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Stakeholder	Analysis,	Project	Management	templates	and	advice	Stakeholder	Mapping	Templates	&	ebook	Over	2k	execs	use	our	Stakeholder	Mapping	Templates,	get:	A	complete	IT	software	project	Stakeholder	Analysis	Complete	Construction	Project	Stakeholder	Map	Example	Stakeholder	Management	Plan	Stakeholder	Engagement	Plan
Stakeholder	Analysis	&	Stakeholder	Salience	Templates	Communication	&	Reporting	Plan	Sample	text	to	copy	and	paste	for	your	assignment	or	project	BUY	NOW!	byTam	M.	|	reviewed	02/07/2024	Stakeholder	Salience	means:	How	much	Power	the	stakeholders	have	to	influence	the	company	How	Legitimate	their	relationship	with	the	company	is
How	Urgent	their	claims	are	stakeholdermap.com	The	idea	of	Stakeholder	Salience	was	introduced	by	Ronald	K.	Mitchell,	Bradley	R.	Agle,	and	Donna	J.	Wood	in	a	1997	article	for	The	Academy	of	Management	Review.	They	came	up	with	a	Theory	of	Stakeholder	Identification	and	Salience	to	address	the	confusion	about	who	and	what	really	counts	in
stakeholder	management	(Mitchell	et	al.	1997,	p.853-854).	A	Stakeholder	Salience	template	is	available	with	the	ebook.	Ronald	Mitchell	and	his	colleagues	build	on	Freeman's	(1994)	idea	of	'Who	and	What	Really	Counts'.	They	say	we	need	a	normative	theory	to	figure	out	who	should	be	considered	stakeholders	and	a	'descriptive	theory	of	stakeholder
salience'	to	explain	when	managers	consider	someone	as	a	stakeholder	(Mitchell	et	al.	1997,	p.853).	In	other	words,	they	said	we	need	two	things:	A	way	to	decide	who	should	be	a	stakeholder	A	way	to	explain	when	managers	see	someone	as	a	stakeholder	Definitions	and	Types	of	Stakeholders	There	are	different	ways	to	define	stakeholders.	Some
definitions	are	wide,	others	are	narrow.	Wide	definition:	Freeman	(1984)	says	a	stakeholder	is	anyone	who	can	affect	a	company	or	be	affected	by	it.	This	includes	almost	everyone.	Narrow	definition:	Donaldson	and	Preston	(1995)	say	stakeholders	are	people	or	groups	with	real	interests	in	how	a	company	works.	The	narrow	view	says	only	people
with	valid	claims	on	a	company	count	as	stakeholders.	It	understands	that	managers	can't	think	about	everyone	all	the	time.	Most	definitions	focus	on	two	things:	Power:	How	much	control	a	stakeholder	has	over	the	company	Legitimacy:	How	valid	the	stakeholder's	claim	on	the	company	is	Legitimate	claims	could	be:	Legal	Based	on	contracts	Moral
Financial	Mitchell	and	his	team	noticed	something	missing	in	other	definitions:	urgency.	This	means	how	quickly	stakeholders	need	attention.	They	suggested	a	new	way	to	identify	stakeholders	based	on	three	things:	Power	to	influence	the	company	How	valid	their	connection	to	the	company	is	How	urgent	their	claim	on	the	company	is	They	defined
these	terms:	Power:	The	ability	to	use	force,	money,	or	social	standing	to	get	what	you	want.	Legitimacy:	When	people	think	an	action	is	right	and	proper	based	on	social	norms	and	beliefs.	Urgency:	How	quickly	a	stakeholder	needs	attention.	This	depends	on	time	and	how	important	the	claim	is.	From	these	ideas,	they	created	a	theory	about
stakeholder	importance.	They	call	this	'salience'.	Salience	means	how	much	priority	managers	give	to	different	stakeholder	claims.	Stakeholder	Classes	and	Groups	The	more	attributes	power,	legitimacy,	and	urgency	a	stakeholder	has,	the	higher	their	salience.	In	other	words,	the	greatest	priority	will	be	given	to	stakeholders	who	have	power,
legitimacy,	and	urgency.	Power	and	legitimacy	are	connected,	and	the	three	variables	can	overlap.	This	combination	creates	seven	different	classes	of	stakeholders,	which	they	illustrate	using	a	Venn	diagram.	Adapted	from	Mitchell	et	al.	1997,	p.873.	Color	not	in	the	original.	A	Stakeholder	Salience	Template	in	Word	&	Excel	is	available	with	the
ebook	The	seven	stakeholder	classes	can	be	separated	into	three	groups:	Latent,	Expectant,	and	High	Salience.	I	have	adapted	the	Salience	diagram	to	highlight	the	three	groupings.	Green	Latent	stakeholders:	One	attribute,	low	salience.	Managers	may	ignore	these	stakeholders	and	may	not	even	recognize	them	as	stakeholders.	Amber	Expectant
stakeholders:	Two	attributes,	moderate	salience.	Active	rather	than	passive.	Managers	see	them	as	'expecting	something'.	Likely	higher	level	engagement	with	these	stakeholders.	Red	Definitive	stakeholders:	All	three	attributes,	high	salience.	Managers	give	immediate	priority	to	these	stakeholders.	The	key	to	understanding	Stakeholder	Salience	is
to	grasp	that	the	number	and	mix	of	attributes	defines	the	Stakeholders'	Salience	(the	priority	which	managers	will	give	that	group	or	individual).	The	diagram	below	illustrates	this	stakeholders	with	one	attribute	lack	the	two	other	attributes	that	would	lend	them	enough	rights,	authority,	voice,	or	exercise	to	be	highly	salient	and	so	on.	Red	boxes
indicate	the	attribute	the	stakeholder	type	has.	Grey	boxes	indicate	an	attribute	the	stakeholder	lacks.	The	text	in	the	grey	boxes	describes	what	the	stakeholder	would	need	to	gain	to	be	considered	a	Definitive	Stakeholder.	Description	of	each	Stakeholder	type	or	class	Dormant	Stakeholders	-	Have	power	but	lack	legitimacy	or	urgency,	so	they	have
little	interaction	with	the	company.	Discretionary	Stakeholders	-	Often	recipients	of	corporate	philanthropy.	Managers	may	choose	to	engage	with	them,	but	there	is	no	pressure	to	do	so.	Examples	are	beneficiaries	of	charity.Demanding	Stakeholders	-	Those	with	urgent	claims	but	no	legitimacy	or	power.	They	can	be	irritating	but	are	not	worth
considering.	Examples	are	people	with	unjustified	grudges,	serial	complainers,	or	low-return	customers.	Dominant	Stakeholders	-	Many	theories	position	them	as	the	only	stakeholders	of	an	organization	or	project.	They	likely	have	a	formal	mechanism	acknowledging	their	relationship	with	the	organization	or	project,	e.g.,	Boards	of	directors,	HR
department,	public	relations.Dangerous	Stakeholders	Those	with	powerful	and	urgent	claims	may	use	coercive	and	possibly	violent	tactics.	Examples	are	employee	sabotage	or	unlawful	tactics	used	by	activists.	Mitchell	et	al.	identify	these	stakeholders	but	don't	require	them	to	be	acknowledged	and	thus	awarded	legitimacy	(ibid,	p.878).Dependent
Stakeholders	Stakeholders	who	depend	on	others	to	carry	out	their	will	because	they	lack	the	power	to	enforce	their	stake.	For	example,	local	residents	and	animals	impacted	by	the	BP	oil	spill.	Advocacy	of	their	interests	by	dominant	stakeholders	can	make	them	definitive	stakeholders.Definitive	Stakeholders	-	An	expectant	stakeholder	who	gains	the
relevant	missing	attribute.	Often	dominant	stakeholders	with	an	urgent	issue	or	dependent	groups	with	powerful	legal	support.	Finally,	those	classed	as	dangerous	could	gain	legitimacy,	e.g.,	democratic	legitimacy	achieved	by	a	nationalist	party.	A	key	tenet	of	the	Stakeholder	Salience	model	is	that	it	is	dynamic.	Mitchell	et	al.	point	out	that	the	three
variables	can	and	will	change	(ibid,	p.879).	Dependent	Stakeholders	can	become	Definitive	if	their	cause	is	picked	up	by	a	Dominant	Stakeholder.	Dominant	Stakeholders	can	become	Definitive	if	their	legitimate	stake	becomes	urgent,	for	example,	a	representative	of	a	regulator	may	become	a	Definitive	Stakeholder	in	the	event	of	a	complaint	or
inspection.	Why	the	Salience	model	is	dynamic	The	Salience	model	is	dynamic	because	it	accepts	that:	Each	of	the	three	attributes	or	variables:	power,	legitimacy,	and	urgency	can	change.	The	attributes	are	not	objective	they	are	based	on	human	perception.	The	stakeholder	may	or	may	not	be	aware	that	they	possess	a	particular	attribute	or	may	not
be	willing	or	wish	to	act	on	that	attribute.	Stakeholder	Salience	template	This	template	is	free	to	copy,	edit,	and	download.	Feel	free	to	try	out	the	stakeholder	salience	model	for	yourself!	Get	this	template!	Stakeholder	Salience	Template	-	share	&	edit	online	FREE	by	stakeholder	map	Use	of	the	Stakeholder	Salience	model	Stakeholder	Salience	is	a
very	useful	addition	to	Stakeholder	Theory.	In	addition	to	providing	a	model	to	help	identify	who	and	what	counts	it	can	explain	some	stakeholder	behavior.	For	example,	people	who	have	an	issue	that	is	urgent	to	them	but	dont	have	any	power	or	legitimacy	are	demanding.	Those	with	power	and	legitimacy	are	dominant	the	team	will	report	to	them
and	defer	to	their	direction.	The	original	1997	article	is	not	based	on	any	empirical	research,	which	is	acknowledged	on	page	881.	Instead,	the	authors'	proposal	relies	on	a	literature	review	to	draw	out	the	three	variables	for	determining	Stakeholder	Salience.	In	1999	Agle,	Mitchell,	and	Sonnenfield	reported	the	results	of	a	study	conducted	to
empirically	test	the	Salience	Model's	application	to	decisions	made	by	CEOs.	Their	study	reported	in	The	Academy	of	Management	Journal,	1999,	Vol.	42,	No.	5,	507	-525	supports	the	Stakeholder	Salience	attributes.	See	also	Magness,	V.	Who	are	the	Stakeholders	Now?	An	Empirical	Examination	of	the	Mitchell,	Agle,	and	Wood	Theory	of	Stakeholder
Salience.	Stakeholder	Salience	Resources	Sources	used	in	this	article	Donaldson.	T.	&	Preston,	L.	E.	1995.	The	stakeholder	theory	of	the	corporation:	Concepts,	evidence,	and	implications.	Academy	of	Management	Review,	20:	65-91.	Freeman,	R.	E.	1994.	The	politics	of	stakeholder	theory:	Some	future	directions.	Business	Ethics	Quarterly	4:	409-421.
Magness,	V.	2007.	Who	are	the	Stakeholders	Now?	An	Empirical	Examination	of	the	Mitchell,	Agle,	and	Wood	Theory	of	Stakeholder	Salience.	Journal	of	Business	Ethics	December	2008,	Volume	83,	Issue	2,	pp	177-192	First	online:	13	November	2007.	Available	at:	2Fs10551-007-9610-2	[Accessed:	23	February	2016].	Mitchell,	R.,	Agle,	B.	and
Sonnenfeld,	J.	1999.	Who	Matters	to	CEOs?	An	Investigation	of	Stakeholder	Attributes	and	Salience,	Corporate	Performance,	and	CEO	Values.	The	Academy	of	Management	Review,	22	(5),	pp.	507-525.	Available	at:	[Accessed:	22	June	2013].	Suchman,	M.	C.	1995.	Managing	legitimacy:	Strategic	and	institutional	approaches.	Academy	of	Management
Review,	20:	571-610.	The	PMBOK	Guide,	5th	Edition	identifies	4	models	of	stakeholder	classification	-	Power/Interest	Grid,	Power/Influence	Grid,	Influence/Impact	Grid,	and	Salience	Model.	The	first	three	models	are	quite	similar	and	use	2	attributes	to	classify	project	stakeholders.	The	fourth	-	Salience	Model	-	uses	3	attributes	and	adds	the	vital
dimensions	of	legitimacy	and	urgency.	In	this	post,	well	learn	about	the	Salience	Model	of	stakeholder	classification.What	does	Salience	Mean?The	term	salience	means	prominence,	or	the	quality	of	being	particularly	noticeable	or	important.Why	is	Stakeholder	Classification	important?Before	we	go	further,	lets	understand	why	we	need	to	classify	the
project	stakeholders.Large	projects	may	have	hundreds	or	even	thousands	of	stakeholders.	Projects	have	limited	time,	and	resources.	Therefore,	the	amount	of	effort	spent	on	stakeholder	management	and	engagement	needs	to	be	prioritized.	But	what	criteria	do	we	use	to	classify	the	stakeholders?	How	do	project	managers	determine	which
stakeholders	have	the	biggest	impact	or	influence	on	the	project	and	deserve	the	most	attention?	How	do	project	managers	prioritize	their	attention	to	competing	stakeholders?These	are	exactly	the	problems	that	the	stakeholder	classification	models	address.	It	is	important	to	prioritize	the	stakeholders	to	ensure	efficient	use	of	effort	to	communicate
and	manage	their	expectations.	We	have	various	models	that	help	classify	the	stakeholders	according	to	the	their	power,	interest,	impact,	influence,	urgency	and	other	parameters.	Salience	Model	is	one	such	model	for	stakeholder	classification.What	is	the	Salience	Model?The	Salience	Model	of	Stakeholder	Classification	helps	to	identify	the
prominence	of	project	stakeholders	by	classifying	them	according	to	3	attributes:Power	-	authority	and	influence	in	the	organization	and	on	the	project	outcomes.Legitimacy	-	their	involvement	is	appropriate	(morally,	legally	etc.).	Legitimate	stakeholders	are	the	ones	who	really	count.Urgency	-	calls	for	immediate	attention,	or	pressing	need.	Urgency
is	based	on	2	attributes.Time-sensitivity	-	when	stakeholders	need	is	time-sensitive	in	natureCriticality	-	when	the	need	is	important	or	critical	to	the	stakeholderThe	Salience	Model	was	developed	by	Ronald	K.	Mitchell,	Bradley	R.	Agle	and	Donna	J.	Wood	and	presented	in	their	paper	Toward	a	Theory	of	Stakeholder	Identification	and	Salience:
Defining	the	Principle	of	Who	and	What	Really	Counts.Mitchell,	Agle	and	Wood	argued	that	while	power	is	a	crucial	factor	in	stakeholder	salience,	the	legitimacy	and	urgency	also	play	a	part.	There	may	be	stakeholders	who	do	not	have	power,	but	still	matter	to	the	organization	and	the	project.Power	and	Legitimacy	combine	to	create	Authority.Power
+	Legitimacy	=	AuthorityBy	adding	urgency	to	the	mix,	the	stakeholder	relationship	moves	from	being	static	to	dynamic.I	suggest	you	to	read	the	original	paper	for	a	thorough	understanding	for	the	topic.	This	post	provides	of	gist	of	the	Salience	Model	that	would	help	you	prepare	for	answering	the	question	on	the	PMP	exam.The	Salience	Model
Diagram	The	Salience	Model	is	graphically	depicted	as	a	Venn	Diagram.	The	three	circles	represent	Power,	Legitimacy	and	Urgency.	We	have	8	regions	marked	on	the	diagram	each	representing	different	types	of	stakeholders	on	the	project.	Lets	review	each	of	them	in	detail.As	we	go	through	the	various	types	of	stakeholders	in	the	Salience	Model,
well	use	the	example	of	a	manufacturing	organizational	setting	up	a	large	manufacturing	plant	in	a	rural	community.Latent	StakeholdersLatent	Stakeholders	are	those	who	possess	only	one	of	the	3	attributes	-	Power,	Legitimacy,	and	Urgency.With	limited	time,	energy,	and	resources	for	managing	stakeholders,	project	managers	may	not	spend	much
time	in	managing	latent	stakeholders.	Likewise,	latent	stakeholders	are	not	likely	to	give	much	attention	or	acknowledgment	to	the	project.	Such	stakeholders	usually	have	a	passive	stance	to	the	project.Latent	stakeholders	can	be	of	3	types	-	Dormant,	Discretionary,	Demanding	-	depending	upon	the	particular	attribute	-	Power,	Legitimacy,	and
Urgency	-	that	they	possess.Dormant	StakeholdersThe	stakeholders	who	only	possess	power	but	have	no	legitimacy	or	urgency	are	known	as	Dormant	Stakeholders.Dormant	stakeholders	do	not	require	active	engagement.	However,	Project	Managers	need	to	recognize	them	because	if	these	stakeholders	acquire	legitimacy	or	urgency,	they	can
acquire	more	prominence	(salience)	for	the	project.For	example,	employees	who	were	laid	off	from	the	job	could	be	a	dormant	stakeholders.	But	these	stakeholders	may	acquire	salience	if	they	file	a	law	suit	against	the	company.Discretionary	StakeholdersThe	stakeholders	who	are	legitimate	but	have	no	power,	and	their	interests	are	not	urgent	are
considered	Discretionary	Stakeholders.	A	stakeholder	may	be	legitimate	but	unless	the	stakeholder	has	power	or	need	urgent	attention,	they	would	not	receive	the	attention	of	the	project	manager.The	charity	organizations,	schools	and	hospitals	that	receive	funding	from	the	organization	are	examples	of	discretionary	stakeholders.	They	possess	no
power	or	urgency	to	their	claims.Demanding	StakeholdersDemanding	stakeholders	are	those	who	have	urgent	demands,	but	no	power	or	legitimacy.	They	create	noise	and	can	be	irritants,	but	are	not	dangerous	to	the	project	as	they	lack	the	power	and	legitimacy	(which	together	equals	authority),	and	unlikely	to	command	much	attention.An
employee	asking	for	frequent	raises	outside	of	organizations	established	policies	is	an	example	of	a	demanding	stakeholder.Expectant	StakeholdersExpectant	stakeholders	are	those	who	possess	any	2	of	the	3	attributes	-	Power,	Legitimacy,	and	Urgency.	These	are	stakeholders	who	are	expecting	something	from	the	project.	Such	stakeholders	usually
have	an	active	stance	to	the	project,	compared	to	the	passive	stance	of	dormant	stakeholders.These	are	stakeholders	that	require	active	stakeholder	engagement	on	the	part	of	the	project	manager	and	the	organization.Expectant	stakeholders	can	also	be	of	3	types	-	Dominant,	Dependent,	Dangerous-	depending	upon	the	combination	of	attributes	-
Power,	Legitimacy,	and	Urgency	-	that	they	possess.Dominant	StakeholdersDominant	stakeholders	are	those	who	possess	both	power	and	legitimacy,	but	not	urgency.	These	stakeholder	have	legitimate	stakes	in	the	project	and	also	possess	the	power	to	act	on	those	stakes.	These	are	stakeholder	that	matter	to	the	project	manager.	The	project
manager	needs	to	actively	engage	these	stakeholders	and	have	a	strategy	to	manage	these	stakeholders.For	example,	in	case	of	our	large	manufacturing	plant	setup,	the	local	government	is	a	dominant	stakeholder	in	the	project.	They	have	the	power	and	legitimacy,	but	no	urgency	as	such.Dependent	StakeholdersDependent	stakeholders	lack	power
but	have	urgent	and	legitimate	stakes	in	the	project.For	example,	if	the	manufacturing	plant	is	causing	displacement	of	the	local	farmers	in	the	area,	then	those	farmers	are	dependent	stakeholders	in	the	project.	They	rely	on	other	powerful	stakeholders	to	uphold	their	interests.	In	our	example,	these	powerful	stakeholders	could	be	non-profit	NGOs,
or	even	management	of	the	company	who	are	sensitive	to	the	needs	of	the	displaced	farmers	and	offer	them	adequate	compensation.Though	dependent	stakeholders	lack	power,	they	can	form	coalitions	with	other	groups	of	stakeholders	and	achieve	power.Dangerous	StakeholdersStakeholder	who	possess	power	and	urgency	but	do	not	possess	the
legitimacy	to	their	claims,	are	considered	dangerous	stakeholders.	Such	stakeholders	can	be	coercive	or	even	violent	in	some	cases.For	example,	a	local	mafia	or	terrorist	organization	may	seek	to	sabotage	the	development	in	the	region	that	the	new	manufacturing	facility	may	bring.The	project	team	needs	to	recognize	these	dangerous	stakeholders
and	the	threat	they	bring,	and	devise	a	plan	to	mitigate	the	threat	posed	by	these	dangerous	stakeholders	to	the	project.Definitive	StakeholdersStakeholders	who	possess	power	and	legitimacy,	and	have	an	urgent	need	are	known	as	definitive	stakeholders.	They	demand	the	utmost	attention	from	the	project	manager	and	need	to	be	attended	to	in	a
timely	manner.For	example,	the	stockholders	of	the	organization	who	are	powerful	and	legitimate	feel	that	the	new	manufacturing	plant	is	going	to	adversely	effect	the	stock	prices	(urgency),	they	may	oppose	the	project.Non-Stakeholders	or	Potential	StakeholdersAccording	to	this	model,	entities	with	no	power,	legitimacy,	or	urgency	in	relation	to
the	project	are	not	stakeholders	and	will	be	perceived	as	having	no	salience	by	the	project	team.Transition	from	one	Type	to	anotherLatent	stakeholders	may	become	Expectant	or	Definitive	stakeholders,	and	Expectant	stakeholders	may	become	Definitive	stakeholders	by	acquiring	the	missing	attribute.For	example,	lets	say	a	powerful	opposition
party,	which	is	favorable	to	the	interests	of	the	farmers,	comes	into	power	by	winning	the	elections.	It	puts	the	construction	of	the	manufacturing	plant	on	hold.	Before	the	elections	the	party	may	have	had	power	and	urgency	but	lacked	legitimacy.	But	they	acquired	the	missing	attribute	-	legitimacy	-	by	winning	the	election.Project	teams	need	to
actively	look	out	for	such	transitions	of	stakeholders	from	one	class	to	another.Mapping	Salience	Model	to	the	Grid-based	ModelsApplying	the	4	stakeholder	management	strategies	used	in	the	Power/Interest	Grid	model	to	the	Salience	Model,	following	is	the	interpretation	that	I	made.	Note	that	this	is	not	a	part	of	the	Salience	Model.Manage
CloselyDefinitiveKeep	SatisfiedDominant,	DangerousKeep	InformedDependentMonitorDormant,	Discretionary,	DemandingLimitations	of	the	Salience	ModelClassifying	stakeholders	is	a	subjective	process.	One	project	manager	may	perceive	a	stakeholder	as	dangerous,	while	another	may	view	the	same	stakeholder	as	just	demanding.	The	project
managers	attitude	toward	the	stakeholders	may	differ	based	on	his/her	culture	and	values.The	model	considers	the	3	attributes	as	either	present	or	absent.	But	in	reality,	these	attributes	may	be	present	to	various	levels	(operate	on	a	continuum).	For	example,	in	this	model,	the	stakeholders	are	treated	as	either	possessing	power	or	not	possessing
power.	But	in	reality,	the	stakeholders	may	possess	various	levels	of	power.	This	model	does	not	help	the	project	manager	do	comparison	of	one	stakeholder	with	another	based	on	a	particular	attribute.	For	example,	is	one	stakeholder	more	powerful	than	another?	The	Salience	Model	doesnt	address	this.The	model	is	based	on	3	attributes	-	power,
legitimacy,	and	urgency.	However,	there	may	be	other	attributes	too	that	influence	stakeholder	relationships.Salience	Model	helps	to	identify	Who	or	What	Really	Counts.	The	model	emphasizes	the	need	to	pay	attention	to	stakeholders	in	a	timely	manner.	The	Salience	Model	has	advantages	over	the	2-dimensional	grid	models	such	as	the
Power/Interest	Grid,	as	it	adds	the	vital	dimensions	of	legitimacy	and	urgency.	It	provides	the	project	managers	a	systematic	approach	to	managing	stakeholder	relationships.You	can	also	refer	to	Stakeholder	Classification	Models	for	a	high-level	overview	of	the	various	stakeholder	classification	models.Before	I	close,	did	you	notice	that	the	Salience
Model	uses	mnemonics	to	promote	recall?	All	7	classification	names	begin	with	a	D!Hope	you	found	this	post	useful.	If	Ive	missed	something,	please	feel	free	to	add	using	the	comments	section	below.The	10	Steps	In	The	Stakeholder	Salience	ModelKey	TakeawaysReal-World	Benefits	of	Applying	the	Stakeholder	Salience	ModelFree	ResourceAt	least
twice	a	week,	over	45,000+	project	managers	receive	one	game-changing	strategy	by	email	and	social.	Projects	Right	is	your	premier	newsletter	serving	project	managers.	In	today's	fast-paced	project	environment,	understanding	and	prioritizing	stakeholders	is	more	crucial	than	ever.	That's	why	we're	focusing	on	the	Stakeholder	Salience	Model,	a
pivotal	framework	I've	found	invaluable	in	managing	complex	projects.	Studies	have	shown	that	stakeholder	management	can	significantly	influence	project	outcomes,	sometimes	determining	the	difference	between	success	and	failure.	Let's	explore	how	this	model	can	revolutionize	your	approach	to	stakeholder	engagement.	Download	My	Project
MGMT	Playbook	Here	are	10	steps	to	guide	you	through	this	process:Step	1:	Identify	Stakeholders	Begin	by	listing	all	possible	stakeholders	related	to	your	project.	This	includes	individuals,	groups,	or	organizations	that	might	be	affected	by	or	have	an	influence	on	the	project.	Consider	both	internal	and	external	stakeholders.	Step	2:	Understand
Stakeholder	Attributes	Please	familiarize	yourself	with	the	three	critical	attributes	of	the	Stakeholder	Salience	Model:	power	(the	ability	to	influence	the	project	or	its	outcomes),	legitimacy	(the	appropriateness	of	their	involvement	based	on	their	relationship	to	the	project),	and	urgency	(the	degree	to	which	stakeholder	claims	require	immediate
attention).	Step	3:	Assess	Each	Stakeholder	Evaluate	each	identified	stakeholder	against	the	three	attributes.	Determine	the	level	of	power,	legitimacy,	and	urgency	they	possess	in	the	context	of	your	project.	Step	4:	Create	a	Stakeholder	Matrix	Develop	a	visual	matrix	or	grid	to	map	stakeholders	based	on	the	three	attributes.	This	can	be	a	simple	2D
grid	or	a	more	complex	3D	model	if	you	want	to	represent	all	attributes	distinctly.	Step	5:	Categorize	Stakeholders	Based	on	your	assessment,	categorize	stakeholders	into	groups	such	as	high	power/high	urgency,	high	power/low	urgency,	low	power/high	legitimacy,	etc.	This	helps	in	understanding	their	potential	impact	on	the	project.	Step	6:
Prioritize	Stakeholders	Determine	which	stakeholders	are	the	most	important	to	the	project's	success.	Those	with	high	scores	in	all	three	attributes	(power,	legitimacy,	urgency)	should	be	prioritized.	Step	7:	Develop	Engagement	Strategies	For	each	category	of	stakeholders,	develop	specific	engagement	strategies.	Tailor	your	communication,
involvement,	and	management	approaches	based	on	their	salience	to	the	project.	Step	8:	Implement	Engagement	Plans	Put	your	stakeholder	engagement	strategies	into	action.	This	could	involve	regular	meetings,	updates,	consultations,	or	other	forms	of	involvement	tailored	to	each	stakeholder	group.	Step	9:	Monitor	and	Adjust	Regularly	review
and	reassess	your	stakeholder	matrix.	Stakeholders'	power,	legitimacy,	and	urgency	levels	can	change	as	the	project	progresses,	necessitating	adjustments	in	your	engagement	strategies.	Step	10:	Document	and	Communicate	Keep	detailed	records	of	your	stakeholder	analysis	and	engagement	strategies.	Communicate	these	plans	with	your	project
team	and	relevant	stakeholders	to	ensure	transparency	and	alignment.	These	steps	will	help	you	effectively	apply	the	Stakeholder	Salience	Model,	ensuring	that	all	relevant	parties	are	appropriately	engaged	and	managed	throughout	the	lifecycle	of	your	project.	Key	Takeaways:	The	Stakeholder	Salience	Model	is	a	practical	tool	for	prioritizing
stakeholder	engagement	efforts	effectively.	Adapting	engagement	strategies	based	on	stakeholder	attributes	is	key	to	maintaining	relevance	and	effectiveness.	Proactive	stakeholder	analysis	minimizes	conflicts	and	aligns	project	goals	with	stakeholder	expectations.	Real-world	applications	of	the	model	showcase	its	tangible	benefits	in	enhancing
project	success.	Real-World	Benefits	of	Applying	the	Stakeholder	Salience	ModelApplying	this	model	is	not	just	a	theoretical	exercise.	It's	a	proven	approach	that	enhances	project	outcomes	through	better	risk	management,	improved	resource	allocation,	and	more	robust	support	for	your	initiatives.	Look	within	your	organization	for	examples	where
effective	stakeholder	management	made	a	significant	difference.	Sharing	these	success	stories	can	be	a	powerful	way	to	illustrate	the	practical	benefits	of	the	model.When	You	Are	Ready	Heres	3	Ways	I	Can	Help	You:Download	My	Full	Playbook:	Join	600+	pros	mastering	efficient	project	management,	saving	10	hours	a	week,	and	increasing	their
earnings	by	a	reported	17%	on	average	with	my	playbook.	Book	A	Career	Clarity	Audit:	This	tailored	1:1	Career	Clarity	Audit	provides	a	comprehensive	personal	branding	strategy,	LinkedIn	optimization	techniques,	and	a	concrete	action	plan	to	accelerate	career	growth.	Book	A	Project	Advisory	Consultation:	This	service	offers	personalized	advisory
calls	for	project	leaders	facing	challenges,	providing	expert	solutions	and	strategic	guidance.	Do	your	network	(and	me)	a	favor	and	forward	this	to	your	peers.	Are	you	the	person	who	had	this	email	sent	to	them?	Welcome	aboard!	Get	it	delivered	to	your	Inbox	every	Tuesday	and	Friday	by	subscribing	here.	Unlock	Instant	Access	To	My	Playbook	The
stakeholder	saliency	model	was	proposed	by	Mitchell,	Agle	and	Wood	(1997).	They	define	salience	as:	the	degree	to	which	managers	give	priority	to	competing	stakeholder	claims.	Their	model	looks	at	how	vocal,	visible	and	important	a	stakeholder	is.	Those	dimensions	help	you	identify	the	stakeholders	who	should	get	more	of	your	attention.	Project
management	relies	on	people:	you	need	the	project	team	to	get	things	done,	and	that	team	might	include	members	of	different	stakeholder	groups.	Its	common	to	have	a	core	team	of	people	who	work	daily	(or	at	least	regularly)	on	the	project,	and	then	a	wider	stakeholder	community.	The	saliency	model	is	a	tool	you	can	use	as	part	of	stakeholder
analysis,	management,	and	engagement.	Its	a	way	of	categorizing	stakeholders	so	you	can	evaluate	the	best	way	to	involve	them	in	the	project.	There	are	three	elements	to	consider,	which	together	highlight	the	saliency	of	a	stakeholder:	in	other	words,	how	much	priority	you	should	give	that	stakeholder.	The	three	considerations	are:	Legitimacy
Power	Urgency.	Lets	look	at	each	of	those.	This	is	a	measure	of	how	much	of	a	right	the	stakeholder	has	to	make	requests	of	the	project.	Legitimate	stakeholders	can	have	a	claim	over	the	way	the	project	is	carried	out	can	be	based	on	a	contract,	legal	right,	moral	interest,	or	some	other	claim	to	authority.	The	strategic	management	layer	in	an
organization	is	likely	to	have	a	say	in	how	the	project	proceeds.	Key	customers	or	clients	are	also	likely	to	have	high	legitimacy.	Power	is	a	measure	of	how	much	influence	they	have	over	actions	and	outcomes.	Their	power	could	derive	from	hierarchical	status	or	prestige	within	the	organization,	money	invested	from	a	particular	shareholder,
ownership	of	resources	required	to	successfully	deliver	the	outcome,	or	similar.	Larger	projects	are	likely	to	have	higher	numbers	of	people	with	power	involved	because	they	tend	to	attract	greater	corporate	governance	and	oversight	so	the	top	management	likes	to	know	what	is	going	on.	Examples	of	stakeholders	with	high	power	are	the	sponsor,
the	CEO	and	the	client.	This	is	a	measure	of	how	much	immediate	attention	they	demand	and	how	unacceptable	a	delay	in	response/action	is	to	the	stakeholder.	The	expectation	of	high	urgency	can	result	from	some	kind	of	ownership,	previous	experience	where	urgent	action	was	taken	that	leads	to	continued	expectations	of	comparable	response
times,	a	time-sensitive	problem	that	creates	exposure	for	the	stakeholder,	or	similar.	For	example,	how	often	are	they	likely	to	bring	you	urgent	issues?	Things	that	cant	wait?	Again,	sponsors,	clients	and	senior	management	are	likely	to	score	highly	for	urgency.	Regulatory	agencies	and	compliance	teams	might	also	have	the	right	to	demand
immediate	action.	Together,	an	assessment	of	these	three	elements	can	tell	you	how	engaged	a	stakeholder	is	or	will	be	in	the	work	and	how	they	could	influence	the	project.	This	is	useful	information	for	tailoring	your	engagement	activities	and	working	out	with	whom	to	invest	your	time.	You	might	be	familiar	with	the	classic	stakeholder	analysis
impact	and	interest	grid.	Stakeholder	saliency	is	simply	another	tool	for	stakeholder	classification.	Personally,	I	find	impact	and	interest	easier,	but	the	theory	of	stakeholder	salience	is	worth	understanding	to	deepen	your	knowledge	about	what	action	to	take	and	who	to	be	aware	of.	The	picture	shows	how	power,	legitimacy,	and	urgency	overlap	to
give	stakeholders	more	or	less	saliency.	Project	managers	love	a	good	Venn	diagram!	Stakeholders	that	fall	into	areas	where	they	have	two	or	three	elements	of	saliency	are	the	ones	to	be	most	aware	of	and	to	spend	the	most	time	with.	Mitchell,	Agle,	and	Wood	define	these	salient	stakeholders	as	follows.	This	group	has	high	power	and	also	high
legitimacy	to	influence	the	project.	An	example	would	be	the	board	of	a	company.	The	blend	of	power	and	legitimacy	means	they	can	act	on	their	intentions,	should	they	ever	want	to.	They	might	not	spend	much	time	on	the	project,	but	you	know	about	it	when	they	want	to	get	involved.	This	group	has	high	power	and	also	expects	their	needs	to	be	met
with	a	high	degree	of	urgency.	However,	they	have	no	legitimate	claim	over	the	project.	The	researchers	point	out	that	project	stakeholders	in	this	group,	for	example,	pressure	groups	can	use	coercive	power	and	unlawful	tactics	to	draw	attention	to	their	interest	in	the	project.	This	group	has	legitimacy	and	urgency	but	lacks	real	power	to	influence
the	direction	of	the	project.	An	example	would	be	the	future	process	owner	who	will	be	responsible	for	running	the	activities	resulting	from	the	projects	deliverables.	If	you	work	in	projects	for	local	governments,	for	example,	you	might	find	that	lobby	groups,	local	community	groups,	or	local	residents	fall	into	this	category.	They	have	a	legitimate
claim	to	influence	the	project	as	the	outcome	is	going	to	impact	their	environment.	They	want	their	views	to	be	heard	in	a	timely	fashion.	But	they	dont	really	have	any	power	to	influence	the	direction	of	the	work	because	they	are	not	employed	by	the	contractors.	They	are	dependent	because	they	depend	on	the	power	of	others	to	generate	action	at
this	time.	This	group	meets	all	the	criteria	for	saliency.	They	have	high	power	in	the	situation,	they	have	a	legitimate	claim	over	the	project	and	they	have	a	claim	to	urgency.	For	example,	your	sponsor.	Together	this	gives	them	an	immediate	mandate	for	priority	action	on	the	project.	Typically,	this	situation	occurs	when	a	dominant	stakeholder	wants
something	done	and	gains	urgency	as	a	result.	Small	projects	may	only	have	definitive	stakeholders:	perhaps	just	you	and	a	manager.	They	also	define	a	group	of	people	who	dont	meet	any	of	the	criteria	and	are	therefore	not	stakeholders.	I	would	advise	caution	when	using	this	label	because	often	you	simply	havent	identified	them	as	stakeholders	yet
they	might	be	at	some	point.	Theres	also	a	risk	attached	to	labeling	everyone	else	as	non-stakeholders.	Perhaps	you	simply	havent	identified	them	yet.	The	model	does	talk	about	other	groups	what	happens	if	someone	falls	into	the	bracket	where	they	only	meet	the	criteria	of	urgency,	for	example.	If	you	want	to	look	them	up,	these	are:	Dormant
stakeholders	Expectant	stakeholders	Latent	stakeholders.	My	personal	view	is	that	in	a	business	context,	given	how	little	time	we	have	to	engage	all	the	stakeholders,	its	better	to	focus	on	the	individuals	and	groups	who	tick	two	or	more	boxes.	The	reality	of	managing	projects	is	that	you	simply	dont	have	the	time	to	go	through	a	consultation	process
and	do	the	analysis	for	everyone.	Your	choice,	though.	So	what	are	the	practical	implications	for	the	model	of	stakeholder	salience?	Understanding	stakeholder	saliency	is	useful	because	it	helps	you	identify	how	to	spend	your	limited	resources.	You	have	limited	time,	and	you	can	make	the	most	of	that	by	applying	different	levels	of	stakeholder
engagement	to	different	people.	Stakeholder	relationships	are	time-consuming,	so	its	worth	investing	your	energy	where	it	is	going	to	have	the	greatest	effect.	Look	through	your	analysis	and	identify	the	individuals	and	groups	who	are	going	to	benefit	most	from	your	time.	Prioritize	the	definitive	stakeholders	as	they	tick	all	the	boxes.	Then	look	at
the	other	groups.	There	might	be	important	stakeholders	hidden	away	in	other	categories.	Dont	let	the	model	become	a	replacement	for	common	sense.	However,	remember,	stakeholders	can	move	between	the	categories	as	the	project	and	the	situation	evolve.	Power,	urgency,	and	legitimacy	can	be	lost	and	gained	slowly	over	time,	or	in	a	moment.
Keep	your	analysis	under	review	and	switch	up	your	actions	accordingly,	creating	a	stakeholder	management	strategy	that	fully	engages	your	community	to	the	best	of	your	ability.	This	is	an	edited	extract	from	Engaging	Stakeholders	on	Projects:	How	to	harness	people	power	by	Elizabeth	Harrin	(APM,	2020).	Mitchell,	R.	K.,	Agle,	B.	R.	and	Wood,	D.
J.	(1997)	Toward	a	Theory	of	Stakeholder	Identification	and	Salience:	Defining	the	Principle	of	Who	and	What	Really	Counts,	The	Academy	of	Management	Review,	Vol.	22	(4),	pp.	853-886.	The	salience	model	is	a	cognitive	model	that	explains	how	stakeholders	prioritize	and	process	information.	The	salience	model	(Mitchell	1997)	posits	that
stakeholders	focus	on	the	most	salient	or	essential	information	at	the	time.This	can	be	due	to	various	factors,	including	relevance	to	the	stakeholders	goals	or	concerns,	emotional	intensity,	and	perceptual	clarity.	It	has	also	been	found	to	help	understand	various	behaviors,	including	how	people	filter	information,	prioritize	tasks,	and	respond	to
distractions.Having	a	salience	model	can	help	project	managers	predict	why	some	stakeholders	may	behave	in	seemingly	irrational	ways,	such	as	why	someone	might	focus	on	a	minor	detail	that	is	irrelevant	to	their	overall	goal.The	stakeholder	salience	model	is	one	of	the	most	important	models	in	Project	Management.	It	identifies,	assesses,	and
ranks	stakeholders	based	on	their	importance	to	the	project.	Its	main	attributes	are:Power:	The	power	of	a	stakeholder	is	determined	by	their	ability	to	affect	the	project.	Urgency:	The	urgency	of	a	stakeholder	is	determined	by	their	need	for	information	or	action.	Legitimacy:	The	legitimacy	of	a	stakeholder	is	determined	by	their	belief	in	the	project
and	in	its	vision.Salience	Model	PMPSalience	model.	Describes	classes	of	stakeholders	based	on	assessments	of	their	power	(level	of	authority	or	ability	to	influence	the	outcomes	of	the	project),	urgency	(need	for	immediate	attention,	either	time-constrained	or	relating	to	the	stakeholders	high	stake	in	the	outcome),	and	legitimacy	(their	involvement
is	appropriate).	There	is	an	adaptation	of	the	salience	model	that	substitutes	proximity	for	legitimacy	(applying	to	the	team	and	measuring	their	level	of	involvement	with	the	work	of	the	project).	The	salience	model	is	useful	for	large	complex	communities	of	stakeholders	or	where	there	are	complex	networks	of	relationships	within	the	community.	It	is
also	useful	in	determining	the	relative	importance	of	the	identified	stakeholders.	PMBOK	(13.1.2.4)	Project	managers	and	team	members	can	use	the	salience	model	to	help	them	better	understand	their	stakeholders.	By	understanding	how	a	particular	stakeholder	is	likely	to	prioritize	information,	project	managers	can	better	anticipate	and	manage
potential	conflicts.This	model	can	also	be	helpful	in	situations	with	a	lot	of	uncertainty,	as	it	can	help	clarify	what	might	be	the	most	important	for	a	given	stakeholder	at	a	given	time.	It	can	be	used	at	any	time	during	the	project	lifecycle.It	is	beneficial	for	identifying	and	managing	conflicts	and	anticipating	potential	problems.	It	can	also	be	helpful	in
times	of	uncertainty	when	more	information	is	needed	to	decide.The	salience	model	for	project	management	helps	understand	how	people	prioritize	tasks	within	a	specific	scenario.	It	can	also	be	helpful	in	various	situations,	including	managing	stakeholder	expectations	or	anticipating	potential	problems.You	could	also	use	it	to	help	others	understand
why	certain	decisions	are	being	made.	Expertise	with	this	model	could	help	you	prevent	conflicts	and	resolve	any	issues.The	salience	model	can	be	used	throughout	the	project	life	cycle,	and	it	is	beneficial	when	there	is	a	lot	of	uncertainty	involved.This	model	is	a	good	tool	for	teachers	and	students	to	use	to	help	them	understand	how	they	process
information	and	prioritize	specific	tasks.	It	can	also	be	helpful	for	parents	who	are	trying	to	figure	out	what	is	most	important	to	their	child	and	why	that	might	be	the	case.	You	could	use	the	model	to	show	how	decisions	are	generally	made	or	what	might	drive	a	specific	behavior.	You	could	also	use	it	to	see	who	might	be	more	task-focused	than
others	and	why.In	the	example,	there	are	three	people	Alice,	Bob,	and	Chris	and	three	tasks	cooking	dinner,	taking	a	walk,	and	watching	TV.	For	Alice,	cooking	dinner	is	the	most	salient	task;	it	is	relevant	to	her	goal	of	feeding	herself	and	her	family.	Walking	is	less	applicable	to	her	goal,	but	it	is	still	essential.	In	this	example,	watching	TV	is
unimportant	to	Alices	goal.For	Bob,	taking	a	walk	is	the	most	salient	task;	it	is	relevant	to	his	goal	of	getting	fresh	air	and	enjoying	nature.	Watching	TV	is	less	relevant	but	still	important	in	some	sense	while	cooking	dinner	does	not	matter	for	his	goal.For	Chris,	cooking	dinner	is	the	most	critical	thing	to	do	right	now;	its	relevant	to	his	goal	of	feeding
himself	and	his	family,	while	taking	a	walk	and	watching	TV	is	not	relevant.The	salience	model	can	help	you	understand	what	drives	people	to	make	decisions	and	prioritize	different	tasks	at	a	given	time.	It	could	explain	why	someone	might	focus	on	a	particular	task	or	what	properties	make	something	the	most	relevant	to	them.	This	model	is	simple,
but	it	can	yield	complex	results	if	you	use	it	well.One	of	the	salience	models	key	features	is	that	it	considers	the	individuals	current	state	of	mind.	For	example,	someone	stressed	out	might	focus	on	information	relevant	to	their	stressor,	while	someone	feeling	happy	and	carefree	might	focus	on	more	trivial	matters.The	stakeholder	salience	model	can
also	help	explain	why	people	often	act	differently	in	different	situations,	such	as	why	someone	might	be	more	focused	at	work	than	at	home.PMP	Exam	Prep	Online,	PMP	Tutorial	16	|	Initiating	|	Identify	Stakeholder	|	Salience	ModelSeveral	alternatives	to	the	salience	model	exist,	each	with	its	own	benefits	and	drawbacks.	One	such	alternative	is	the
Stakeholder	Cube,	a	more	complex	model	considering	a	stakeholders	power	and	interest	in	a	project.The	Stakeholder	Cube	(free	template)	can	be	useful	for	understanding	how	to	manage	different	stakeholders.	However,	it	is	more	complicated	than	the	salience	model	and	might	require	more	time	to	use	effectively.The	Stakeholder	Cube	is	a	tool	for
visualizing	stakeholder	interactions.	It	has	six	dimensions,	four	of	which	are	power,	interest,	urgency,	communication,	negative	impact,	and	positive	impact.>>	More	info	on	Stakeholder	Cube	Template	&	ExamplesAnother	alternative	to	the	salience	model	is	the	Power-Interest	Grid,	a	matrix	that	helps	you	understand	how	stakeholders	relate	to	each
other.	This	model	can	be	helpful	for	understanding	who	has	power	over	whom	and	what	stakeholders	are	interested	in.The	salience	model	is	not	nearly	as	complex	as	the	Power-Interest	Grid,	but	some	people	might	prefer	it	because	of	its	simplicity.Power-Interest	Grid	|	MindtoolsHowever,	the	best	model	for	a	project	is	the	salience	model	because	it
takes	the	least	amount	of	time	to	use	and	is	easy	to	understand.	It	can	help	you	prioritize	tasks	and	manage	stakeholders	effectively.	The	salience	model	is	a	tool	that	can	be	used	in	many	different	situations,	and	it	is	likely	to	become	more	popular	in	the	future.Stakeholder	salience	is	the	importance	of	a	task	to	a	stakeholder.	The	salience	model	helps
you	understand	and	manage	stakeholders	by	determining	which	tasks	they	will	prioritize.The	three	main	attributes	of	stakeholders	in	the	salience	model	are	power,	legitimacy,	and	urgency.	These	attributes	help	you	understand	how	a	stakeholder	relates	to	a	project.Legitimacy	is	the	belief	that	a	stakeholder	has	the	right	to	decide	on	a	project.	The
salience	model	helps	you	understand	how	to	work	with	stakeholders	and	resolve	any	conflicts	that	might	arise.The	purpose	of	salience	is	to	help	you	understand	which	priorities	stakeholders	care	about	and	how	they	might	react.	The	salience	model	can	help	prevent	conflicts	and	ensure	that	a	project	is	developed	as	quickly	and	efficiently	as
possible.Shane	Drumm,	holding	certifications	in	PMP,	PMI-ACP,	CSM,	and	LPM,	is	the	author	behind	numerous	articles	featured	here.	Hailing	from	County	Cork,	Ireland,	his	expertise	lies	in	implementing	Agile	methodologies	with	geographically	dispersed	teams	for	software	development	projects.	In	his	leisure,	he	dedicates	time	to	web	development
and	Ironman	triathlon	training.	Find	out	more	about	Shane	on	shanedrumm.com	and	please	reach	out	and	connect	with	Shane	on	LinkedIn.The	Salience	Model	for	project	stakeholders	was	developed	by	Mitchell,	Agle,	and	Wood	to	help	managers	identify	and	analyze	project	stakeholder	needs.	Unlike,	the	Power/Interest	or	Power/Influence	grids,	the
Salience	Model	uses	three	parameters	to	categorize	stakeholders:	Power,	Legitimacy	and	Urgency.	Each	parameter	is	defined	as	follows:	Power:	Is	the	ability	project	stakeholders	has	to	influence	the	outcome	of	an	organization,	deliverables,	or	a	projectLegitimacy:	Is	the	authority,	level	of	involvement	project	stakeholders	have	on	a	project.Urgency:
Is	the	time	expected	by	project	stakeholders	for	responses	to	their	expectations.This	three-dimensional	view	of	project	stakeholders	needs	and	expectations	from	a	project	can	help	managers	narrow	down	the	critical	stakeholders.The	Salience	Model	DiagramThe	Salience	Model	for	project	stakeholders	is	graphically	depicted	as	a	Venn	diagram.	Each
assessment	parameter	has	a	major	circle	and	the	intersections	of	each	major	circle	helps	you	identify	project	stakeholders	that	have	multiple	needs._Image	created	by	Rupen	SharmaMitchell,	Agle,	and	Wood	related	each	area	within	the	Venn	diagram	to	a	specific	type	of	stakeholder.	Mentioned	below	is	a	description	of	each	type	of	project
stakeholder	as	per	the	Salience	Model:	A)	Core:	These	are	the	critical	project	stakeholders.	As	a	Project	Manager,	you	need	to	provide	focused	attention	to	these	stakeholders.B)	Dominant:	Such	project	stakeholders	have	power	and	legitimacy,	but	do	not	have	urgency.	You	should	focus	on	their	expectations,	but	always	there	is	not	a	lot	of	urgency.C)
Dependent:	As	per	the	Salience	Model,	these	project	stakeholders	have	no	real	power	on	the	project.	However,	they	need	to	be	managed	because	they	can	quite	easily	choose	to	align	themselves	with	other	project	stakeholders	and	hence	influence	your	project.D)	Dangerous:	Appropriately	named	classification,	these	stakeholders	have	power	and
urgency,	but	no	legitimacy.	Imagine	a	very	senior	person	trying	to	force	her	views	on	the	outcome	of	your	project,	without	really	being	a	part	of	it!	A	Project	Manager	needs	to	keep	such	stakeholders	appropriately	engaged	or	satisfied.E)	Latent:	Possibly	the	best	category	project	stakeholders.	These	stakeholders	only	get	into	the	project,	if	there	is
something	has	gone	horribly	wrong	with	it.	Over-communication	of	micro-level	details	with	them	is	also	not	a	great	thing	to	do.F)	Demanding:	Such	stakeholders	in	the	Salience	Model	are	people	that	always	seem	to	think	that	their	work	needs	your	immediate	attention.	If	you	spend	too	much	time	and	effort	on	these	stakeholders,	you	wont	actually
gain	to	much	project	mileage.	There	are	other	more	important	people	to	work	with.G)	Discretionary:	Another	wonderful	classification	of	project	stakeholders.	Give	them	regular	status	updates	and	theyll	be	happy.H)	Non-stakeholders:	These	people	are	not	stakeholders	in	the	project.	Investing	time	and	effort	on	such	people	will	not	help	you	shape	the
outcome	of	your	project	in	any	manner.Note:	During	the	course	of	a	project,	stakeholders	may	traverse	from	one	category	to	another,	depending	on	the	project	scenario.	For	example,	when	making	decisions	by	using	decision	trees	will	require	a	different	set	of	stakeholders	than	a	while	working	with	people	on	methods	to	shorten	the	critical	path.As
you	can	see,	the	Salience	Model	for	project	stakeholders	is	an	essential	tool	for	use	during	stakeholder	analysis.Using	the	Salience	Model	will	be	the	subject	of	this	second	part	exploration	of	using	the	technique	in	your	stakeholder	analysis	practice.	The	theory	and	background	is	covered	in	Stakeholder	Analysis	and	the	Salience	Model	Part	1:	What	is
the	Model.	The	combination	of	the	analysis	of	power,	legitimacy,	and	urgency	of	a	proposed	stakeholder	yields	their	salience.	Based	on	their	salience	we	can	determine	the	quality	of	interaction	that	the	management	of	a	project	needs	to	apply	to	competing	stakeholder	claims	or	relationships.	Succinct	said:	salience	informs	the	project	of	which	entities
have	the	greatest	ability	to	affect	the	outcome	of	the	project,	and	the	character	of	that	effect	may	take.This	second	part	of	the	article	will	cover	how	to	use	the	technique	in	practice.Determining	salience	entails	going	through	the	list	of	proposed	stakeholders	and	deciding	if	they	possess	power,	legitimacy,	or	urgency	attributes.	The	results	of	this
analysis	will	tell	you	the	level	salience	(impact)	and	category	(character)	for	the	stakeholder.	To	more	fully	understand	how	this	works	it	helps	to	visualize	these	characteristics	on	a	Venn	Diagram:Salience	Model	Venn	Diagram	with	Category	Descriptions	What	Level	are	You	Up	To?There	are	four	levels	which	represent	the	amount	of	impact	that	a
stakeholder	will	likely	have	on	a	project.	The	more	attributes	are	possessed	the	more	important	they	will	be	to	the	success	of	the	project.	The	four	levels	represent	all	the	possible	values	from	no	attributes	to	all	attributes.Salience	accumulates	as	a	stakeholder	possesses	increasing	number	of	attributes.	These	levels	are	characterized	as:Non-
Stakeholders	These	entities	really	arent	stakeholders	as	they	possess	none	of	the	attributes	of	power,	legitimacy,	or	urgency.	As	a	project	manager,	it	is	a	good	idea	to	be	aware	of	them	as	at	some	point,	during	the	identification	process,	they	were	thought	important	enough	to	have	been	at	least	mentioned.	Otherwise,	they	can	be	safely	ignored	as
part	of	risk,	communications,	and	stakeholder	management	planning.Latent	These	entities	possess	only	one	of	the	three	potential	attributes.	As	such,	they	will	be	unlikely	to	affect	any	impact	and	likely	to	be	uninterested	in	project.	Similar	to	non-stakeholders,	a	latent	stakeholder	need	not	occupy	much	of	your	time	as	a	project	manager.	None	the
less,	they	should	be	at	least	kept	in	mind	as	they	do	have	a	relationship	to	the	project,	albeit	one	of	little	salience.Expectant	When	a	stakeholder	possesses	two	of	the	three	attributes	they	are	said	to	be	expectant	as	they	will	anticipate	influencing	the	project.	Unlike	the	latent	level,	an	expectant	stakeholder	becomes	active	and	the	quantity	of	effort
applied	to	manage	the	expectations	of	such	entities	must	be	increased	accordingly.	Additionally,	there	is	a	possibility	that	an	expectant	entity	will	be	looking	for	ways	to	achieve	the	missing	third	salience	attribute.	Specific	understanding	and	planning	are	recommended	for	this	level	of	stakeholding	entity.Definitive	When	an	entity	possesses	all	three	of
the	attributes	they	are	then	a	definitive	stakeholder	and	therefore	highly	salient	and	influential	to	the	project.	In	preparing	your	risk,	stakeholder,	and	communications	management	plans	the	needs	of	definitive	stakeholders	must	be	explicitly	elucidated.The	Character	Is	in	the	CategoryIn	addition	to	the	four	levels	of	salience,	there	are	seven
intersecting	categories	on	the	Venn	Diagram.	An	eighth	category	possessing	no	attributes,	representing	non-stakeholders,	is	shown	outside	the	diagram.	The	categories,	represented	by	the	intersection	of	possessed	attributes,	identify	the	character	of	the	entitys	relationship	to	the	project.	Clues	are	provided	by	the	salience	category	which	indicates
how	the	entity	will	need	to	be	managed.The	salience	categories	are:	The	dormant	stakeholder	possesses	power	in	relationship	to	the	project	but	has	neither	a	legitimate	interest	or	any	urgent	claim.	An	example	might	be	a	senior	executive	of	a	part	of	the	company	not	directly	affected	by	the	project	but	who	has	expressed	interest	in	the	effort.	They
could	exercise	their	power	but	have	neither	cause	or	need	to	do	so.	Dormant	stakeholders	need	watching	as	the	acquisition	of	another	attribute	can	make	them	active	in	a	dominant	or	dangerous	way.	Typically,	a	discretionary	stakeholder	has	a	latent	pro	bono	or	charity	relationship	to	a	project.	They	have	no	power	to	affect	a	claim	and	no	issues	that
require	immediate	attention.	An	example	might	be	a	local	soup	kitchen	which	is	a	favorite	charity	for	the	sponsoring	company	that	is	rolling	out	a	large	restaurant	management	system.	Unless	the	entity	becomes	active	or	the	project	feels	there	is	a	benefit	to	performing	charity	work,	the	project	need	not	consider	a	discretionary	stakeholder	too
deeply.	A	demanding	stakeholder	feels	that	their	issues	have	a	degree	of	urgency	in	relation	to	a	project.	However,	their	claims	have	no	validity	and	they	do	not	possess	the	power	attribute	required	to	push	their	agenda	forward.	At	worst,	they	are	a	likely	little	more	than	a	pest.	An	example	might	be	an	employee	that	habitually	promotes	a	particular
business	process	that	was	legitimately	rejected	in	favor	of	a	process	that	will	be	implemented	by	the	project.	The	demanding	entity	bears	watching	and	potentially	tolerance	but	little	effort	on	the	part	of	the	project	manager.	With	the	combination	of	power	and	a	legitimate	relationship	to	a	project	a	dominant	stakeholder	requires	a	lot	of	attention.	An
example	of	a	dominant	stakeholder	might	be	a	union	that	represents	primary	users	of	the	software	produced	where	the	project	does	not	change	their	contractual	or	work	relations	to	the	company.	The	question	with	this	type	of	entity	is	if	they	choose	to	exercise	their	power	to	affect	their	legitimate	relationship	to	a	project	they	could	become	an
important	stakeholder.	If,	in	the	example	above,	the	union	feels	that	it	has	a	critical	issue	with	the	adoption	of	a	new	feature	on	the	project	they	already	have	the	power	and	legitimacy	to	make	their	requirements	enacted.	A	stakeholder	can	affect	power	for	urgent	claims	that	have	no	legitimate	claim	on	the	project	is	said	to	be	dangerous.	This	type	of
stakeholder	is	in	a	position	to	extort	changes	or	concessions	from	a	project	of	which	they	have	no	valid	claim.	If	the	power	used	is	coercive	then	there	is	a	chance	of	their	activities	being	violent	in	nature.	An	example	of	a	dangerous	stakeholder	might	be	a	vendor	that	threatens	members	of	a	project	team	to	be	awarded	a	contract	to	provide	services	to
the	project.	Due	to	the	potentially	disruptive	nature	of	a	dangerous	stakeholder,	when	identified,	planning	is	critical	to	mitigating	potential	impact	of	their	actions.	While	possessing	legitimate	claims	that	have	a	degree	of	urgency,	a	dependent	stakeholder	has	no	power	to	be	able	to	affect	an	action	towards	these	claims.	As	such,	they	are	dependent	on
another	entity	that	has	some	power	in	relation	to	the	project.	An	example	might	be	customers	that	own	a	version	of	software	that	will	be	made	obsolete	by	a	new	project	output.	Note	that	since	there	is	a	legitimate	urgency	to	this	entitys	claim	it	is	attractive	for	other	stakeholders	who	possesses	power	to	align	with	them	thereby	allowing	for	their
claims	to	significantly	influence	the	project.	Contingency	and	risk	planning	are	in	order	with	the	dependent	stakeholder.	Power	Legitimacy	UrgencyPossessing	all	three	of	the	salience	attributes,	a	definitive	stakeholder	can	affect	their	will	on	the	project.	The	management	of	these	entities	requirements	and	issues	will	be	critical	to	the	success	of	a
project.	An	example	of	such	a	stakeholder	would	be	the	management	of	departments	who	have	sponsored	the	project.	Care	should	and	must	be	taken	in	stakeholder	and	communications	planning.	As	these	entities	have	no	salience	they	are	not	stakeholders	on	the	project.	Other	than	being	aware	of	them	they	can	safely	be	ignored	for	planning
purposes.	How	to	Put	it	All	TogetherThe	primary	input	for	Salience	Model	analysis	is	a	list	of	proposed	stakeholders	gleaned	from	the	project	charter,	discussions	with	sponsors	and	identified	participants,	artifacts	from	previous	similar	projects,	or	other	sources.	When	first	identifying	potential	stakeholders,	it	is	best	to	cast	a	wide	net,	erring	on	the
side	of	inclusion.	After	that	has	been	completed	disciplined	analysis	techniques	should	be	used	to	identify	non-stakeholders	and	understand	the	impact	of	other	entities	on	the	project.	The	Salience	Model	is	a	powerful	tool	to	determine	Who	and	What	Really	Counts,	however	it	is	recommended	that	other	tests	be	employed	as	well.	There	are	a	number
or	other	techniques	recommended	in	the	PMBOK	Guide	.The	first	thing	to	do	is	to	go	through	the	Stakeholder	Register	and	determine	whether	each	entity	list	has	any	of	the	attributes	of	power,	legitimacy,	or	urgency.	The	initial	analysis	should	be	based	on	the	frame	of	reference	of	the	product	output	of	the	project,	i.e.	whatever	it	is	that	is	being	built
by	the	project	effort.As	we	know,	one	of	the	things	that	never	changes	on	a	software	project	is	change.	That	everything	is	mercurial	indicates	that	salience	assessments	are	dynamic	too.	The	values	of	the	attributes	will	change	and	should	be	considered	at	specific	times	during	the	execution	of	the	project.	As	part	of	initial	planning,	salience	and	other
stakeholder	analysis	should	be	considered	for	major	milestones	in	the	project.	Part	of	stakeholder,	risk,	and	communications	planning	should	note	stakeholders	that	are	likely	to	change	their	character	so	they	can	be	monitored	correctly.Salience	Model	Worksheet	Screenshot	Download	the	Salience	Model	worksheet	and	well	walk	through	the	analysis.
The	sheet	is	a	stripped-down	stakeholder	register.	You	should	include	the	columns	needed	for	salience	analysis	in	whatever	stakeholder	register	you	currently	use.	The	spreadsheet	is	structured	as	follows:The	columns	C,	D,	and	E	are	used	to	record	your	assessment	of	the	stakeholders	salience	attributes	of	Power,	Legitimacy,	and	Urgency,
respectively.	The	cells	are	restricted	to	the	values	Y	or	N	to	determine	the	salience	level	or	category.	Column	F	calculates	the	salience	level	based	on	the	attributes	entered.	It	references	a	range	of	cells	on	the	Lookup	Values	sheet.	Column	G	calculates	the	salience	category	according	to	the	attributes	entered.	Like	the	Salience	Level	column,	the
formula	in	the	Salience	Category	column	looks	up	the	category	from	a	range	of	cells	in	the	Lookup	Values	spreadsheet.	These	formulas	will	check	to	see	that	all	of	the	values	are	correctly	entered	before	performing	the	lookup.If	you	are	going	to	use	the	formulas	in	your	own	stakeholder	register,	make	sure	you	have	a	sheet	named	Lookup	Values	in



the	workbook	configured	correctly.	You	will	likely	need	to	change	the	formulas	to	reference	the	correct	attribute	columns	if	they	are	not	the	same	as	on	the	example	download.Wrapping	Up	the	Salience	ModelThat	covers	the	salience	model	and	its	usage	sufficient	for	practice	as	a	project	manager.	As	mentioned	above,	salience	analysis	should	be	a
part	of	your	overall	stakeholder	analysis	and	not	the	only	tool	you	use.	Getting	your	stakeholder	management	correct	is	critical	to	the	success	of	your	project.	It	is	not	just	managed	as	part	of	the	Stakeholder	Management	process	group	but	incorporated	into	the	Communions	and	Risk	process	groups.	Well	cover	these	techniques	in	future
posts.References:	Stakeholder	management	is	one	of	the	central	parts	of	project	management.	The	stakeholders	have	vital	role	in	the	success	of	your	projects,	thats	why	you	need	to	make	them	well	engaged	and	happy	with	your	project	deliverables.The	PMBOK	Guide	describes	four	models	to	classify	stakeholders:Power/interest	gridPower/influence
gridInfluence/impact	gridSalience	modelThe	first	three	models	are	similar	and	use	two	attributes.	The	fourth	model	uses	three	attributes.	The	PMBOK	Guide	did	not	explain	this	model	and	therefore	many	other	PMP	exam	reference	books	ignore	the	concept.Salience	ModelSalience	means	the	quality	of	being	particularly	noticeable,	important	or
prominent.	So	stakeholder	salience	means	the	quality	of	a	stakeholder	or	their	importance.Stakeholder	salience	can	be	defined	as	the	degree	to	which	managers	give	priority	to	competing	stakeholders	claims	in	their	decision-making	process.The	stakeholder	salience	model	was	proposed	by	Ronald	K.	Mitchell,	Bradley	R.	Agle	and	Donna	J.	Wood	in
1997.Here,	a	stakeholder	has	three	attributes:PowerPower	is	the	authority	or	influence	of	the	stakeholder	on	your	project	or	its	objectives.Focus	on	stakeholders	with	high	power.	These	stakeholders	are	fewer	in	number.LegitimacyLegitimacy	is	how	genuinely	involved	a	stakeholder	is	with	your	project.	You	should	not	spend	your	time	on	a
stakeholder	who	doesnt	have	a	legitimate	interest.Pay	attention	to	stakeholders	with	legitimate	claims.UrgencyUrgency	is	the	degree	to	which	stakeholder	requirements	call	for	immediate	attention.Urgency	depends	on	two	factors:	time-sensitivity	and	criticality.	You	will	find	out	whether	any	requirement	is	time-specific	or	if	mere	fulfillment	is
important.You	will	identify	your	project	stakeholders	and	assign	them	attributes.	Afterward,	you	prioritize	stakeholders	according	to	their	attributes.	Based	on	this	ranking	you	will	develop	the	stakeholders	management	strategy.This	will	save	time	and	help	you	win	stakeholders	support.Stakeholder	salience	is	not	static;	it	is	dynamic	and	can	change
during	the	project	life	cycle;	update	the	stakeholder	register	to	reflect	the	changes.Stakeholders	in	the	Salience	ModelA	stakeholder	salience	model	diagram	is	a	Venn	diagram	comprising	circles	representing	three	attributes:	power,	legitimacy,	and	urgency.	The	intersection	of	circles	shows	stakeholders	with	multiple	attributes.Based	on	these
attributes,	you	can	classify	stakeholders	into	seven	groups.DormantDiscretionaryDominantDangerousCoreDependentDemandingTo	develop	your	strategy,	you	divide	these	groups	into	three	categories:Latent	stakeholdersExpectant	stakeholdersDefinitive	stakeholdersLatent	StakeholdersThese	stakeholders	have	one	attribute.	Besides	power,	the	other
attributes	are	not	significant;	therefore,	they	receive	little	attention.Examples	of	latent	stakeholders	are:	dormant,	discretionary,	and	demanding.Dormant	StakeholdersThese	stakeholders	have	high	power,	low	legitimacy,	and	low	urgency.	Being	high	power,	they	can	impact	your	project,	so	you	will	manage	them	carefully.A	stakeholder	from	top
management	does	not	take	part	in	meetings	and	has	no	interest	in	your	project.However,	you	will	still	watch	this	stakeholder	as	they	have	power	and	you	never	know	when	they	will	change	their	mind.Discretionary	StakeholdersThese	stakeholders	have	high	legitimacy,	low	power,	and	low	urgency.	Although	they	have	low	power	and	low	urgency,	you
will	fulfill	their	requirements	because	of	their	legitimacy.NGOs	or	charitable	organizations	are	examples	of	discretionary	stakeholders.	They	do	not	have	power	or	urgency,	but	they	are	legitimate	stakeholders.Demanding	StakeholdersThese	stakeholders	have	high	urgency,	low	legitimacy,	and	low	power.	They	are	usually	vocal	and	can	influence	other
stakeholders	if	their	requirements	are	not	met.	These	stakeholders	want	attention.	You	will	manage	them	carefully.For	example,	your	project	is	in	a	public	place,	and	residents	from	the	neighborhood	show	interest	in	your	project	and	ask	for	information.Expectant	StakeholdersThese	stakeholders	have	two	attributes:	they	are	active	and	have
expectations	of	the	project.Some	examples	of	expectant	stakeholders	are	dominant,	dangerous,	and	dependent.Dominant	StakeholdersThese	stakeholders	have	high	power	and	high	legitimacy	but	low	urgency.	As	these	stakeholders	have	a	legitimate	interest	in	your	project,	you	will	manage	them	closely.	Since	the	urgency	is	low,	their	rank	is	below
the	core	group.For	example,	you	are	constructing	a	building	where	local	authorities	are	stakeholders.	Though	they	dont	have	urgent	issues	with	your	project,	you	will	manage	them	closely	as	they	have	both	power	and	legitimacy.Dangerous	StakeholdersThese	stakeholders	have	high	power,	and	high	urgency	but	low	legitimacy,	and	this	makes	them
vulnerable.	They	can	be	violent	and	can	create	trouble	for	your	project.	You	will	manage	them	cautiously.For	example,	suppose	you	are	working	in	a	remote	area	of	a	third	world	country,	and	in	this	case,	a	group	of	local	terrorists	can	act	as	dangerous	stakeholders.The	security	of	your	team	members	is	paramount.	You	must	identify	these	stakeholders
and	mitigate	the	threats	they	pose.Dependent	StakeholdersThese	stakeholders	have	high	urgency,	high	legitimacy	but	low	power.	Since	these	stakeholders	have	little	power,	you	will	not	pay	as	much	attention.For	example,	if	you	are	doing	construction	work	in	a	public	place,	local	residents	can	be	an	example	of	dependent	stakeholders.You	will
monitor	these	stakeholders	closely	because	of	their	legitimacy	and	high	urgency.	They	may	form	a	group	or	associate	with	powerful	stakeholders	and	can	create	trouble	for	you	if	their	requirements	are	not	met.Definitive	StakeholdersThese	stakeholders	have	three	attributes	and	require	the	most	attention.	You	will	manage	these	stakeholders
closely.An	example	of	definitive	stakeholders	is	core.Core	StakeholdersThese	stakeholders	have	high	power,	high	urgency,	and	high	legitimacy.	You	will	manage	them	closely.This	category	is	also	referred	to	as	definitive.The	top	management	of	your	organization	can	fall	into	this	category.Non-StakeholdersThese	are	not	stakeholders	of	your	project,	so
you	will	not	manage	these	people.Strategy	to	Manage	StakeholdersYou	will	manage	your	stakeholders	as	follows:You	will	give	the	highest	priority	to	the	core	group	because	this	group	has	all	the	attributes.The	next	highest	priority	should	be	given	to	dominant,	dangerous,	and	dependent	stakeholders	because	they	have	a	mix	of	any	two	attributes.The
lowest	priority	group	consists	of	discretionary,	demanding,	and	latent	because	they	have	one	attribute.	You	will	give	little	importance	to	these	stakeholders	but	observe	them	because	you	never	know	when	they	will	change	their	salience.Changes	in	Stakeholders	AttributesThe	project	environment	is	dynamic,	so	you	will	continuously	get	new
stakeholders	and	lose	old	ones.Stakeholders	attributes	can	change	as	the	project	progresses.	A	powerless	stakeholder	may	become	powerful,	and	an	illegitimate	stakeholder	may	become	a	legitimate	one.You	should	update	your	stakeholder	management	strategy	to	reflect	the	changes	in	stakeholders	attributes.Benefits	of	the	Salience	ModelThe
benefits	of	the	salience	model	are:It	provides	you	with	better	insight	into	your	stakeholders.It	helps	you	to	save	resources,	time,	and	effort.It	helps	you	complete	projects	with	minimal	obstruction.Limitations	of	the	Salience	ModelThe	salience	model	has	the	following	limitations:Compared	to	other	models,	this	model	requires	more	time	and	effort.This
is	a	subjective	procedure,	and	bias	in	opinion	can	influence	its	effectiveness.Monitoring	three	attributes	continuously	take	resources	and	time.This	model	assumes	attributes	are	present	or	absent,	though,	they	may	vary	between	these	two.#pma	#pma	llc	#project#project	management	#salience	model#stakeholder#stakeholder
engagement#stakeholder	engagement	management
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