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Abstract

The Information Systems (IS) projects conducted in companies are increasingly important to the fulfill-
ment of their business objectives. This results in more relevant stakeholders, who have certain interests
in these projects and their outcomes.

Project managers face major challenges concerning how to engage those stakeholders. There are
existing software solutions that assist project managers, but none were identified that assist in identifying
and managing the involvement and expectations of project stakeholders. Due to inadequate processes
and methods for stakeholder management, stakeholders may not be properly involved in projects.

It is proposed to develop a solution to address this identified problem by introducing a framework
through which project managers may identify, plan, and document engagement with project stakeholders.

The proposed solution was demonstrated in an ongoing project of the Department of Technology and
Systems of Brisa, and its validity assessed.
Keywords: Information Systems, Projects, Stakeholders, Management, Engagement

1. Introduction
The Information Systems (IS) projects conducted
by the software development teams in long-
established companies, such as Brisa, are becom-
ing increasingly important to the fulfillment of their
business objectives. This has resulted in a regu-
larly increasing number of requested projects and
more relevant stakeholders who have certain inter-
ests in them and their outcomes. In these sce-
narios, project managers face major challenges:
to identify and implement better management pro-
cesses and methodologies that are suited for these
IS projects and engage those stakeholders so that
the entire organization supports a more digital-
friendly approach.

Working as a IS project manager at Digital Trans-
formation team of Brisa’s Department of Technol-
ogy and Systems (DTS) is a challenge that re-
quires multiple skills, such as communication and
negotiation. This role should provide the project
leadership that aligns the technical know-how of IS
projects with the strategic goals of the business.

While performing this role, it was found
that project managers had no clear and well-
established methodologies or processes to follow
and implement across the multiple projects we
were managing. The methods applied across mul-
tiple projects by me and each of my colleagues

depended on several constraints: project scope,
size, type (directed towards external costumers,
or for internal use in the organization), who per-
forms the implementation (in-house software de-
velopment team, or a consulting firm), among oth-
ers factors.

To assist in Project Management (PM) activities,
some software tools are in place - such as Jira for
issue management and tracking. However, no tool
is in place that can to assist any of us overcome
one of the main challenges identified by myself and
my colleagues when managing IS projects: identi-
fying and managing the involvement and expecta-
tions of existing project stakeholders.

1.1. Problem Statement and Objectives

Stakeholder management is a topic that has been
increasingly discussed in the broader literature of
project management, which is relevant concerning
how best to satisfy and involve stakeholders prop-
erly in projects. The success of a project may de-
pend greatly on the perceptions and expectations
of its stakeholders. It was found that due to the
lack of adequate processes and methods for man-
agement and control of stakeholder engagement,
in many projects and companies (such as Brisa),
stakeholders are not properly involved in projects,
and their expectations are not properly managed,
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ending up dissatisfied about IS project results.
The objectives of this dissertation are to analyze

the problems and existing methods through which
project managers plan and control stakeholder en-
gagement in Brisa’s IS projects and implement an
alternative solution - aligned with some of the best
practices on stakeholder management. Lastly, val-
idate the solution through the feedback of an in-
quiry to fellow project managers and other IS prac-
titioners, as well as the results of its demonstration
on an ongoing project. Ultimately, this research at-
tempts to contribute in exploring the requirements
in order to make a successful application of stake-
holder management processes for IS projects.

2. Problem Analysis
Historically, IS projects have very high failure rates.
By 2014, the Chaos Report, elaborated by the
Standish Group by surveying IS executive man-
agers, found that only 16.2% of software projects in
American companies were completed on-time and
on-budget. Adequate user involvement and exec-
utive management support are the top two project
success factors. Lack of user input and involve-
memt, as well as unrealistic expectations of stake-
holders were some of the identified top factors that
caused projects to be impaired and/or canceled [9].
Several other researchers assert that the lack of ef-
fective stakeholder management is one of the ma-
jor factors for project failure [10, 3].

While many project managers associate failures
in the timely delivery of projects to scope problems
and poorly defined requirements, these problems
may be associated with failure in the stakeholders’
management. For example:

• A relevant stakeholder that was not identified
early on project initiation has a chance of rais-
ing a new requirement when finally engaged,

• A neglected stakeholder (for example, one
with perceived low power/influence) that was
not properly engaged during the identification
of requirements, that will be a recurrent user of
the project result after a transition to operation,
may end up requesting a substantial amount
of changes due to the delivered project not ful-
filling his needs/expectations.

2.1. Stakeholder Management in Brisa IS Projects
The perceived successful completion of IS projects
in a company such as Brisa will greatly depend
on how its stakeholders view it. There are many
relevant stakeholders in IS projects - each with
their own different agendas and priorities. These
agendas motivate the political nature of the work
the project manager must perform concerning its
stakeholders. The project manager may also have

to recognize danger signs connected to stakehold-
ers that can exert more power over the project.
Some of these signals include:

• Stakeholder interference in the project without
consulting the project manager;

• Stakeholders not providing support when
needed;

• Stakeholders making groundless promises or
promises without support.

This requires the project manager to build cred-
ibility and insert himself in the power structures
of his company (through thorough knowledge of
the stakeholders and their potential for influence)
and recognize these warning signs and defuse the
risks.

An early analysis on the topic was performed
through my own, personal experience as a project
manager in Brisa and by inquiring some of my
peers, as well as a few stakeholders of existing
projects. The main causes identified for improper
stakeholder engagement were:

• Lack of effort in the consistent identification of
all relevant project stakeholders and the key
stakeholders among them;

• Lack of creation and implementation of
a structured stakeholder management plan
and/or methods to manage the stakeholder
engagement during the project;

• No evaluation of the stakeholder engagement
and satisfaction during the remaining project
life-cycle, after the analysis and design phase.

The proposed hypothesis is that the identified
problems can be attributed to the lack of specific
tools that assist in performing effective stakeholder
management. A prevalent example is that of stake-
holder identification, in which valuable information
about project stakeholders is scattered between
countless spreadsheets, emails, and other tools,
requiring substantial effort on collecting information
from multiple sources.

3. Litarature Review
The Project Management Body Of Knowledge
(PMBOK) defines stakeholder as ”an individual,
group or organization who may affect, be affected
by, or perceive itself to be affected by a decision,
activity or outcome of the project” [2]. Regard-
less of how well project deliverables are defined
and achieved, scholars, practitioners, and profes-
sional institutes share a common view that failure
to manage the needs of clients, users and other
stakeholders is one of the most common causes
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of project failure [12, 4], and that effective stake-
holder management is a key factor for project suc-
cess [4].A project cannot be considered successful
when it fails to achieve its objectives, but also when
it fails to meet (or exceed) the expectations of its
stakeholders.

The PMBOK also defines Stakeholder Manage-
ment as ”including the processes required to iden-
tify people, groups or organizations that could im-
pact or be impacted by the project, to analyze
stakeholder expectations and their impact on the
project and to develop appropriate management
strategies for effectively engaging stakeholders in
project decisions and execution” [2]. Through
stakeholder management, a project manager im-
plements processes and activities that result in ef-
fective participation of relevant project stakehold-
ers and consequently in opportunities to benefit
a project from their engagement, resources, and
influence [11]. However, there is little consensus
on what constitutes effective stakeholder manage-
ment strategies [7].

IS projects are complex in terms of technolog-
ical innovation, may differ greatly in size and in
number of interfaces between the stakeholders in-
volved. For an effective application of stakeholder
theory in IS projects, organizations require stake-
holder management strategies that are adapted to
this specific industry [14]. It is essential to have
a formal process to identify, manage, and under-
stand how project stakeholders may be impacted
by project decisions and react to them, interact with
each other and with the project manager - in short,
how these stakeholders can affect the chances of
project success [5].

3.1. Stakeholder Management Body of Knowledge

Four international standards and frameworks were
selected to analyze relevant processes and meth-
ods that can be applied to better engage with
stakeholders and manage their requests and ex-
pectations. These are considered by profession-
als and academics alike as some of the best prac-
tices in the field of project management - the PM-
BOK [2], ISO 21500 [8, 1], Project Management
Methodology (PM2) [6] and the IPMA Individual
Competence Baseline (ICB)4 [13]. All four of
these standards include mentions on the subject
of Stakeholders, each with its own approach, but
with clear similarities as well - see Table 1.

The Identify Stakeholders step is consensual
among each framework, each stating the impor-
tance of determining any individuals, groups, or
organizations affected by, or affecting, the project
and documenting them as stakeholders (in a
Stakeholder Register or Matrix) with sufficient de-
tail. This step should include a thorough analysis of

these stakeholders, knowing their power/influence,
involvement, support, interests, main expectations,
and major project requirements. Since project
managers have limited resources and time to al-
locate to their stakeholders, they are compelled to
make decisions based on prioritization, by identi-
fying which stakeholders can contribute the most
to the fulfillment of project activities and commit to
meeting their expectations.

The following steps are not so well-aligned, even
though they share many of the same ideas. PM-
BOK prescribes a Plan Stakeholder Management
process, involving the development of appropriate
strategies to involve the identified project stake-
holders, based on the raised stakeholder informa-
tion and their perceived engagement. This is ap-
proximately aligned with the proposition of the ICB
of planning how to engage, keep informed, involve,
and commit each of the various stakeholders.

Meanwhile, the ISO 21500 Manage Stakehold-
ers process is mostly focused on acting upon
the identified stakeholders by identifying their con-
cerns and resolving issues, which can be consid-
ered more in line with the PMBOK’s following pro-
cess, Manage Stakeholder Engagement, which in-
volves acting on the elaborated plan by commu-
nicating and working with stakeholders to meet
their needs and expectations, address issues as
they occur and foster their stakeholder involve-
ment. Both of these are aligned with two of the
key competence indicators of ICB4 which splits the
engagement of stakeholders between executives,
sponsors and higher management (to gain commit-
ment and to manage interests and expectations)
and users, partners, suppliers and others (to gain
their cooperation and commitment).

PM2 bundles several of the mentioned pro-
cesses/competences in a single Manage Stake-
holders activity, including the analysis, planning of
communications, engagement of stakeholders, as
well as monitoring the reactions and attitudes of
stakeholders. The PMBOK also includes a Monitor
Stakeholder Engagement process, meant to ana-
lyze the established stakeholder relationships and
communications and use that feedback to review
and modify the implemented engagement strate-
gies and plans.

Lastly, the ICB includes a competence indicator
to organize and maintain networks and alliances,
both formal and informal, a concept that is not re-
ferred in the remaining standards.

These steps should be aligned with proper com-
munication, for with specifies three processes ISO
21500: Plan Communications (determine the infor-
mation and communication needs of the stakehold-
ers), Distribute Information (make required infor-
mation available to project stakeholders) and Man-
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PMBOK ISO 21500 PM2 ICB4

Identify
Stakeholders

Identify
Stakeholders

Elaboration of a
Project
Stakeholder Matrix

Identify stakeholders and analyze their
interest and influence

Plan
Stakeholder
Management

Develop and maintain a stakeholder
strategy and communication plan

Manage
Stakeholder
Engagement

Manage
Stakeholders

Managing
Stakeholders

Engage with executives, sponsors and
higher management to gain commit-
ment and to manage interests and ex-
pectations

Engage with users, partners, suppliers
and other stakeholders to gain their co-
operation and commitment

Monitor
Stakeholder
Engagement

Organize and maintain networks and
alliances

Table 1: The Processes/Activities/Competence Indicators of each of the four reviewed standards - PMBOK, ISO 21500, PM2 and
ICB4.

age Communications (ensure that the communi-
cation needs of the project stakeholders are sat-
isfied).

In summary, the reviewed project management
body of knowledge prescribes the implementation
of stakeholder management processes and strate-
gies, such as:

• Identify and document stakeholders, and in
particular key stakeholders;

• Analyze their power, influence, main expecta-
tions, and requirements;

• Assess their current engagement and plan to
act on it if a different level is desired;

• Engage with them to ensure their commitment
and/or participation;

• Monitor the effect of these actions;

• Be prepared to implement corrections to the
plan and consequent actions if the desired
outcome isn’t being achieved.

3.2. Project Management Software
Project Management Software (PMS) encom-
passes a range of software used by many indus-
tries to help project managers and teams collab-
orate to meet goals on time while managing re-
sources, costs and maximize the teams efficiency.

Two commonplace project management applica-
tions, Scoro and Jira, were reviewed, focusing on
their ability to assist in the previously mentioned
processes for the management of stakeholder en-
gagement.

Both Scoro and Jira have several pros when it
comes to their ability to assist project manage-
ment activities, with Jira having a strong promi-
nence regarding issue boards that are prevalent on
Agile methodologies, while Scoro seems a more
business-oriented tool that assists with invoicing
and maintaining a client list. Scoro was the clos-
est to have similar features, but may be consid-
ered limited if we appraise it under the aforemen-
tioned stakeholder management processes, as it is
incomplete in its assistance for Stakeholder Iden-
tification, and with no features to assist in Stake-
holder Analysis.

In conclusion, this review found that, when it
comes to PMS, there appears to be a lack of com-
mercially available options that help fulfill the stud-
ied stakeholder management processes and/or ac-
tivities.

4. Solution Proposal
Building upon the conclusions resulting of the prob-
lem analysis and the knowledge acquired from lit-
erature review, a solution is proposed with the ob-
jective of establishing a framework that orients the
project managers’ identification and engagement
of project stakeholders and all of the activities that
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it entails. This framework is meant to materialize
the processes of stakeholder identification, analy-
sis, plan the strategies for stakeholder engagement
that will be used followed during the project lifecy-
cle, as well as registering the monitored results and
adapt those plans if necessary.

This solution was implemented in the form of an
Information System, structured in such a way that
it can assist in the identification and documentation
of all relevant information, as all of this insight is in-
valuable as long as it can be tracked and accessed
properly. The fields specified by this tool should
also help orient the project manager by specify-
ing which relevant information about each stake-
holder should be obtained. All gathered informa-
tion should be treated as a personal approach to
stakeholders, from the perspective of the project
manager. These stakeholder documents should
remain confidential and not appear in public repos-
itories, except in case of a Project Management Of-
fice that shares this information, such as in cases
of shared projects and common stakeholders.

The proposed solution was developed emphasis
on potentially solving the problems previously de-
tailed in the management of IS projects of Brisa’s
DTS department, but was designed and imple-
mented in such a way that it could be adopted in
other IS departments of companies that share the
same difficulties.

The development of this IS solution was per-
formed through evolutionary prototyping. These
prototypes are intentionally incomplete systems,
that capture the essential features of a later sys-
tem. The proposed solution is the result of 3 iter-
ation of development and re-assessment - where
additional functionalities were developed and then
instantiated and used in an ongoing IS project.
This resulted in a demonstration during develop-
ment that provided valuable feedback to identify
limitations and the necessary requirements that
can improve the prototype in the following iteration.
This allowed the software development process to
be flexible, progressing while adapting the proto-
types to new requirements.

4.1. Iteration n.1

There was no attempt to capture extensive require-
ments in advance of the first iteration. The fo-
cus was developing a first prototype with the in-
tent of gaining feedback and identify requirements
for the following iterations. Taking into account the
templates proposed by PM2, as well as the de-
scriptions of a Stakeholder Register from the PM-
BOK, ISO 21500, and the remaining references
analyzed in the literature review, a model of the
relevant information that should be retrieved and
recorded was established. This model was then

implemented in the form of template Excel spread-
sheets.

The two defined spreadsheets constituted a tem-
plate for a Stakeholder Register and Stakeholder
Analysis. Both documents are editable at any
moment after they have been filed out based on
the proposed template, which facilitates changes
as the project manager monitors stakeholder en-
gagement. To make these spreadsheets accessi-
ble in collaborative work (more than one involved
project manager - as is the case with Brisa’s seg-
mented PMO’s), the defined document templates
were placed on a shared network drive.

4.1.1 Conclusions

While the early results with this iteration were en-
couraging for future work, by providing a first sam-
ple on what information could be relevant, the so-
lution proposed in this iteration was overly simple
and quite limited. To be used on a new project,
this solution should be copied from the template
folder to the Project folder containing the remaining
project documentation. Only then could the docu-
ments be filed with the relevant information, which
proved to be inefficient. Folder organization may
also end up being chaotic, especially if managing
file versions. Another identified limitation was that
of recurrent stakeholders, of which the contact and
non-project related assessments and information
could potentially be reused between projects, but
not trivially using this solution, requiring the project
manager to go through previously filed out doc-
uments (of other projects) and finding the same
stakeholder to copy and paste the row to a new
document

4.2. Iteration n.2
Building upon the insightful conclusions gathered
from the first iteration, the second interation sough
to build system with a more robust approach and
technological choice that could help improve user
experience and resolve the identified limitations of
the first solution iteration. As was decided based
on the conclusions of the previous iteration, this
iteration will be implemented as a web applica-
tion, which will be called ProiectStakeholders. To
choose the technology used to construct this sec-
ond iteration, the focus was on two factors - acces-
sibility and user experience. OutSystems was the
technology chosen to implement it.

4.2.1 Use Cases

Use cases represent a set of actions that one or
more actors request from a system in order to ob-
tain a tangible result. For this solution iteration,
eight use cases were identified, listed in Table 2.
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ID Use Case Name Summary Description

01 Perform Login
When a Project Manager wants to access the application, he must
enter his email and password pair to access the system. The sys-
tem will authenticate the user based on those credentials.

02 Create Project
Manager

The Administrator accesses the Users application to create a new
platform User. This Administrator gives the User the role of Project
Manager and attributes him to a Project Team.

03 Manage Project
Manager data

The Administrator accesses the Project Managers page on the Pro-
jectStakeholders application to edit the data of a Project Manager.

04 Manage Company
data

The Project Manager can consult, edit and/or add a new Company
to the system. When editing a Company, the Project Manager may
add Company Departments.

05 Manage Stakeholder
data

The Project Manager can consult, edit and add new Stakeholders
to the system, and assign them to a Company and Deparment.

06 Manage Project data The Project Manager can consult, edit and add new Projects to the
system.

07 Manage Project
Stakeholder data

The Project Manager can consult, edit and add new Project Stake-
holders to one of the existing Projects.

08 Manage Stakeholder
Engagement Activity

The Project Manager can consult, edit and add new Stakeholder
Engagement Activities to one of the existing Projects. When man-
aging an activity, the Project Manager must indicate which Project
Stakeholders are involved and at what capacity.

Table 2: Use Cases Summary

Of these 8, 7 were implemented in this second it-
eration, and an additional one was introduced in
the third iteration.

4.2.2 Database Schema

As a result of the proposed Use Cases, a database
schema diagram was developed that represents all
of the entities and attributes that must be repre-
sented or stored by the system. This schema rep-
resents the main entities of an IS project and of
their stakeholders, as well as the attributes consid-
ered relevant to characterize them, based on the
conclusions of the literature study.

4.2.3 Implementation

The implemented application supports identity
management, defining two user groups associated
with the user login: Project Managers and Admin-
istrators. Project Managers are the users of the
application, having full use of the features of the
Application, except for the creation of new Project

Managers, which is an exclusive power for an Ad-
ministrator user. Project Managers may belong
to a Project Team, meaning that their Project and
Stakeholder information can be shared with other
Project Managers of the same Project Team. Oth-
erwise, all inputted information is only accessible to
the respective Project Manager. Backoffice pages
were created to define the applications’ Project
Managers, Companies, and Departments.

The Projects page is the application’s defined
landing page, listing the Projects created by the
corresponding Project Manager, and the ones
shared among the Project Team. Project Detail
pages include a set of relevant information to char-
acterize the project and lists the identified Project
Stakeholders. The list includes the possibility of
adding a new Project Stakeholder entity, as well as
editing the data of the existing ones - see Figure 2.

The Project Stakeholder page, as previously
mentioned, builds upon the generic information of
the Stakeholder and frames the project manager’s
assessment of him/her towards the project. To
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Figure 1: The database schema that supports the ProjectStakeholders application.

Figure 2: Project Stakeholder Detail Page.

characterize the project stakeholder, 3 main areas
are defined: Role, Analysis and Classification, and
Engagement Strategy.

4.2.4 Conclusions

This second iteration, built as a more complex ap-
plication with an underlying database resolves the
identified problems concerning the organization of
a file structure. The implemented user experience
also removes the need for the project manager to
memorize the procedure of copying the templates
from the template folder to a Project folder.

The instantiation and use of this solution in an
ongoing project validated this implementation of
a solution as a web application was more user-
friendly, facilitating data access and search. It also
helped resolve the problem concerning data ac-
cess control, since only the project manager and,
optionally, the remaining members of his PMO may
access his data entries.

Another identified limitation in the first iteration
was that of recurrent stakeholders, which was ad-
dressed in this iteration with the implementation of
the generic Stakeholder entity that only includes
data that identifies the Stakeholder as an indi-
vidual, allowing for information reusability across
projects. This design choice also defines a single
point of change that updates a stakeholder’s infor-
mation in every project, in case some data entry
concerning it must be updated (for example, con-
tact information).

4.3. Iteration n.3
Building upon the application built on the second
iteration, this third iteration’s goal is to increment it
to add functionality that supports the implementa-
tion of the project manager’s planned engagement
- introducing a way to act upon the engagement
plan set out for each project stakeholder, defin-
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ing and recording activities that involve engaging
stakeholders, as well as displaying the gathered
information in such a way that assists the project
manager to monitor the outcomes of those activi-
ties.

To support this added functionality, an additional
Use Case was introduced - UC08, also present in
Table 2.

4.3.1 Database Schema

Figure 3: The additions to the previous database schema, now
supporting the Stakeholder Engagement Activities.

The proposed database schema diagram was
tweaked to include the additional entities and at-
tributes necessary to implement the additional use
case.

4.3.2 Implementation

Figure 4: Engagement Activity Detail Page.

Complementing the Project Stakeholders list in
the Project Detail page, this iteration introduces a

list of Stakeholder Engagement Activities that con-
stitute the formal actions carried out by the Project
Manager to engage with the identified Project
Stakeholders and address them according to the
identified communication needs, managing their in-
volvement and expectations.

4.3.3 Conclusions

Having implemented this third iteration, it was con-
cluded that this implementation presented a viable
solution proposal that met all of the objectives set
out for it.

5. Demonstration
Aiming to establish the use of artifacts in an at-
tempt to solve the proposed research problem, the
proposed ProjectStakeholders application was ap-
plied a IS project of Brisa starting at the Project
Initiation phase, with ongoing use for 7 months, by
this time this dissertation was submitted.

The solution was used to perform/register all of
the stakeholder management processes and activ-
ities, according to the specified use cases, popu-
lating the application with real project data mapped
to the relevant entities - the Digital Transformation
team’s with 2 Project Managers as users of the ap-
plication and the companies involved in the project.
The corresponding departments of these compa-
nies were added, totaling 6 companies and 7 de-
partments.

Stakeholder identification was performed
through the application, which resulted in 35
relevant stakeholders, of which 27 were external
to the company. The corresponding stakeholder
analysis and classification towards this project was
performed. Of the 35 identified stakeholders, 13 of
them were classified as key stakeholders, both due
to their heavy participation and/or considerable
political power.

The analysis data was used to plan how
to engage with the identified stakeholders, by
defining communication frequency and preferred
method(s). This plan resulted in over created and
undertaken 100 Engagement Activities.

5.1. Results
The application of this tool was considered use-
ful during the project life-cycle, enabling an effec-
tive stakeholder management strategy that has as-
sisted in the achievement of successful project re-
sults. It helped organize relevant project informa-
tion, and it was found that at the disposal of an able
project manager, it can assist in improved decision-
making regarding stakeholder interactions and en-
gagement.

As stated by João Fontes, head of the Digi-
tal Transformation team of Brisa’s DTS, ”by be-
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ing aware of the importance of stakeholder man-
agement (...), the implemented tool allowed us to
address and anticipate needs from both internal
teams and external partners. We were also able
to achieve a better than expected engagement,
cross-functional teamwork, and expectations man-
agement”.

6. Validation
The validation process sought to make use of inter-
views with expert judgment. Eight IS practitioners
from five different companies were contacted and
asked to participate due to their field of work and
experience in similar management positions in IS
departments.

These interviews were performed to further val-
idate the conclusions of the conducted research
and the proposed solution, as well as potentially
adding relevant feedback about the effectiveness
and usability of the proposed solution. Semi-
structured interviews were chosen to stimulate the
respondent to answer openly and flexibly, while
still having an objective comparison of answers.
The interviews started with introductory questions
about the interviewees’ knowledge of stakeholders,
their strategies, and methods to engage with them,
followed-up by a demonstration of the proposed so-
lution, led by the interviewer. Afterward, the ques-
tions are oriented to understand the interviewee’s
feedback concerning the proposed solution.

6.1. Results
The gathered interview results were very positive
overall, showcasing an interest by the interviewees
in the proposed solution for the identified problem.
They were unanimous in their impressions, consid-
ering both the concept of a framework to address
stakeholder management and the proposed imple-
mentation very interesting, innovative, and poten-
tially very useful to structure the information of ex-
isting project stakeholders. Some of its potential
applications were referenced by the interviewees,
noting that this proposal clearly addresses an ac-
knowledged pain point concerning existing project
management practices. Interviewees could not
identify any alternative project management soft-
ware with the proposed features addressed by this
solution.

Plenty of constructive feedback was acquired,
going as far as suggesting several extensions in
detail, some of them addressed in future work. In-
terviewees were also unanimous in considering the
proposed IS solution or an evolution thereof as a
potential success factor for a project. Their an-
swers did not consider the application as essential,
but ranked it as potentially very important to ac-
cess and make use of for the management of their
projects.

7. Conclusions
This research sought to explore and better under-
stand the problem background and the inadequate
processes and methods for management and con-
trol of stakeholder engagement.

Concerning the problems with stakeholder en-
gagement in Brisa’s IS projects, this research an-
alyzed and identified them, which concerned the
existing methods through which project managers
plan and control stakeholder engagement.

A vast bibliography on project management and
stakeholder management helped answer what are
the some of the best practices for a project man-
ager to effectively manage and control the engage-
ment of a variety of stakeholders in projects, and
especially in IS projects. The conclusions drawn
from the reviewed project management body of
knowledge prescribe the implementation of stake-
holder management processes and strategies.

While carrying out this study, it was shown that
there is a lack of available software alternatives
that address this problem, unlike other areas of
project management. A solution was proposed,
consisting of a stakeholder management frame-
work, in the form of a software application, that
can assist a project manager identify project stake-
holders, analyze and classify them and register the
plan for their engagement in a project setting. This
solution can also record the defined engagement
activities and their outcomes, allowing the project
manager to monitor the results and adapt his plans
if necessary.

This solution was demonstrated and tested in an
ongoing project of Brisa’s DTS during the iterations
of its development. Based on the registered re-
sults, it can be considered that this solution sup-
ported the project in which it was applied, enabling
an effective stakeholder management strategy that
has assisted in the achievement of a successful
project result. It was also validated through the
feedback of interviewees to a group of IS practi-
tioners.

7.1. Future Work
There are several opportunities identified for future
work, in regards to this research. The validation
chapter of this dissertation indicated that the de-
fined solution may potentially be applicable for, not
only in Brisa’s DTS, but also in other companies’
IS departments or in IT consulting. This possibil-
ity could be approached by a new or adjusted re-
search in which the proposed solution is expanded
and validated in other companies and scenarios
other than IS projects.

There are a considerable amount of features that
could be added to the proposed solution that could
not be implemented in the time span that this dis-
sertation allowed for. Those features include:
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• Software integrations with solutions such as
Active Directory (or other LDAP), that could
automatically synchronize many of the rel-
evant stakeholder information or with Mi-
crosoft’s Office 365 (Outlook) allowing the ap-
plication to be used to schedule meetings and
integrate email data automatically,

• Development of an application dashboard,
that can provide a better visual representa-
tion of existing metrics (for example, a calen-
dar highlighting the date/time for the sched-
uled stakeholder engagement activities, or a
cross-project kanban board to track and prior-
itize them).

• The introduction of additional tooltips that ad-
vise the project manager on how to handle
certain stakeholder interactions, depending on
the performed analysis. Introducing dynamic
graphical representations of each and/or all
project stakeholders depending on their clas-
sification (such as in the power/interest grid or
introducing an analysis via salience model) is
another possibility.

Another possibility would be a new iteration on
the solution that is implemented as a plugin to an
existing project management tool with widespread
usage, such as the case of Jira which supports
third-party plugin implementations and extensions,
instead of the standalone application that this dis-
sertation explored, as a proof-of-concept.
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