
Levels of Engagement:  Influence Map
Identifying and building an effective strategy for influencing stakeholders
	Purpose
	· Identify key stakeholders

· Assess the issues and concerns of stakeholders  

· Identify strategies for influencing stakeholders perceptions and commitments to change

	
	

	Description
	· Facilitator helps meeting participants identify key audience groups affected by change and the impact on their work systems
· Identify resistance factors in key audience groups and implications of resistance  

· Participants identify issues and concerns of stakeholder groups
      -Evaluate level of commitment required for successful change from stakeholders

      -Identify key individuals within groups that legitimize change, and control

         rewards/consequence structures

· Identify individuals with influence

· Develop strategies for influencing stakeholder groups/individuals

· Assign accountability for strategies 
· Set up tracking to monitor progress 
	

	
	

	Potential Uses
	· Build engagement and involvement of influential leaders to champion change and innovation

· Address gaps in communication about change initiatives

· Leverage relationships to enhance communication efforts and minimize barriers to implementation

· Develop broad understanding of the perception of change by those who will be directly impacted

· Moving key stakeholder groups/individuals to higher levels of commitment and support for change initiatives

	
	

	Level(s) of the Engagement Pyramid
	
· Belief

· Understanding

· Awareness




Facilitator Guide
Your materials include a handout with the basics of this tool and instructions on how to conduct the session

Provide a quick overview of the tool

Creating an Influence Map helps us identify groups and individuals directly impacted by this change in the way we work.  Understanding how those individuals and groups feel about certain aspects of the change will be helpful in determining what is necessary for a successful roll out of this initiative.  This map will help us decide what approach will be necessary to influence stakeholders appropriately.  

Set up the exercise

Blank Influence Map templates have been provided to you.  You can work on this exercise as a group—It usually works best in groups of 4-8 people.  Your group should be prepared to explain your findings/summary to the full group.

Step 1: Ask participants to define key audience groups and the impact on their work systems, including themselves

Your first task is to identify the various stakeholders or audiences impacted by this change the impact this change will have on their work systems, and group or categorize them.  

Step 2: Ask participants to identify factors that will lead to resistance of the change initiative and the implications of those factors on the key stakeholder groups and individuals. 

Develop a list of all the possible resistance factors associated with this change.  Knowing what we’re up against will enable us to define specific strategies for dealing with resistance as we work to engage these groups and individuals.

Step 3:  Have participants identify the level of commitment required of the groups/individuals to facilitate a successful roll out of the change initiative. 

After you have identified all the critical audiences, it is important to get a sense of their current feelings and level of commitment about this initiative.  This will enable us to begin clarifying what strategies we need to implement to effectively influence their perspectives.

Step 4: Once participants have identified the level of commitment required of the groups/individuals to facilitate a successful roll out of the change initiative, it is important to clarify the leaders that legitimize the change and/or control the rewards and consequence structures.  

For each of the critical audiences identified, there are important leaders who influence the broad acceptance or resistance towards change. For our efforts, it is important to identify those leaders who can assist our efforts through the rewards system in our organization.  By championing change and celebrating those that support and facilitate change, these leaders can help us build broad acceptance of  enable us to begin clarifying what change throughout our organization.

Step 5: Ask participants to brainstorm ideas about other individuals who might have influence on the stakeholders and/or audiences, to facilitate the development of broad influence and communication strategies. 

To develop the broadest possible strategy for supporting successful change, it is important for us to identify as many people as possible who can influence our audience.  Let’s take a few minutes to brainstorm other ideas we might have for individuals who have influence but not direct control over the stakeholders directly impacted by these changes to the way work.

Step 6: Ask participants to brainstorm ideas about specific strategies for the stakeholder groups, leaders, influencers and resistance factors 

Let’s look at all the data we’ve collected and generate ideas about proactive responses to these individuals, issues and concerns, and identify some possible solutions.
	INFLUENCE STRATEGIES

	Audience:



	Situation:



	Background:


	Actions:


	
	Motivation
	Ability

	Personal Influence Strategies

	(Link to Personal Values)
	(Skill Building Opportunities)


	Social Influence Strategies

	(Leverage Peer Pressure)
	(Social Support Activities)


	Organizational Influence Strategies
	(Recognition/Rewards/Accountability)
	(Adaptations/Innovations)


	Results:
	
	

	Recommendations:
	
	

	Next Steps:
	
	


Step 7: Ask participants to assign accountability for the strategies the group develops and identify first steps to monitor progress.
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