Stakeholder Mapping @RHNTC

NATIONAL TRAINING CENTER

What is Stakeholder Mapping, and how will it help you?

Stakeholder Mapping is a tool used to analyze and prioritize the engagement of stakeholders when you are planning
to implement an initiative. This tool will help you and your team generate information about stakeholders to
understand their interests and assess their influence in order to successfully implement and sustain a new initiative.

Stakeholder mapping will help:

«  Gain early buy-in of stakeholders on plans and goals
«  Obtain input into the initiative design, its implementation, and integration
«  Build understanding and manage stakeholder expectations

How to use this tool: (refer to worksheets on pages 3-5)
1. Outline the goals and objectives of your initiative and record them on the Stakeholder Mapping Worksheet.

Identify key stakeholders for your initiative. Consider those individuals and organizations who may be
interested in your initiative or can influence its implementation, either positively or negatively. Include both
external and internal stakeholders. List stakeholders in the Stakeholder Mapping Worksheet on page 4.

Example: A Title X grantee is interested in implementing Screening, Brief Intervention, and Referral to Treatment
(SBIRT) at its service sites. The grantee identifies administrators, providers, and staff as internal stakeholders. The
Substance Abuse and Mental Health Administration (SAMHSA), the State Department of Health and Human Services
(State DHHS), third-party payers, and their EHR vendor are identified as potential external stakeholders.

2. Gather information about each stakeholder to understand their key interests and the potential impact of your
initiative on the stakeholder. Consider the following guiding questions.

a. How does successful completion of the initiative benefit the stakeholder? Does the initiative have any
negative consequences for the stakeholder?
b. What could be the stakeholder’s expectations for this initiative?

List the potential interests of all the stakeholders in the Stakeholder Mapping Worksheet. Decide if the level of
interest of each stakeholder is high or low and record.

Example: The State DHHS has announced Substance Use Prevention and Recovery grant funds available for local
agencies. To achieve targets, the State DHHS would have a high interest in SBIRT implementation.

3. Determine the level of influence of each stakeholder to control key decisions related to the initiative. Decide if
the level of influence of each stakeholder is high or low. Consider the following guiding questions.

a. What s the stakeholder’s current role? How can the stakeholder impact the initiative under consideration?
b. Is the stakeholder supportive or critical of the family planning or proposed initiative?
¢. Would the stakeholder control decisions related to the initiative and its implementation processes?

Record the level of influence of each stakeholder in the Stakeholder Mapping Worksheet.

Example: The administrators at the service site would have a high influence on SBIRT implementation. They are likely
to control key decisions and have a strong ability to facilitate the implementation of tasks and encourage others to
take action.
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4. Prioritize stakeholder engagement by determining where each stakeholder is located on the Influence/
Interest Matrix. The matrix helps to identify the

key stakeholders critical to your efforts and level INTEREST
of engagement that needs to be established and Low High
maintained with each stakeholder.
LOW ENGAGEMENT MODERATE
a. Stakeholders with high interest and high o (Minimal effort) ENGAGEMENT
influence are the major contributors and s ;
) = Example: general public (Keep informed)
need to be engaged at the onset of the Oz .
. . &3 Example: service
initiative (high engagement). o . o
] . . (] providers, administrative
b. Stakeholders W|th'low interest in the z staff (billing and coding),
initiative and low influence will require 2 EHR vendor
minimum effort (low engagement). =
c. Stakeholders with high interest and low - MODERATE HIGH ENGAGEMENT
mflugnce or power YVI” negq to be kept ENGAGEMENT (Key players)
fully informed of major decisions (moderate (Keep satisfied)
engagement). < P . Example.: administ.rators,
d. Stakeholders with low interest and high T Exampleétt;lrrsd-party funding agencies
influence need to be kept satisfied, even pay
though they are not interested because
they yield power (moderate engagement).
After mapping the stakeholders on the Example of prioritization of stakeholders for SBIRT implementation

Influence/Interest Matrix, record the priority of
engagement for each stakeholder (high (key players), moderate (keep informed), moderate (keep satisfied), and
low (minimal effort)) on the Stakeholder Mapping Worksheet.

5. Specify stakeholder roles in the project to establish stakeholder expectations. Speak to stakeholders to
understand their potential roles. List stakeholder potential role(s) on the Stakeholder Mapping Worksheet.
Example: A Title X grantee determines that training resources available on the SAMHSA website will be used to train
relevant staff and providers on SBIRT implementation and coding for reimbursement.

6. Determine when to engage each stakeholder, based on the priority and type of engagement. Decide whether
you want to engage a stakeholder early on during the planning or the implementation phase. Record the phase
in which each stakeholder must be engaged on the Stakeholder Mapping Worksheet.

Example: A Title X grantee determines that the administrators at the service site will eventually oversee (control)
the implementation of SBIRT, hence needs to be engaged during the exploration phase to secure their buy-in and
commitment.

7. The next step is to develop a communication plan to engage the prioritized stakeholders. A carefully used
communication plan validates how stakeholders are included in the implementation of initiatives. Use the
Communication Plan Worksheet on page 5.

Example: The grantee decides to engage service site administrators biweekly to discuss the implementation plan
for SBIRT.
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Sample Stakeholder Mapping Worksheet

Project under consideration: SBIRT
Implementing Agency: XYZ

GRHNTC

REPRODUCTIVE HEALTH
NATIONAL TRAINING CENTER

Project goals: The main goal for SBIRT is to improve community health by reducing the prevalence of adverse consequences of substance
misuse, including SUDs, through early intervention and, when needed, referral to treatment (IOM 1990).

STAKEHOLD-

ER NAME AND pLANEIRE

CONTACT
PERSON
(Title)

STATUS
(Internal/
External)

KEY INTERESTS
[the effect of project
implementation and outcomes
on the stakeholders]

LEVEL OF INTEREST
(High/Low)

[the interest of
stakeholders in key
decisions related to

the project]

LEVEL OF
INFLUENCE
(High/Low)

[the power of stake-
holders to control key
decisions related to
the project]

PRIORITY OF
ENGAGEMENT
[High (Key players),
Moderate (keep
informed), Moderate
(keep satisfied), Low
(minimal effort)]

PHASE OF ENGAGEMENT
(during planning, and/or during
implementation)

SAMHSA -Achieve key fedeval tavget | High High High -Inborms Stamdavds | Planming
(extevnarl) “Training omd technical (key playevs) of practice
assistomce “Training provider
State DHHS -Achieve key state tavgets High High High Primay funding Plamning ama then as pev
(extevnal) -Fund substance use (Key plavyers) agency veporting vequivement fov
prevention and vecovery the gromt
wmitatives
Sevvice site -Achieve préject tavgets High High High Oversee Plamning oma
adwministratovs -Retuvn on investment (Key playevs) SBIRT implementation
(Intevual) -Expamsion of ovgamization implementation
povt-folio
-lncrease n clients sevved
Providers amad -Expama skill level High Low Modevate Progroum Plamning, omaA
stabd -Time to provide SBIRT (keep mbormed) implementers implementation
(Intevual) -CombPort with SBIRT
ThivA-pawvty -Reimbursement fov SBIRT Low High Modevate mPorms billing amd | Plamning, ama
pavers (keep satished) coding for SBIRT implementation
(extevnarl)
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REPRODUCTIVE HEALTH
NATIONAL TRAINING CENTER

Stakeholder Mapping Worksheet @ RHNTC

Project under consideration:
Implementing Agency:
Project goals:

LEVEL OF LEVEL OF PRIORITY OF

STAKEHOLDER INTEREST INFLUENCE ENGAGEMENT
NAME OF KEY INTERESTS . . .
NAME AND CONTACT [ (High/Low) (High/Low) [High (Key players), PHASE OF ENGAGEMENT

STATUS
(Internal/
External)

[the interest of [the power of stake- Moderate (keep in- (during planning, and/or during
stakeholders in key holders to control formed), Moderate implementation)
decisions related to  key decisions related (keep satisfied), Low

the project] to the project] (minimal effort)]

PERSON implementation and outcomes on
(Title) the stakeholders]
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REPRODUCTIVE HEALTH

p I a n Wo r ks h eet NATIONAL TRAINING CENTER

Communication @RH NTC

What is the
modality of sharing

Who is the What information or mes-  the information? How often do we share the i B e el Sl Sl L

information?

stakeholder? sage needs to be shared? (email, conference information?
calls, in-person
meetings, etc.)

Exawmple: implementation plom for [ in-pevson meeting | viweekly The coovAinator is vespousivle fov
sevvice site SBIRT ov confevence scheduling the meeting, amd the
administvators call Title X gromtee Aivector is vesponsivle

£or shaving the implementation plam
amd seeking input.
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