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WHY IS STAKEHOLDER
ENGAGEMENT IMPORTANT IN
CHANGE MANAGEMENT?

(Prosci)

Stakeholder engagement is essential to executing strategy and driving business
performance. When leaders engage stakeholders (employees, customers, communities,
investors, and other groups), they build trust, foster collaboration, and improve decision-
making. Prioritizing stakeholder engagement strengthens relationships, increases
transparency, and accelerates sustainable growth for the business.

1. What is stakeholder engagsement?

Stakeholder engagement means identifying stakeholders and partnering with those who
impact or are affected by your initiatives, business priorities, and change efforts. The
objective is clear: build stakeholder relationships, understand stakeholder needs, and
ensure every stakeholder voice shapes decisions. In practice, this requires a focused
engagement plan, a simple plan for how leaders will engage stakeholders by phase, and
ongoing stakeholder involvement throughout the project lifecycle. A stakeholder map is a
valuable tool for mapping all relevant individuals or groups and clarifying their influence
and engagement needs.

2. Why is stakeholder engagement important?

Stakeholder engagement is a core management discipline because it helps leaders
engage stakeholders through change in ways that are understood, supported, and
sustained. Success requires intentional planning, stakeholder analysis, and a practical
engagement plan that evolves as the business changes. The importance of this work is
simple: when you engage stakeholders well, change moves faster with less friction, and
when you do not, even good plans stall. Mapping stakeholders early helps leaders
identify potential risks and mitigate them before they escalate.

Project success rates

Start by connecting leaders and stakeholders to define goals and align priorities. Use
stakeholder analysis and mapping to clarify success criteria, stakeholder concerns, and
engagement needs at each stage of the change. Maintain momentum during execution
with regular updates and stakeholder coalitions. After launch, gather feedback, sustain
engagement, and reinforce the change to make results last.


https://www.prosci.com/blog/what-is-stakeholder-engagement-engage-stakeholders-for-project-success
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Ownership commitment

When stakeholders help shape the path, they are more likely to own the outcome and
engage their teams. Clear expectations among leaders and stakeholders reduce
confusion and resistance. Use tools like “You said / We did” summaries, decision logs,
and an engagement plan to show feedback drives action. Engagement brings clarity and
turns commitment into action during change, resulting in stronger commitment.

Improves decision-making and execution

Early stakeholder analysis identifies constraints and adoption blockers, enabling teams to
address challenges up front and manage change with fewer surprises. Involve
stakeholders to co-create rollout plans, participate in pilot groups, and re-engage after
go-live to validate what's working. This strengthens decision-making and protects
business results, because stakeholder insight surfaces problems that plans and
dashboards miss on their own.

Strengthen employee engagement and adoption

Employee engagement and adoption start with effective stakeholder engagement
because employees are core stakeholders in most business changes. Prosci research
shows that strong change management boosts engagement in 70% of organizations.
Clear goals, defined roles, and two-way communication help leaders engage
stakeholders so people can embrace and sustain change, especially when frontline
stakeholders are directly impacted and need leaders to listen, respond, and engage
again. An inclusive approach ensures all voices are heard, especially those from diverse
organizational backgrounds.

3. Key benefits of stakeholder engagement

Stakeholder engagement delivers strategic benefits that drive effective change and long-
term business success. The importance of an engagement plan is that it helps leaders
engage stakeholders consistently.

Better communication

When leaders engage stakeholders early and continuously, stakeholders understand
what is changing, what is expected, and what support is available. Ongoing engagement
reduces confusion, minimizes rumors, and keeps stakeholder messages aligned across
stakeholder groups.

Higher efficiency

Engaged stakeholders help teams identify issues early, clarify requirements, and focus
discussions, thereby reducing rework and delays during change. Prosci research shows
that improved engagement increases efficiency and performance, with more projects
delivered on time and under budget.
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Increased accountability

When stakeholders help define goals and success measures, they take ownership and
follow through on commitments. After launch, maintaining stakeholder involvement helps
ensure the change is sustained. This is important because accountability gaps often
appear as “engagement gaps” in practice.

Stronger partnerships

Engagement builds trust and credibility when stakeholders see that their input is heard,
valued, and acted upon. When leaders engage stakeholders with respect and
consistency, stakeholder relationships strengthen, collaboration improves, and
stakeholders are more willing to support the business through change. That extends
beyond internal teams to external partners, such as suppliers and shareholders, whose
support is just as critical to the outcome.

Long-term sustainability

Stakeholder engagement sustains results by keeping leaders and stakeholders
committed after go-live, embedding stakeholder support in sustainment planning, and
clarifying what success looks like for each stakeholder group. Ongoing engagement
provides consistent opportunities to engage stakeholders, gather their input, and
communicate progress, so the business continues to realize benefits during change.

4. Role of change management in stakeholder engagement

Start with practical change framing: strong stakeholder management uses stakeholder
analysis and mapping to determine what to communicate, who to engage, and what
support is needed at each step of the change. Purposeful engagement is the
management system that turns stakeholder insight into action.

Who to engage

1. Directly impacted stakeholders with firsthand insight: People managers,
employees (especially key influencers), change agent network members, clients,
and customers.

2. Insight and enablement stakeholders who shape direction and resources: Primary
sponsor, sponsor coalition, project manager, business leaders, SMEs (internal
and external).

A key prerequisite

Establish a common language for change using the Prosci ADKAR® Model, which
breaks change down into five building blocks: Awareness, Desire, Knowledge, Ability,
and Reinforcement. When stakeholders share this vocabulary, they can name specifically
where a change effort is succeeding or stalling, rather than talking past each other with
vague concerns. That shared frame turns stakeholder input into something concrete and
actionable, not just general feedback.

Outcome

Improved alignment on what people need to adopt and use the change, and stronger
reinforcement after go-live.


https://www.prosci.com/methodology/adkar
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5. Best practices for effective stakeholder engagement

Use these best practices to engage stakeholders with clear purpose and consistency, so
stakeholder engagement supports adoption, reduces resistance, and sustains change. A
well-designed stakeholder engagement plan can help translate these principles into a
practical approach for deciding who to engage, when to engage them, and how to
maintain their involvement throughout the change.

Identify and segment stakeholders

Identify all relevant stakeholders and group them by influence, interest, and impact to
tailor engagement strategies.

Define the purpose by phase

Clarify engagement objectives at each stage (initiation, execution, and post-launch) to
ensure involvement is meaningful and targeted.

Choose the right engagement mechanisms

Select engagement methods that align with stakeholder preferences and the needs of
each phase, such as workshops, office hours, and focus groups.

Close the loop

Share feedback and communicate what changed as a result to build trust and
transparency.

Sustain engagement

Maintain ongoing communication and opportunities for input after go-live to reinforce
adoption and long-term results.

To summarize, identify and prioritize stakeholders, align engagement methods with each
phase, and close the feedback loop.

Frequently Asked Questions

What happens when you don’t engage stakeholders?

When you don’t engage stakeholders, you increase the risk of misalignment, rework, and
resistance to change. Decisions are made without the context stakeholders provide,
issues surface late, and trust erodes when people feel surprised or ignored. The result is
slower adoption, more escalations, and a higher likelihood that the business won'’t
achieve the intended outcomes.

How early should you start stakeholder engagement?

Start as early as possible (during initiation and planning) to identify stakeholders, define
success and develop an engagement plan before key decisions are locked in. Early
engagement helps surface concerns, align expectations, and reduce rework later in the
change.


https://www.prosci.com/blog/how-to-use-a-stakeholder-engagement-plan-sep
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Who are the most important stakeholders to engage during change?

Prioritize stakeholders who (1) sponsor or fund the change, (2) lead teams that must
adopt it (people managers), and (3) are directly affected day-to-day (frontline employees,
key users, customers/clients). Also, purposefully engage formal or informal stakeholders
who can accelerate adoption or create resistance.

How does stakeholder engagement reduce resistance to change?

Engagement reduces resistance by clarifying what is changing and why, involving
stakeholders in shaping solutions, and addressing concerns early. When stakeholders
see their input reflected in decisions (“you said, we did”), trust increases, uncertainty
decreases, and people are more willing to support the change.

Why is stakeholder engagement important in strategic planning?

Strategic planning works best when it reflects real constraints, risks, and opportunities
across the organization. Stakeholder engagement brings diverse perspectives to
planning, improves decision quality, and builds ownership - making the strategy more
realistic, better understood, and easier to execute.

How do you measure whether stakeholder engagement is working?

Use a mix of leading and lagging indicators: participation rates in engagement activities,
feedback quality, sentiment themes, and whether key stakeholders understand and
support the change. Track follow-through (actions closed, decisions made, issues
resolved) and outcomes such as adoption, fewer escalations, and reduced resistance
over time.

6. Conclusion

Stakeholder engagement is the work that makes strategy and change stick for the
business. Engage stakeholders early, often, and sustain engagement after launch. Use
stakeholder analysis and mapping to understand what matters to each stakeholder, then
follow a clear engagement plan through execution. This management discipline builds
trust, improves decision-making, and creates real ownership. The impact is measurable:
when stakeholders are engaged, change is adopted and sustained; when they are not,
change slows. Make stakeholder engagement a continuous, intentional practice to reap
the benefits.

Foundations Consulting - “Helping you build a stronger business”



