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DECISION TREE
STAKEHOLDER MANAGEMENT
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A decision tree to help you 
correlate purpose, audience and message for a diverse group

Aligning your purpose with your so what can require some deep thought about your 
stakeholders, particularly when you are communicating with a group rather than a single 
individual.
In these situations, it is not uncommon to find different members of that group with 
different levels of understanding of your issue and also potentially different views about the 
matter.
This decision tree offers a way to think through this conundrum so you can tailor your 
purpose and audience to match your messaging.
I hope you find it useful.
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They have not had 
an opportunity to 
learn about the 

issue or your 
recommendation.

They do not grasp 
either the issue or 

your 
recommendation. 

They disagree with 
your position on 

the issue or 
recommendation. 

Arrange a 1-1 or small group discussion to 
catch them up yourself. If you don’t have 
direct access, find someone who can either 
introduce you or have the conversation with 
them on your behalf.

Do they have 
‘voting rights’ on 

the decision?

No

Do they have enough 
influence to derail the 

decision or its 
implementation?

ENTRY QUESTION: 
Why do your stakeholders not support your proposition?

No

Yes

Do they have ‘voting rights’ on 
the decision or ability to derail 

either the decision or its 
implementation?

No

Yes

Yes

Do you have direct 
access to this person 

or group?

Decide whether to change direction by
• Reworking your communication so it is

more persuasive, covering off on their
concerns

• Adjusting your proposition (if their concerns
are sufficiently practical or political to 
convince you that your proposal won’t fly) 

• Escalating if you are still convinced your 
proposition is the right one and you need 
extra support.

Revise communication accordingly.

Yes

No

Address their issues as an appendix to the 
pre reading for the decision-making 
meeting, perhaps as copies of past papers, 
FAQs, or topical discussion papers (or have 
a quick call if easier)

No

Yes

Do they still 
disagree with your 

position on the issue 
or your 

recommendation? 

Find someone with access 
who can discuss the issues so 
they can understand and 
hopefully allay their concerns.

Prepare a briefing note 
shaped by a bespoke
purpose statement 
targeted at your specific 
audience’s concerns (ie
addressing why they are 
an ‘Objector’)

Discuss the issues so you can 
understand and hopefully 
allay their concerns.

Proceed with your initial 
communication story and 
strategy.
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