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               Who I am 

Joop Remmé 

•  Background as consultant and teacher at Maastricht School of 
Management 

•  Several publications about stakeholder management 

•  Developed tool for stakeholder analysis and stakeholder management 

•  Motivated to work on stakeholder issues because of its win/win potential 
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stakeholder definitions 

•  SRI (1963): �those groups without whose support the 
organization would cease to exist� 

•  Freeman (1984): �a stakeholder is a person or group who 
can affect or is affected by the achievement of the 
organizations’ objectives� 

•  Clarkson (1995): �people or groups who have, or claim, 
ownership, rights, or interests in a corporation and its 
activities��

•  Worldbank: “Stakeholder Analysis (SA) is a methodology 
used to facilitate institutional and policy reform processes 
by accounting for and often incorporating the needs of 
those who have a ‘stake’ or an interest in the reforms 
under consideration.” 
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               what these definitions tell us: 

•  in first instance the step was from only looking 
at shareholders to also looking at other people 
who are directly involved in the organization: 
employees, clients 

•  the scenario approach to strategy and the 
system dynamics approach gave a place to 
stakeholders of varying types 

•  societal and regulatory demands made it 
necessary to include new types of stakeholders 

•  The most recent definitions speak not of the 
stakeholders of a corporation, but of the 
stakeholders of processes 
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possible distinctions & discussion 

•  primary and secondary stakeholders: inside and 
outside of the primary processes 

•  internal and external stakeholders 

•  are these distinctions still relevant today? 
(maybe in one industry more than in another?) 

•  Freeman/ Evans (1993): “A stakeholder theory 
of the firm must redefine the purpose of the 
firm.... The very purpose of the firm is, in our 
view, to serve as a vehicle for coordinating 
stakeholder interests."  
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               Stakeholders,checklist,
1)  Am I aware of the interests of stakeholders and do I know how 

important those interests are to them? 

2)  Do I realize how those interests connect with my interests? 
3)  Do I see any other relationships between interests? 

4)  Are certain stakeholders representing other stakeholders? 
(conflict of interest?) 

5)  Do I understand the perspectives of the various stakeholders? 

6)  Do they understand their own interests?  

7)  Are there attitudes and/or emotions that could impede proper 
communication? 

8)  In general: am I aware of my assumptions and have I tested 
them? 
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               Stakeholders,Checklist,
(Con2n’d),

9)  Which stakeholders are most relevant to me (at the moment)? 
10)  Do I have an established relationship with the relevant          

stakeholders? 

11)  How do I communicate with stakeholders? 

12)  How much of their wishes can I meet? 
13)  What is the impact of inviting certain stakeholders into a 

communication-process? 

14)  Is the attention spent on stakeholders correllated with the degree 
of relevance? 
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               Possible,sequence,of,stakeholder,
approach,
1) Who are my stakeholders (for this project, decision, etc)? 
2) What do I know about their interests, attitudes etc? 

3) Are there links between them? 

4) Which of them require at this moment the most attention and why? 
5) How is their attitude towards me (adversarial, sympathetic?)? 

6) Setting up communication with the urgent stakeholders, but also with 
the long lasting stakeholders: dialogue 

1) Characteristics of dialogue: non judging, unstructured, discovery 
2) Container (Bohm/ Isaacs): designing a safe space  

7) Developing negotiation from dialogue (how to keep the trust) 

9 
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Tool for classifying stakeholders  
(http://www1.worldbank.org/publicsector/anticorrupt/
PoliticalEconomy/stakeholderanalysis.htm) 
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origins 
•  in the 1950�s theories were developed in two 

places simultaneously: 

•  Lockheed strategy division 

•  Stanford Research Institute 

•  the focus was on strategy 

•  in the 1970’s it was adopted by the system 
dynamics researchers 

•  soon thereafter: corporate social responsibility / 
sustainability 

•  Later: compliance 
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               stakeholder today 

•  certain companies have learned the value of including 
stakeholders 

•  ISO and government norms 

•  some companies are working hard to adjust to 
compliance and other companies have developed ways 
to treat stakeholders as opportunities, while also 
adhering to compliance 

•  Next to thinking of stakeholders of a corporation, we 
often think of stakeholders around a particular process or 
project 
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               influences on the development of 

stakeholder thinking 

•  increasing awareness of complexity 
•  globalization 

•  increasing concern from society 

•  changes in the nature of the organization 

•  Regulation 

•  Other? 



knowdialogue 

 

               Development of stakeholder thinking 

•  traditional: 
•  strategy 

•  CSR 

•   additional: 

•  quality management 

•  project management 

•  compliance 

•  Opportunities 

•  Stakeholder scenarios 

•  Social and business value added  
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               questions to consider 

•  Does thinking in terms of stakeholders lead to a paradigm 
shift? If so, how? 

•  Is there a tension between the need for control on the one 
hand and the independent dynamics of stakeholders on 
the other hand? 

•  Can you empower stakeholders? Should you? 

•  Can you see win/wins from coalitions of stakeholders? 
•  What are the stakeholders stakeholder of? Are they 

stakeholders of the organization, a project, a process, a 
society? 
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               Reflection 

!  Take a complex project or process from your organization 
•  List the stakeholders 

•  traditional: 

•  strategy 
•  CSR 

•   additional: 

•  quality management 
•  project management 

•  Compliance 
•  Opportunities 

•  Stakeholder scenarios 

•  Social and business value added  
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               Reflection (2) 

•  Look back at your stakeholder list:  
•  Which of these stakeholders offer opportunities? 

•  Which do you associate with risk? 

•  Which of the two are more numerous, the opportunities or the 
threats? 

 

17 



knowdialogue 

 

               Extra: integrity 

•  Improving stakeholder relations will improve trust and relationships 
•  Trust is partly depending on being clear on each other’s drives and 

behaviors 

•  When the drives and behaviors of stakeholders are (partly) unclear, this 
may cast doubt on the integrity of the other person (often unnecessarily) 
and it may put a strain on the relationships. 

•  Stakeholder analysis can provide clarity on drives and behaviors of 
stakeholders, and thereby improve integrity.  

•  The flipside: stakeholders who do not give clarity of their drives and 
behaviors within a stakeholder analysis bring it upon themselves that 
their integrity is questioned. 

•  stakeholder thinking as a way to fight / prevent corruption: 
http://www1.worldbank.org/publicsector/anticorrupt/PoliticalEconomy/
stakeholderanalysis.htm  
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               Extra: Code of Conduct  
•  It may be wise to develop a Code of Conduct out of interactions with 

stakeholders. 

•  Of course, a specialist may write a Code at his desk, but will it then be a 
Code that is recognized by the people who use it? 

•  In the “old days”, a Code of Conduct was used mainly internally, 
designed by the Legal Department and referred to in employment 
contracts (“border code”) 

•  These days, a Code of Conduct is communicated on the website and 
stakeholders are made aware of it. It basically contains promises that 
are made towards them. (“aspiration code”) 

•  Knowing this, it may be wise to talk with stakeholders when designing 
the Code and ask them questions like: 

•  Which issues do you think we should address in order for you to 
trust the organisation? 

•  Which behaviors do you think should be reinforced by the Code and 
which behaviors should be discouraged? 

19 



knowdialogue 

 

               Extra: Leadership 

•  Choice: follow your stakeholders or lead them? 
•  You obviously can not please all of your stakeholders 

•  You also can not controll them (that much) 

•  It may require leadership to appease the stakeholder and to find an 
alternative that is to mutual satisfaction 

characteristics that are usually associated with leadership: 

•  Vision 

•  The ability to seperate what is essential from what is not 
•  Courage 

•  The ability to forge and mobilize relationships 
•  Integrity 

Are these not qualities that are required in engaging with stakeholders?  

20 
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               Potential tools 

•  Turacien Stakeholder Web 
•  Commant DNA of the Organization 

•  Llinxx: Stakeholder Scenarios 

21 
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               Tools: Comm’ant - Business Process DNA 

•  Process agreements are DNA for the organization 
•  Specify: Purpose, Process, Parties with an interest 

•  Design: patterns of behavior and communications 

•  Implementation: construct the organization, 
     train people, reflect, evaluate, learn 

©  www.commant.nl 
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               Tools: Comm’ant - Business Process DNA 

Plan + 
Process 
Design 

. 

Do 

Check Act 

Identity and 
Purpose - in 

Mission 
Vision and 
Strategy 
Policies 

Performance 
and Results 

for all 
Stakeholders 

Initiatives ! 
to Improve 

©  www.commant.nl 

Process = 
DNA 
Genotype 
for behaviour 

Action = 
DNA 

result 
Phenotype 

the expression 
of the DNA 
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Process DNA 
crucial details and controls in 
the message specifications 
Comm’ant Relational  
Business Process Model 

Tools: Comm’ant - Business Process DNA 

Process DNA 
stakeholders and 
Interdependencies 
clear, easy to discuss 

©  www.commant.nl 



Stakeholder Scenario tool 
Screenshots and charts 

Huug Lamberts             Sept 2,  2014 
LLinxx 
+31-(6)8146 2288 
lamberts@llinxx.com 
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               About stakeholder analysis 
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               Stakeholder example: view screen 
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               Stakeholder example: edit screen 
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               Coalition example: view screen 
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               Coalition example: edit screen 
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               Example scenario: edit screen 
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               Action example: edit screen 
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               Example charts: expected behaviour 
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               Example charts: information lag 
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               In conclusion 

•  How do we go from here? 
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