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Stakeholder influence map worksheet
This worksheet helps you map the people who influence a specific decision and tailor your approach so your insights build momentum and influence outcomes across the organization.
You’ll use it to:
· Identify the stakeholders who shape outcomes for a specific initiative
· Understand their level of influence and support in this context
· Adjust how you engage each group so your insights connect to what matters to them
The goal is clarity, not perfection. By the end, you’ll be better prepared to prioritize effort, anticipate resistance, and increase the likelihood that your insights lead to action. 
1. Finding stakeholders
First, choose one real decision, initiative, or problem you’re currently trying to influence using people data. 

Now, identify the people who can best influence your insights and directly shape outcomes through their roles, authority, credibility, or ability to sway others, whether formally or informally.

Ask yourself:
· Do they have decision-making authority or strong executive visibility?
· Are they often listened to when priorities are set?
· Do others look to them for direction or validation?
Activity 1
List up to four key influencers. Prioritize quality over quantity—focus on the people whose support (or resistance) will most affect the outcome.

1. ________________________________________
2. ________________________________________
3. ________________________________________
4. ________________________________________ 
Activity 2
Next, identify supporters.

Supporters are people who may not have final decision-making power but are open to data-informed conversations and can help reinforce your message with others. In many cases, their advocacy can help your insights gain traction before stakeholders make their final decisions.

Ask yourself:
· Do they value evidence and context when making decisions?
· Are they receptive to new insights, even when the data challenges assumptions?
· Could they help validate or socialize your message with others?

List up to four supporters. These may overlap with influencers—and that’s okay. Focus on how they show up in this decision.

1. ________________________________________
2. ________________________________________
3. ________________________________________
4. ________________________________________ 
0. Mapping stakeholders on the quadrant
Now it’s time to map your stakeholders on a quadrant.
This step helps you anticipate reactions before conversations happen and plan your approach accordingly.
Map each stakeholder based on:
1. How much influence they have over this decision
 (High influence = decision-makers or strong shapers of opinion)

2. How supportive they are of data-driven insights in this context
 (High support = open, curious, or already aligned)
There’s no “perfect” placement, so go with your best judgment. What matters is understanding relative influence and support so you can adjust how you engage each group.
Do the same for everyone on your list.
	How much support→
	
High  Support
	
Low Support

	↑
How much influence
	High Influence
	Champions

	Skeptics


	
	Low Influence
	Fence-sitters (potential high support)
	Bystanders




Use these definitions to help you plot a more precise location. 
Definitions
· Champions have high influence and high support. These are people who believe in data-driven decisions and have the authority to move ideas forward. Partner with them early to shape the narrative. Think CPO.

· Skeptics have high influence but low support. They may question how metrics translate into outcomes. Focus on how metrics translate into results. Think sales leaders.

· Fence-sitters have high support but limited influence. They’re open to insights but may lack confidence or authority. Help them succeed so they become visible advocates. Think newly promoted managers.

· Bystanders have low influence and low support. Keep them informed as momentum builds. Support often grows once results become visible, or leave this box empty if they’re not relevant to this project.
If someone feels hard to place, ask yourself: “If this person pushed back or leaned in, how much would it change the outcome?”
Example
Meet Alex, an HR analyst at a mid-sized tech firm. Ambitious and data-savvy, Alex believed her attrition model could prevent tens of thousands of dollars in unnecessary hiring costs.
Alex ran her analysis and uncovered a hidden spike in turnover among top performers. To Alex, it was an early warning sign. She confidently walked into the leadership review, expecting applause. Instead, she got these reactions:
· From the VP Sales, Dan Mansfy, ‘Oh, really? But our overall headcount looks fine.’
· From the CPO: Maria Smith, ‘If we’re losing top performers, that’s a cost and retention risk.’
· From the hiring manager, Annie Bransford: ‘This matches what I’m seeing on my team.’
· From the team lead, Charles Nissle: ‘I’ve noticed this, but I don’t have much visibility beyond my group.’
The data was correct, the visualization was clear, but the insights didn’t resonate.
Rather than retreat, Alex paused to learn what mattered most to her stakeholders.
Alex enlisted Maria in HR as a champion with both influence and enthusiasm to co-present headcount scenarios. That alliance opened doors in hiring and converted skeptical sales execs into curious observers.
	
	High  Support
	Low Support

	High Influence
	Champions
CPO: Maria Smith
	Skeptics
VP Sales: Dan Mansfy

	Low Influence
	Fence-sitters (potential high support)
Hiring manager: Annie Bransford

	Bystanders
Charles Nissle


Activity
Use the names you identified and place each person on the quadrant based on their influence and support for this project.
	
	High  Support
	Low Support

	High Influence
	Champions
	Skeptics

	Low Influence
	Fence-sitters (potential high support)
	*Bystanders



Plotting stakeholders in this way helps you anticipate how different people are likely to react and choose an approach that builds momentum rather than creates friction.
0. Tactics for addressing quadrant persona types:
Now that you’ve mapped your stakeholders, it’s time to shift your focus from analysis to action.

The tactics below help you adapt how you share and socialize insights, so they’re more likely to influence decisions—not just be acknowledged. The goal isn’t to change your data, but to meet each group where they are.
· Champions: Share early data previews, solicit their feedback, and spotlight their impact when sharing results.

· Fence-sitters: Leverage social proof. Show quick wins from your champions’ teams. Peer success makes the value feel real and actionable.

· Skeptics: Start small. Offer a low-effort pilot addressing a pain they own. Demonstrate results before asking for broader adoption.

· Bystanders: Keep them informed with lightweight communications. As you build momentum, support often follows.
Example
As you recall from the example above, Alex enlisted Maria in HR as a champion with both influence and enthusiasm to co-present headcount scenarios. The insight didn’t change. How Alex positioned the insights did. 
That alliance opened doors in hiring and converted skeptical sales execs into curious observers.
	Name
	Stage
	Action

	Maria Smith
	Champion
	· Ask for feedback on the data
· Show presentation for comments

	Annie
	Fence-sitter
	· Present Annie with a quick win from Maria’s team
· Gather more social proof to show Annie

	
	
	


Activity
For each person, list 1–2 specific actions you can take before your next key conversation, meeting, or presentation. Focus on how you’ll adjust your approach, not your data, to meet them better where they are.

	Name
	Stage
	Action

	Maria Smith
	Champion
	· Ask for feedback on the data
· Show presentation for comments

	Annie
	Fence-sitter
	· Ask for support in the meeting
· Ask her to confer with Dan and find out his objections


	
	
	


You should now have a clearer understanding of who influences this decision and how to engage each person more intentionally.
Use this template before your next high-stakes conversation to prioritize effort, reduce resistance, and increase the likelihood that your insights lead to action rather than just awareness.
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