T\

Defense Acquisition University

Tools to Improve Your
Stakeholder Relationships

Steve Brown, C.P.L.
April 392018

Learn. Perform. Succeed

Why is Stakeholder Engagement Important
in DoD System Acquisition & Sustainment?
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Stakeholder Terminology
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Analysis
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Shareholders Engagement!

What is a “"Stakeholder”?

“Someone impacted by your project/program
or capable of influencing its outcome"

= Can include individuals and/or groups

= Both inside and outside your organization

= Can be positively or negatively impacted

= Can positively or negatively influence outcomes
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What is the "Stakeholder
Engagement Process”?

The Stakeholder Engagement Process involves 7 stages which
will increase the probability that project/program succeeds

» Engagement of stakeholders

» Planning to engage stakeholders

Stakeholder Engagement Process

Success!

Engage Stakeholders

Plan Engagements

Focus Engagement Strategies

“Key” Stakeholders

Stakeholders

Identify Stakeholders
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Tool:

v’ Stakeholder Engagement Process g
O Stakeholder Map
O Power Grid

O Ratings & REls

O Focus Matrix

O STEP Software

| S =

Stakeholder Engagement Planning Tools

Identify Stakeholders

External

Service/Agency

Stakeholder Map

Focus Engagements

Focus Matrix

Prioritize Stakeholders Analyze Key Stakeholder
Relationship Ratings &

= Requirements
= Expectations
= Interests

Power Grid

Plan Engagements Engage Stakeholders!
= What

= How

= Who

= When

STEP Software Tool
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Identify Stakeholders

= Stakeholder Mapping
= Sample Stakeholder Maps

= Stakeholder “Flavors”

Sample Stakeholder Map Template

External
Service/Agency

Program
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DoD PM MEP

» Managers
* Logistician
* Sales

Other
SYSCOM Other
Product SYSCOM
Groups Programs

Army

« CASCOM Navy

« CECOM-LCMC * NFELC
* ATC Aberdeen

Sample Army Program Stakeholder Map

Network
Garrison Enterprise

Commanders Centers in Korea
In Korea

ARCYBER

End Users

Industry Partners
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External

Service/Agency

Contractors

There are at Least Five Different ‘Flavors’ of Stakeholders
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Prioritize Stakeholders

" |nfluence & Importance

® The Power Grid

= “Key” Stakeholders
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Stakeholder Power Grid

Extent which a stakeholder’s
is affected by your program

Extent which a stakeholder is able to act
on program ...and affect your program

Influence (on the program)

Importance
(to stakeholder)

Stakeholder Power Grid

Secondary Primary

Secondary

Influence (on the program)
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Sample of Stakeholders

Secondary Primary

Secondary R esource

Influence (on the program)

Importance
(to stakeholder)

£

Sample Power Grid & Key Stakeholders \

Secondary  Primary

Secondary
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Influence (on the program)
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Analyze Key Stakeholders

Relationship Ratings

= Requirements

Expectations

Interests

SAMPLE Stakeholder Analysis

Stakeholder Relationship

Program Good (worked with for
Manager 3+ years in a previous job)

User (pilot does not speak

Representative the same language, no
acquisition experience)

Program
Executive None (newly assigned
Officer Brigadier General)

4/2/2018
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SAMPLE Stakeholder Analysis

Stakeholder Relationship Requirements Expectations Interests
Program Good (worked with for g{ogtram AcguAis;tBion \(Nants to look gotc_)d . It\tqoii,sirciaet:jla g,rogram
Manaaer 3+ vears in a previous iob rategy an pursuing promotion to

g y p job) SES / General) performance
User (pilot does not speak | System requirements | Wants system fielded Does not like surprises
Representative | the same language, no documents (CDD, CPD) | on time and to be highly
acquisition experience) supportable
Program . i
Executive None (newly assigned Acquisition Program Does not want to waste | Bottom Line Up Front
Officer Brigadier General) Baseline time with details ("BLUF")
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Key Stakeholder Analysis

accomplishment “What We Agree To"”

Often directly traceable to deliverable(s)

Expectations: What internally motivates stakeholder
(people or organization) “What | Want”

True stakes are rarely communicated in writing

Interests: How a stakeholder prefers that something
is approached or completed “What I Like”

Often reflects communication preference

Requirements: Measurable product, service, result or

11
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Stakeholder Analysis
Stakeholder Requirements | Expectations Interests
| I
Customers \ I
Supervisor
“1Aaviacible
ITIrvVIioynhoro
i . ’
Subordinates Requn'e mentss
Contractors

Focus Engagement Strategies

Involvement & Commitment

The Focus Matrix

= Your Focus Matrix

Sample Engagement Strategies
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- Commitment +

Stakeholder Focus Matrix

How much investment (money or other resources)

has stakeholder made in project/program?

How informed is stakeholder about status
of project/program and impacts decisions?

- Commitment +

Stakeholder Focus Matrix

Sponsor Advocate

Apathetic | Supporter

Skeptic  Adversary

Involvement

4/2/2018
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Sample Focus Matrix

Sponsor Advocate
Resource

Apathetic | Supporter @

D

Skeptic = Adversary
D

Involvement I

- Commitment +

Sample Engagement Strategies

Sponsor Advocate

Warflghter
Resource

I

Skeptic  Adversary

Depot

- Commitment +

Involvement T

4/2/2018
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Stakeholder Engagement Planning Tools

Identify Stakeholders Prioritize Stakeholders Analyze Key Stakeholder

Relationship Ratings &

= Requirements B
= Expectations =
= Interests ==

Stakeholder Map

Power Grid

Focus Engagements Plan Engagements Engage Stakeholders!

= What

= How

= Who
= When

Focus Matrix

STEP Software Tool

Stakeholder Engagement Plans

= What: strategy action verb
= How: describe specifics

= When: date or frequency

T
= Who: name(s) or position(s) il

>

= Success: short term & long term

= Why: reason to engage key stakeholder
= Other

4/2/2018
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Stakeholder Tactical Engagement ———
Planning ("STEP"”) Software Tool ﬂ

Prioritize Stakeholders ‘

PRSP —

Focus Stakeholder Engagements

main Seiee ‘Saect Sutma

“Identify” Screen

Stakeholder Map
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Sample Power Grid

Secondary  Primary

Secondary

Importance
(to stakeholder)

“Prioritize” Screen

1}

Stakeholder Power Grid

Secondary Primary

Importance to Stakeholder

Influence on the Project/Program

DEPO User oM oM PEQ 555 oA ENG L6
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“Analyze” Screen

W Home  Identty  Priontze [NRSCS Wrocus Pl Staws  Show  Expot  UsarGude  Logout OA

Analyze Stakeholders

Use the text entry fields below to entor Intarosts, : , and Current for each key Select 'Submit Changes' whon you are finished

Position Interests Requirements Current Relationship
[ cortact Agreement e

Maintenance Depat cooranation [Poor v
Wart system t be e on Ema and ba Doas ne ik surprises. Recuiements cocuments (CDD, CPD)

Using Command G SUEPONAE Good v
g angs i G G

Contracior (OEM) a00sona contacts cuent conract Fair ~|
Pursung promoton 10 SES 1 GO 'REQO POSES PIOGTAM COSE, SCHCLIS, "PrOGrEM ACQuISINON SRR AN ACQUSITON .

Program Manager perormance Program Baseine Geat v
Botiom ine up tront (BLUF) e

Program Exacuive Offcer = v

i - Heed irodcton

s —
Resource Sponsor Not selected v
i

Lead Test Engineer [ Mot selected v |

Sample Focus Matrix

Sponsor Advocate

Sponsor
Apathetic | Supporter @

@ Realign @

- Skeptic = Adversary

Involvement »

- Commitment +
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“Focus” Screen

Plan  Stws  Show  Ewport  UserGuide  Logout o ~

A’ Home  idensty  Prioize  Anayze

Focus Stakeholder Engagements

Sel h label n the legend ] " drag the stakehoider label fram the origin 1o the
dot that you your the do o the desired commitment Select * when you are

finishad

Stakeholder Focus Matrix

Sponsor Advocate

Apathelim Supporter

Commitment

Adversary

DEPO Umer  OBM  PM PED 555 TeST NG,

“Plan” Screen

Status Show Export  User Guide Logout o ~

T

Plan Stakeholder Engagements

Use the form below to enter an engagement action Select 'Submit Changes' when you are finished, and your action will appear in the accordian control beside the form, sorted by stakeholder.

Plans for each stakehalder [
© Maintenance Depot - Consult -

Choose Key Stakeholder
[ Choose —
© Resource Sponsor - Energize Current Focus (Involvement, Commitment)

© Contractor (OEM) - Realign

© Resource Sponsor - Inform Desired Focus (Involvement, Commitment)

Action Title

What

How

4/2/2018
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“Plan” Screen

r Plans for each stakeholder [—* = — ]
© Maintenance Depot - Consult
© Contractor (OEM) - Realign Chocw ey,
[ Maintenance Depot
© Resource Sponsor - Energize Current Focus (Involvement, Commitment)
05:58
\_© Resource Sponsor - Inform Desired Focus (Involvement, Commitment)
09:52
Action Tille
Consult
Required
What

Increase commitment of electronics repair division to invest in planning transition.

How

Solicit feedback about resources and lead time needed to stand up capacity to overhaul components
1) Conduct orientation briefing with electronics repair division leadership.

2) Invite depot POC to participate in planning meetings with program PST.

3) Schedule site visit to contractor repair facilty with depat POC

Who

1) Maintenance Team Chief
2)PSM

3) Maintenance Team Chief

‘When ™

“Plan” Screen

Plans for each stakeholder If JJ
e |
@ Maintenance Depot - Consult v
What: Increase commitment of electronics repair Choose Key
division to invest in planning transition. { - Choose — "]

How: Solicit feedback about resources and lead time Current Focus (Involvement, Commitment)
needed to stand up capacity to overhaul components
1) Conduct orientation briefing with electronics repair
division leadership. 2) Invite depot POC to participate
in planning meetings with program PST. 3) Schedule
site visit to contractor repair facility with depot POC. Action Title
Who: 1) Maintenance Team Chief 2) PSM 3)
Maintenance Team Chief

When: EoQ2 FY18 What
Success: Finalized transition plan with buy in from
both parties

Why: Start ransition planning for organic repair to
provide an alternative to costly ICS.

Othy
2

© Contractor (OEM) - Realign

Desired Focus (Involvement, Commitment)

© Resource Sponsor - Energize

© Resource Sponsor - Inform

4/2/2018
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“Status” Screen

Status Engagement Actions

For each engagement action, use the drop-down menu to indicate th f that action. Enter

w Home  ldemtfy  Priodtize  Analyze.  Focus  Plan [RCTTSN Show  Expot  Logout

Plans for each stakeholder
© DEPO ( Not selected / Needs New Plan ) Consult

What: Increase commitment of ele
How: Solici about

ivision 1o invest in planning transition.
to stand 10

participate in pl g rog T. 3) Schedule sits visit to

a epair facilty with depot POC.
‘Who: 1) Maintenance Team Chief 2) PSM 3) Maintenance Team Chief

ield_ Select ‘Submit Changes’ when you are finished.

OBE because of parsonnel changes at the depol

Position Desired Focus  Action Title Success Criteria Action Status
Contractor (OEM) Agathetic Realign [onTagn ]
Maintenance Depot Sponsor Consult Finalized transiton plan with buy in from both parties. |Naed§ New Plan |
Resource Sponsar Advocate Energize end brofing. [ Adhieved ~
Resource Sponsor Advocate Inform Increased funding 1o cover accelerated schedule | Needs Attention v

Need 1o refine our out

1) Conduct orientation briefing with electronics repair division leadership. 2) Invite depot POC to

freach sirsteqy. Current message dossn'ts:

v Identify (Stakeholder Map)

v Prioritize (Power Grid)

v Analyze (Rating & REIS)

v Focus (Matrix)

v Plan (What, How, Who, When ...)
v Status (Relationship and Plan)

Stakeholder Tactical Engagement
Planning ("STEP"”) Software Tool

4/2/2018

21



Where Can You Learn More & Practice?

O Stakeholder Engagement Workshops (WSM 007): 1.5 days

Intact teams (program offices ...) build engagement plans
« Leverages the STEP software tool. Details at icatalog.dau.mil

» Email steve.brown@dau.mil or (703) 805-4660 to schedule

O Stakeholder Engagement Course (ACQ 452): 2'> day

classroom course for individuals offered at DAU campuses
« Description and class schedule are online at icatalog.dau.mil

O Stakeholder Framework Online Module (CLM 052): 3 hours

ACQ 452 Classes Scheduled in FY18

Class

002
001
003
004
005
006
007
008

Start Date

3/27/2018 12:00:00 AM
3/27/2018 12:00:00 AM
5/15/2018 12:00:00 AM
5/22/2018 12:00:00 AM
6/12/2018 12:00:00 AM
6/12/2018 12:00:00 AM
7/31/2018 12:00:00 AM
8/28/2018 12:00:00 AM

End Date

3/29/2018 12:00:00 AM
3/29/2018 12:00:00 AM
5/17/2018 12:00:00 AM
5/24/2018 12:00:00 AM
6/14/2018 12:00:00 AM
6/14/2018 12:00:00 AM
8/2/2018 12:00:00 AM

8/30/2018 12:00:00 AM

All Locations

KETTERING OH

FT BELVOIR VA

SAN DIEGO CA
WARNER ROBINS GA
CALIFORNIA MD

FT BELVOIR VA
HUNTSVILLE AL

LOS ANGELES CA

http://icatalog.dau.mil/onlinecatalog/coursedetails.aspx?crs=ACQ%20452

4/2/2018
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Stakeholder Engagement Process

Success!

Engage Stakeholders

Plan Engagements

Focus Engagement Strategies

“Key” Stakeholders

Prioritize Stakeholders

Identify Stakeholders

Stakeholder Engagement Planning Tools

Identify Stakeholders Prioritize Stakeholders Analyze Key Stakeholder
Relationship Ratings &

= Requirements
= Expectations
= Interests

Stakeholder Map Power Grid
Focus Engagements Plan Engagements Engage Stakeholders!
= What
= How
= Who
= When
Focus Matrix STEP Software Tool

4/2/2018
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