages, stale pages and one-off AI pilots can damage 
confidence fast. Opportunity, because clear information, 
steady decisions and open explanations travel further  
than ever.

What changes for leaders? 
Stronger stakeholder relationships matter more than ever. 
So do consistency and transparency. Take a connected 
approach across every audience–employees, customers, 
investors and society–with the same facts, the same vision 
and strategy, and plain language each group understands. 
Be clear about decisions–and, when relevant, your use of 
AI. That clarity earns trust, protects reputation and gives 
you room to move when change is hard.

THE AI IMPACT

How AI supports better stakeholder 
engagement

	– Map who matters: identify influencers & 
opinion flows. 
	– Read the room: track sentiment & narratives 
continuously.
	– Test before you ship: scenario-plan ‘what ifs’. 
	– Optimise in flight: tune content/campaigns 
with live feedback. 
	– Benchmark & learn: compare to peers;  
build a learning loop.
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Test  
where  
you  
stand
AI stakeholder 
engagement 
assessment
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AI is changing how organisations build and earn trust 
This quick check explores two things every leader now faces:

1.	 How you use AI to engage your stakeholders
2.	 How you engage your stakeholders on AI

Because in the age of AI, how you use it–and how openly you talk about 
it – can have significant impact on how you connect with people and 
shape confidence.

What you’ll learn
A short series of questions tailored to your area of expertise–Marketing, 
Finance, Governance, Sustainability, or People & Culture–will help you:

	– See how your approach to AI compares with peers in your  
function and sector

	– Identify blind spots in how you communicate or use AI
	– Get practical steps to build stronger stakeholder relationships  

and protect trust

What you get
	– A personalised snapshot of AI maturity and engagement practice
	– Peer benchmarking by sector/size
	– Practical recommendations you can act on now
	– Your results by email as a shareable report

Scan now to start



1.
What is 
stakeholder 
management?
In the bustling world of business, it’s easy to get 
caught up in the day-to-day operations and lose 
sight of the bigger picture. But successful 
organisations know that building strong 
relationships with those around them is crucial for 
long-term success. This is where stakeholder 
management comes in.
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Defining stakeholders
Think of stakeholders as anyone who has an interest in  
your company or project, or who could be affected by your actions. 
This includes a wide range of groups, both inside  
and outside your organisation.

Internal stakeholders
These are the people within your company, such as:

	– Employees: The backbone of any organisation, their dedication and 
hard work drive your success.

	– Managers: Responsible for guiding teams and making key decisions.
	– Shareholders: Those who have invested in your company and expect a 

return on their investment.

External stakeholders
These are the individuals or groups outside your organisation, such as:

	– Customers: The people who buy your products or services. Keeping 
them satisfied is essential for any business.

	– Suppliers: Those who provide you with the goods and services you 
need to operate.

	– Local community: The people who live and work in the areas where 
your company operates.

	– Government: Regulatory bodies and policymakers who set the rules 
and regulations you must follow.



Any business 
needs strong, 
positive 
relationships for 
its long-term 
success
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The benefits of effective 
stakeholder management
Ultimately, effective stakeholder  
management leads to a more sustainable  
and successful business. By considering  
the needs of all those involved, you can  
create a win-win situation for everyone.

Why stakeholder management is crucial
Effective stakeholder management is like building a strong foundation for 
your business. It allows you to:

	– Build trust: By engaging with stakeholders openly and honestly, you can 
foster strong relationships built on trust and mutual understanding.

	– Improve decision-making: Understanding the needs and perspectives 
of your stakeholders can help you make better, more informed decisions

	– Reduce risk: By identifying potential issues early on, you can proactively 
address concerns and mitigate risks.

	– Enhance reputation: Building a strong reputation for responsible 
stakeholder engagement can attract customers, investors, and talented 
employees.

	– Increase project success: In the context of projects, stakeholder 
management ensures everyone is on the same page, working towards 
a common goal.

Culture as the engine of decision-making
Amidst the urgency of adopting new technologies—especially AI—we  
must not ignore the role of organisational culture. Not the soft, intangible 
“values on a wall” kind of culture, but the decision-making muscle that 
culture represents.

How decisions are made—or avoided, delayed, or obscured—is the  
clearest signal of your organisational culture. If you don’t understand  
how your culture makes decisions, or why it makes the ones it does,  
how can you ever get the decisions you need to succeed?

Stakeholder management without clarity on internal decision dynamics  
is like steering a ship without a rudder. Equally, if you don’t understand 
where influence really sits inside your business, you won’t be able to 
accelerate change. Culture isn’t the background noise of your business—it’s 
the operating system that runs it.

THE AI IMPACT

AI & stakeholder management: a new reality
	– AI tools let stakeholders verify, compare  
and challenge your claims instantly.
	– Reputation risks accelerate–small 
inconsistencies get amplified quickly.
	– On the upside, AI can help monitor 
stakeholder sentiment in real time.
	– Trust now depends on how openly you 
explain both your actions and your use of AI.
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2.
Identifying 
stakeholders
Now that we understand the importance of 
stakeholder management, it’s time to roll up our 
sleeves and start identifying those key players. 
This might seem straightforward, but it’s crucial  
to be thorough and systematic to ensure no one  
is overlooked.

Brainstorming techniques
A good starting point is a brainstorming session with your team.  
Here are a few techniques to get those creative juices flowing:

Mind mapping

Start with your 
company or project 

at the centre  
of a page.

Then, branch out with lines to different  
stakeholder groups, adding sub-branches  

for specific individuals or departments.
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Role-playing:

Imagine yourself in the shoes 
of different stakeholders.

“Who, what, where” 

Ask questions like:

Who is  
impacted by  

our work?

Where do we 
operate, and who 
might be affected  
in those locations?

What are  
the different 
departments  

within our 
organisation?

What are their 
interests?

What are their 
concerns?

This can help you 
identify groups  
you might have 
otherwise missed.

Stakeholder mapping tools
To visualise and categorise your stakeholders, consider using these  
handy tools:

	– Power/interest grid: This classic tool helps you categorise  
stakeholders based on their level of power (influence) and interest  
in your project or organisation. This allows you to tailor your 
engagement strategies accordingly.

	– Salience model: This model adds a third dimension to the mix: urgency. It 
helps you identify stakeholders who require immediate attention due to 
the urgency of their needs or concerns.

Low power/high 
interest:  

Keep them 
informed and 

consider involving 
them in decision-

making.

Interest

Power

LowHigh

LowHigh

High power/low 
interest:  

Keep them satisfied 
and monitor their 
level of interest.

High power/high 
interest:  

These are your key 
players. They need 

to be closely 
managed and kept 

informed.

Low power/low 
interest:  

Monitor them, but 
don’t expend too 

much effort on this 
group.

1514



Documenting stakeholder information
Once you’ve identified your stakeholders, it’s essential to keep track of their 
information in a structured way. This might include:

	– Name and contact details: Ensure you have up-to-date contact 
information for each stakeholder.

	– Role/position: Understanding their role within their organisation  
or community can give you valuable context.

	– Interests and concerns: What are their key priorities and potential 
issues?

	– Level of influence: How much influence do they have on your project  
or organisation?

	– Communication preferences: How do they prefer to be contacted 
(email, phone, meetings)?

You can use a simple spreadsheet, a dedicated stakeholder management 
software, or even a CRM system to store this information.

Key takeaways:
	– Identifying stakeholders is the crucial first  
step in effective stakeholder management.
	– Brainstorming techniques and visual  
mapping tools can help you identify all 
relevant stakeholders.
	– Documenting stakeholder information  
in a structured way is essential for effective 
engagement.

THE AI IMPACT

AI can help you see the hidden network
	– Use natural-language AI tools to map forums, 
reviews, or collaboration data.
	– Spot ‘quiet influencers’–employees, customers 
or NGOs shaping opinion online.
	– Validate AI findings with real people; don’t 
outsource judgment.
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3.
Analysing 
stakeholders
Identifying your stakeholders is a great first step, 
but it’s only the beginning. To truly engage with 
them effectively, we need to understand their 
perspectives, motivations, and potential impact on 
our organisation or project. This is where 
stakeholder analysis comes in.

Understanding stakeholder needs and 
expectations
Each stakeholder group will have unique needs and expectations. Let’s 
consider a few examples:

Surveys:  
 

Gather 
quantitative  

and qualitative 
data about 
stakeholder 
opinions and 
preferences.

Interviews: 
 

Conduct 
one-on-one 

conversations  
to gain deeper 

insights into 
individual 

perspectives.

Focus  
groups:  

Facilitate group 
discussions  
to explore 

common themes 
and concerns.

Review existing 
data:  

Analyse previous 
feedback, 
customer 

complaints,  
or market 

research reports.

To understand these needs, consider using the following methods:

Customers: They expect high-quality products or services, 
excellent customer service, and fair pricing.

Employees: They want fair wages, good working  
conditions, opportunities for development, and to feel  
valued by their employer.

Local community: They might be concerned about  
the environmental impact of your operations, job creation,  
and your contribution to the local economy.

Investors: They’re interested in the financial performance  
of your company, its growth potential, and return on their 
investment.

1918



Assessing stakeholder influence and power
Not all stakeholders have equal influence. Some may have the power to 
significantly impact your project or organisation, while others may have less 
sway. Consider factors such as:

	– Decision-making authority: Do they have the power to approve or veto 
decisions?

	– Financial resources: Can they invest in or withdraw funding from your 
project?

	– Public perception: Can they influence public opinion about your 
company?

	– Legal or regulatory power: Can they impose regulations or legal 
challenges?

Understanding the level of influence each stakeholder holds can help you 
prioritise your engagement efforts and tailor your communication 
strategies.

Influence isn’t just formal. Some of the most powerful figures in your 
business may not hold senior titles—they may be culture-bearers whose 
informal influence shapes decisions every day.

Understanding how culture amplifies or stifles influence is essential. Who 
gets consulted before decisions? Whose disapproval slows momentum? 
Stakeholder analysis must account not just for structure but for culture. Only 
then can you truly map power dynamics and anticipate how stakeholders 
will engage—or resist.

Identifying potential risks and opportunities
Stakeholder analysis also helps you identify potential risks and opportunities. 
For example:

	– Risks: A powerful stakeholder with concerns about your environmental 
impact could launch a negative publicity campaign.

	– Opportunities: A local community group could become a valuable ally, 
advocating for your project and helping you gain public support.

By proactively identifying these risks and opportunities, you can develop 
strategies to mitigate potential negative impacts and leverage positive 
relationships.

Key takeaways:
	– Stakeholder analysis involves understanding 
stakeholder needs, expectations, influence, 
and potential impact.
	– Use a variety of methods to gather 
information about your stakeholders.
	– Assess the level of influence each stakeholder 
holds to prioritise your engagement efforts.
	– Identify potential risks and opportunities 
associated with each stakeholder group.

THE AI IMPACT

From interviews to insights
	– AI can cluster themes from interviews and 
surveys quickly.
	– Detect emerging risks or opportunities from 
large volumes of feedback.
	– But ensure human review to catch nuance 
and tone AI may miss.
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All stakeholders 
are equal,  
but some are 
more equal 
than others
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4.
Prioritising 
stakeholders
You’ve identified your stakeholders and delved 
into their individual needs and influence. Now, it’s 
time to prioritise. With limited time and resources, 
you can’t engage with everyone equally. 
Prioritising allows you to focus your efforts where 
they’ll have the greatest impact.

Using a prioritisation matrix
A prioritisation matrix is a simple but effective tool for ranking stakeholders. 
It typically uses two key criteria:

	– Influence: How much power does the stakeholder have to affect your 
project or organisation?

	– Interest: How interested are they in your project or organisation?

Prioritise:

	– Manage closely: Stakeholders with high influence and high 
interest are your top priority. Engage with them regularly 
and involve them in decision-making.

	– Keep satisfied: Stakeholders with high influence but low 
interest need to be kept satisfied, even if they don’t require 
constant attention.

	– Keep informed: Stakeholders with low influence but high 
interest should be kept informed about your progress and 
given opportunities to provide feedback.

	– Monitor: Stakeholders with low influence and low interest 
require minimal effort, but it’s still important to monitor them 
for any changes in their level of interest or influence.

Here’s how it works:

	– Create a grid: Draw a simple grid with “Influence” on the horizontal axis 
and “Interest” on the vertical axis.

	– Plot your stakeholders: Place each stakeholder group  
in the appropriate quadrant based on their level of influence  
and interest.

In
flu

en
ce

Power
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Focusing on key stakeholders
While the prioritisation matrix provides a good overview, you might need to 
further refine your focus. Consider these factors:

	– Urgency: Are there stakeholders with urgent needs or concerns that 
require immediate attention?

	– Impact: Which stakeholders have the greatest potential to impact your 
project’s success or failure?

	– Alignment: Which stakeholders are most aligned with your goals and 
values?

Tailoring engagement strategies
Once you’ve prioritised your stakeholders, you can tailor your engagement 
strategies accordingly. This might involve:

	– High-priority stakeholders: Regular meetings, collaborative workshops, 
and involvement in decision-making.

	– Medium-priority stakeholders: Targeted communication updates, 
surveys, and opportunities to provide feedback.

	– Low-priority stakeholders: General newsletters or website updates to 
keep them informed.

Key takeaways:
	– Prioritising stakeholders allows you to focus 
your efforts on those who have the greatest 
impact on your project or organisation.
	– Use a prioritisation matrix to rank stakeholders 
based on their influence and interest.
	– Tailor your engagement strategies to the 
specific needs and priorities of each 
stakeholder group.

THE AI IMPACT

Dynamic maps, powered by data
	– AI can refresh your stakeholder maps 
automatically with social or news data.
	– Add risk indicators like virality potential  
or sentiment change.
	– Prioritisation becomes a live system,  
not a static diagram.
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5.
Developing a 
communication 
plan
You’ve identified, analysed, and prioritised your 
stakeholders. Now, it’s time to establish how you’ll 
communicate with them. A well-structured 
communication plan is essential for keeping 
stakeholders informed, engaged, and on board.

Defining communication objectives
Before diving into the specifics, it’s crucial to define your  
communication objectives. What do you hope to achieve through  
your communication efforts?

Common objectives include:

	– Building awareness: Informing stakeholders about your project or 
organisation’s activities.

	– Generating support: Gaining buy-in and advocacy from key 
stakeholders.

	– Managing expectations: Ensuring stakeholders understand project 
timelines, potential challenges, and expected outcomes.

	– Gathering feedback: Soliciting input and ideas from stakeholders to 
improve decision-making.

	– Resolving issues: Addressing concerns and resolving conflicts in a timely 
manner.

Choosing the right communication channels
Different stakeholders may prefer different communication channels. 
Consider the following options:

	– Face-to-face meetings: Ideal for building relationships, discussing 
complex issues, and making important announcements.

	– Email newsletters: A cost-effective way to provide regular updates to a 
large audience.

	– Project websites or intranets: A central hub for sharing information, 
documents, and progress updates.

	– Social media: Useful for reaching a wider audience and engaging in 
two-way communication.

	– Reports and presentations: Formal communication for sharing detailed 
information and analysis.

	– Calls: For quick updates or to discuss urgent matters.
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Creating a communication schedule
Consistency is key in stakeholder communication. Establish a clear 
communication schedule outlining:

	– Frequency: How often will you communicate with each  
stakeholder group?

	– Timing: When will you send updates or schedule meetings?
	– Content: What information will be shared in each communication?

Example communication schedule:
Stakeholder  
group

Frequency Channel Content

Key stakeholders 
(high influence, 
high interest)

Monthly Face-to-face 
meetings, email 
updates

Project progress, 
key decisions, 
risks and 
opportunities

Local community Quarterly Newsletter, 
community 
meetings

Project updates, 
environmental 
impact, 
community 
benefits

Employees Weekly Intranet updates, 
team meetings

Company news, 
project updates, 
employee 
recognition

Key takeaways:
	– A well-defined communication plan is 
essential for effective stakeholder 
engagement.
	– Define your communication objectives before 
choosing channels and creating a schedule.
	– Tailor your communication channels and 
frequency to the needs and preferences of 
each stakeholder group.
	– Establish a consistent communication 
schedule to keep stakeholders informed  
and engaged.

THE AI IMPACT

From draft to proof
	– AI can draft and optimise messages  
– but your people set the tone.
	– Use tools that track provenance so 
stakeholders know what’s human-authored.
	– Integrate automated listening for early 
warning signals.
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6.
Building 
relationships
Effective stakeholder management goes beyond 
simply sending out newsletters or holding 
occasional meetings. It’s about building genuine, 
long-lasting relationships built on trust, mutual 
understanding, and respect.

Active listening and empathy
One of the most important skills in building relationships is active listening. 
This means truly hearing what your stakeholders are saying, understanding 
their perspectives, and responding thoughtfully.

	– Pay attention: Give your full attention to the speaker, avoid distractions, 
and make eye contact.

	– Show you’re listening: Use verbal and non-verbal cues like nodding, 
summarising their points, and asking clarifying questions.

	– Be present: Focus on the conversation at hand, rather than thinking 
about your response or other tasks.

Empathy is also crucial. Try to put yourself in your stakeholders’ shoes  
and understand their perspectives, even if you don’t agree with them.  
This will help you build rapport and find common ground.

Trust-building techniques
Trust is the foundation of any strong relationship. Here are some ways  
to build trust with your stakeholders:

	– Be transparent: Be open and honest about your plans, challenges,  
and decisions.

	– Be reliable: Follow through on your commitments and keep  
your promises.

	– Communicate proactively: Don’t wait for problems to arise before 
communicating. Keep stakeholders informed regularly.

	– Be respectful: Treat all stakeholders with respect, regardless  
of their level of influence.

	– Show appreciation: Acknowledge and thank stakeholders  
for their contributions and support.
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Resolving conflicts and managing expectations
Disagreements and conflicts are inevitable in any relationship. Here’s how to 
handle them constructively:

	– Address issues early: Don’t let conflicts fester. Address concerns 
promptly and openly.

	– Seek to understand: Listen to all sides of the story and try to understand 
the root cause of the conflict.

	– Find common ground: Look for areas of agreement and work towards 
a mutually beneficial solution.

	– Be willing to compromise: Be flexible and willing to make concessions 
where necessary.

	– Document agreements: Once a resolution is reached, document the 
agreement to avoid future misunderstandings.

Managing expectations is also key. Clearly communicate project timelines, 
potential challenges, and expected outcomes. Be realistic about what you 
can deliver and avoid overpromising.

Stakeholder alignment requires cultural clarity
Building relationships isn’t just external work. It demands a deep internal 
understanding of your business’s decision-making environment.

If you want your stakeholders to align with your direction, your own 
organisation needs to be aligned internally. Are your values clear?  
Do people know who makes decisions and how? Do conflicting  
priorities stall progress?

Organisations with high-agility cultures are better equipped to build  
and maintain strong stakeholder relationships. Those mired in confusion, 
consensus-seeking, or fear-driven paralysis struggle to act. Culture is  
not a barrier to strategy—it is the soil it grows in.

Key takeaways:
	– Building strong relationships with stakeholders 
is essential for long-term success.
	– Active listening, empathy, and trust are the 
foundations of strong relationships.
	– Be transparent, reliable, and respectful in your 
interactions with stakeholders.
	– Address conflicts constructively and manage 
expectations proactively.

THE AI IMPACT

Listen smarter, not less
	– Summarise customer support calls, surveys,  
or meetings automatically.
	– Spot repeated pain points and respond faster.
	– Use insights to personalise outreach while 
keeping empathy front and centre.
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7.
Effective 
communication
Communicating effectively with your stakeholders 
is essential for building trust, managing 
expectations, and achieving your project or 
organisational goals. But effective communication 
is more than just sending out information; it’s about 
tailoring your message to your audience, choosing 
the right channels, and ensuring clarity and impact.

Clear and concise messaging
In today’s fast-paced world, people are bombarded with information.  
To ensure your message cuts through the noise, keep it clear, concise,  
and to the point.

	– Use plain language: Avoid jargon, technical terms, and overly complex 
sentence structures.

	– Focus on the key message: What is the most important thing you want 
your stakeholders to understand?

	– Structure your communication: Use headings, bullet points, and visuals 
to make your message easy to digest.

	– Proofread carefully: Errors in grammar and spelling can undermine  
your credibility.

Tailoring communication to different audiences
Different stakeholders have different needs and interests. Tailor your 
communication accordingly.

Investors: Focus on financial performance, return on 
investment, and growth potential.

Employees: Communicate company news, project updates, 
and employee recognition initiatives.

Local community: Address concerns about environmental 
impact, job creation, and community benefits.

Customers: Provide information about new products,  
services, and promotions.
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Using visual aids and storytelling
Visual aids such as charts, graphs, and images can make your 
communication more engaging and easier to understand. Storytelling  
can also be a powerful tool for connecting with stakeholders on an 
emotional level.

	– Use visuals to illustrate data: Charts and graphs can make complex 
data more digestible.

	– Use images to create impact: Images can evoke emotions and help 
stakeholders connect with your message.

	– Tell stories to engage your audience: Stories can make your 
communication more memorable and relatable.

Example: Communicating project delays
Imagine your project is facing delays. Here’s how you might communicate 
this to different stakeholders:

Key takeaways:
	– Effective communication is clear, concise,  
and tailored to the audience.
	– Use plain language, focus on the key 
message, and structure your communication 
for clarity.
	– Use visual aids and storytelling to make  
your communication more engaging and 
impactful.
	– Tailor your communication style and  
content to the needs and interests of each 
stakeholder group.Investors: Present a clear timeline with revised milestones  

and explain the financial implications of the delay.

Employees: Explain the reasons for the delay, reassure  
them about job security, and outline the revised plan.

Customers: Apologise for the delay, explain the  
reasons behind it, and offer a revised delivery date or 
alternative solutions.

THE AI IMPACT

Personalisation with integrity
	– AI can tailor content to each audience–but 
always disclose its use.
	– Use it to simplify language, translate,  
or visualise data.
	– Keep final editing human; authenticity  
still builds trust.
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8.
Setting KPIs
You’ve put in the effort to build relationships and 
communicate effectively with your stakeholders. 
Now, how do you know if your efforts are paying 
off? This is where Key Performance Indicators 
(KPIs) come in. KPIs are measurable values that 
demonstrate how effectively you’re achieving 
your stakeholder engagement objectives.

Defining key performance indicators
KPIs should be aligned with your overall stakeholder management goals. 
Here are some examples of KPIs you might use:

Stakeholder satisfaction:
	– Surveys: Measure stakeholder satisfaction with your communication, 

engagement efforts, and overall performance.
	– Net Promoter Score (NPS): Gauge stakeholder loyalty and their 

likelihood to recommend your organisation or project.
	– Customer churn rate: Track how many customers you retain over time.

Stakeholder engagement:
	– Meeting attendance: Monitor attendance at stakeholder meetings  

and events.
	– Website traffic: Track website visits and downloads of key documents.
	– Social media engagement: Measure likes, shares, and comments on 

social media posts.

Project support:
	– Positive media coverage: Monitor the number of positive news articles 

or social media mentions.
	– Community partnerships: Track the number of partnerships formed 

with local community organisations.
	– Investor confidence: Measure investor sentiment through stock prices or 

analyst reports.
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Measuring stakeholder satisfaction  
and engagement
To measure stakeholder satisfaction and engagement, consider  
using a variety of methods:

	– Surveys: Use online or paper surveys to gather feedback on  
specific topics.

	– Interviews: Conduct one-on-one interviews to gain in-depth insights.
	– Focus groups: Facilitate group discussions to explore common  

themes and concerns.
	– Social media monitoring: Track social media mentions and sentiment 

analysis to understand public perception.

Example KPIs for a construction project:
Community  
satisfaction

80% positive  
feedback

Quarterly  
community surveys

Number of noise 
complaints

Less than 5 per month Complaint log

Website traffic 1000 unique visitors  
per month

Website analytics

Positive media 
coverage

At least 2 positive 
articles per month

Media monitoring 
service

Key takeaways:
	– Setting KPIs is essential for measuring  
the effectiveness of your stakeholder 
engagement efforts.
	– Choose KPIs that are aligned with your 
stakeholder management goals and 
objectives.
	– Use a variety of methods to measure 
stakeholder satisfaction, engagement,  
and support.
	– Regularly track and analyse your KPIs  
to identify areas for improvement.

THE AI IMPACT

New measures for the AI era
	– Add transparency and trust metrics  
(e.g. grounded-answer rate, AI-use clarity).
	– Track stakeholder sentiment drift with  
AI-based analytics.
	– Combine quantitative data with qualitative 
human feedback.
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9.
Monitoring  
and evaluating
Stakeholder management is not a one-time 
activity; it’s an ongoing process that requires 
continuous monitoring and evaluation. This allows 
you to track your progress, learn from your 
experiences, and adapt your strategies to ensure 
continued success.

Regular reviews and feedback mechanisms
Regularly review your stakeholder engagement activities to assess  
their effectiveness. This might involve:

	– Analysing your KPIs: Are you meeting your targets for stakeholder 
satisfaction, engagement, and support?

	– Reviewing communication logs: Are you communicating  
with stakeholders at the appropriate frequency and through the  
right channels?

	– Conducting post-project reviews: After a project is completed,  
gather feedback from stakeholders to identify areas for improvement.

Establish feedback mechanisms to gather input from your stakeholders. 
This could include:

	– Surveys: Use online or paper surveys to gather feedback on  
specific topics.

	– Suggestion boxes: Provide a physical or online suggestion box  
for stakeholders to share their ideas and concerns anonymously.

	– Regular meetings: Schedule regular meetings with key stakeholders  
to discuss progress and gather feedback.
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Learning from mistakes and adapting strategies
No stakeholder engagement plan is perfect. Be prepared to learn from 
your mistakes and adapt your strategies as needed.

	– Identify challenges: What challenges did you encounter in your 
stakeholder engagement efforts?

	– Analyse the root causes: Why did these challenges occur?
	– Develop solutions: What can you do differently to avoid these 

challenges in the future?

Example: Addressing negative feedback
Imagine you receive negative feedback from a community survey  
about the noise levels from your construction project. Here’s how you  
might respond:

1.	 Acknowledge the feedback: Thank the community for their feedback 
and acknowledge their concerns.

2.	 Investigate the issue: Gather more information about the noise levels 
and identify potential solutions.

3.	 Communicate your actions: Inform the community about the steps 
you’re taking to address the issue.

4.	 Monitor the situation: Continue to monitor noise levels and gather 
feedback to ensure the issue is resolved.

Documenting and sharing lessons learned
Document the lessons you learn from your stakeholder engagement 
activities. This will help you improve your strategies over time and share 
best practices with others in your organisation.

Key takeaways:
	– Stakeholder management is an ongoing 
process that requires continuous monitoring 
and evaluation.
	– Regularly review your KPIs, communication 
logs, and project outcomes to assess your 
progress.
	– Establish feedback mechanisms to gather 
input from your stakeholders.
	– Learn from your mistakes and adapt your 
strategies to ensure continued success.
	– Document and share lessons learned to 
improve your stakeholder engagement 
efforts over time.

THE AI IMPACT

The continuous learning loop
	– AI dashboards can track trust signals and 
engagement trends.
	– Audit your own AI systems for bias or drift.
	– Share results internally—transparency  
builds confidence.
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10.
The future  
of stakeholder 
management 
Throughout this book, we’ve explored the essential 
elements of effective stakeholder management, 
from identifying and analysing stakeholders to 
building relationships and measuring the impact of 
your efforts. By now, you should have a solid 
understanding of the core principles and practical 
tools needed to navigate the complex world of 
stakeholder engagement.

In summary
	– Stakeholders are vital: They are the lifeblood 
of any organisation or project, and their 
support is crucial for success.
	– Engagement is a two-way street: It’s not just 
about broadcasting information; it’s about 
listening, understanding, and responding to 
stakeholder needs and concerns.
	– Relationships matter: Building strong 
relationships based on trust and mutual 
respect is fundamental to successful 
stakeholder management.
	– Communication is key: Clear, concise, and 
tailored communication is essential for keeping 
stakeholders informed and engaged.
	– Measurement is crucial: Setting KPIs and 
monitoring your progress helps you ensure 
your efforts are paying off.
	– Adaptability is essential: The stakeholder 
landscape is constantly evolving, so be 
prepared to adapt your strategies as needed.
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Reframing the future: Values, not just value
The future of stakeholder management isn’t simply digital — it’s deeply 
human. We’re at risk of building companies  that reduce “values” rather 
than increase value.

A good business should not lose sight of its core values: Justice, Individual 
Liberty, Collective Security, Safety, Truth and Trust, Public Good and Human 
Dignity. These are often in tension, but mature leadership recognises and 
works within that tension rather than avoiding it.

Right now, the real danger is not technological acceleration — it is the 
absence of policy frameworks that allow businesses to thrive ecologically, 
not just economically.

Our future does not lie in planting “a thousand flowers” of tech for tech’s 
sake. It lies in nurturing environments where trust, autonomy, security, and 
community can grow together. Stakeholder-centric leadership is ultimately 
values-centric leadership.

Looking ahead: The future of stakeholder 
engagement
The world is changing rapidly, and stakeholder management is evolving 
along with it. Here are some trends to watch:

	– Digital transformation: Technology is transforming how we 
communicate and engage with stakeholders. Online platforms, social 
media, and data analytics are becoming increasingly important tools.

	– Increased transparency: Stakeholders are demanding greater 
transparency from organisations. Companies need to be open about 
their operations, impacts, and decision-making processes.

	– Focus on sustainability: Environmental, social, and governance (ESG) 
issues are becoming increasingly important to stakeholders. Companies 
need to demonstrate their commitment to sustainability to maintain trust 
and reputation.

	– Rise of stakeholder activism: Stakeholders are becoming more vocal 
and active in expressing their views and holding organisations 
accountable. Companies need to be prepared to engage with activist 
groups and address their concerns.

Building a stakeholder-centric culture
Ultimately, effective stakeholder management is not just about following a 
set of processes; it’s about embedding a stakeholder-centric culture within 
your organisation. This means: 

	– Putting stakeholders first: Considering the needs and perspectives  
of stakeholders in all your decisions.

	– Promoting transparency and accountability: Being open and honest 
about your actions and taking responsibility for your impacts.

	– Encouraging collaboration: Working with stakeholders to find solutions 
that benefit everyone.

	– Continuously improving: Seeking feedback and striving to improve  
your stakeholder engagement efforts over time.

By embracing these principles, you can build a sustainable and successful 
organisation that thrives on strong stakeholder relationships.

THE AI IMPACT

Anchoring technology in values
	– Future engagement will blend human 
judgment with AI-scale insight.
	– Decisions must remain explainable  
and values-led.
	– The next advantage isn’t speed—it’s  
trust at scale.
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In a changing world, 
businesses can’t afford 
to operate in silos. 
Stakeholders expect 
more clarity, more 
consistency, and more 
connection.
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Positive Change Group
Positive Change Group helps businesses build trust and 
connection through intelligent stakeholder engagement. 

In an era of AI-driven disruption, shifting workplace 
dynamics, and growing demands for transparency, 
businesses must rethink how they engage with 
employees, investors, customers, and society. We help 
organisations navigate this complexity by aligning internal 
culture with external reputation, strengthening stakeholder 
relationships, and driving positive change. 

Our platform integrates specialist expertise, emerging 
technologies, and impact measurement to transform 
corporate reporting, ESG strategy, corporate 
communications, and organisational culture. 
Headquartered in London, with a network across  
APAC, South Africa, the Middle East, and New York,  
our award-winning agencies work together to support 
ambitious global brands in turning stakeholder 
engagement into a competitive advantage.

Test  
where  
you  
stand
Scan to take the AI stakeholder 
engagement assessment–a 
quick personalised diagnostic 
that shows how you use AI to 
engage stakeholders and where 
to focus next.

For more information, email:  
info@positivechangegroup.com 
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