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1 Inputs

Project Overview Document
2 Outputs

Stakeholder Needs List

 Index
3 Overview

At the start of the project, an initial meeting with representatives of each stakeholder type sets the scope and direction of the project which is documented in the Project Overview Document (See Project Management Stage). This task, Gather Stakeholder Needs, is about gathering the needs of the individual stakeholders of the types defined in the Project Overview Document. A list of those needs is created in order that the Requirements Decision Making Board can set development priorities for the project. A key part of this process is feeding back the whole prioritised list to each stakeholder for comments.
If the time it takes to update, prioritise and republish the Stakeholder Needs List is kept to one week, then 3 iterations can occur in 3 weeks. After the third iteration the list should be stable. This can then be considered to be consensus. Note that consensus in not that everyone agrees with the decision, but that everyone accepts the decision even if they don’t agree with it. This can normally only be achieved if every stakeholder feels that they have had the opportunity to state their needs and that they have been listened to. 
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4 Define Stakeholders

Refer to the Project Overview Document for defined Stakeholder Types and Users for the project or system. For each stakeholder type, define the stakeholders/users to be interviewed. Ideally this list should include all possible stakeholders of each type. If this is not practical, then a representative selection of each stakeholder type should be chosen.

 Index
5 Conduct Stakeholder Meetings
Use a template document for the questions to be asked of each individual stakeholder. Write down the answers for each stakeholder, preferably in a copy of the template, one for each stakeholder. This is probably best done using a laptop and an electronic copy of the template. Remember that the questions are just a guide and designed to stimulate thought. If the stakeholder talks at length about a particular problem then it is probably important to them. Listen carefully and keep writing rather than try to move them on to the next question.
5.1 Introduction

· Briefly outline the thrust of the project as defined in the Project Management Overview

5.2 Establish Stakeholder/User Profile

· Name, Job Title

· How long have you been with this company?

· How long have you been in your role?

· Do you manage people? If so what are their responsibilities?

· What are your main responsibilities?
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5.3 Elicit Problems

· What problems do you experience in your role?

· Why does the problem exist?

· How do you solve it now?

· How would you like to solve it?

· Please rank these problems in order of importance.
5.4 Establish System Usage

· What systems, databases, applications, spreadsheet, lists or information sources do you use?
5.5 Establish Business Interaction

· What other areas of the business do you interact with and why?
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5.6 Elicit Specific Requirements

· What specific requirements would you have for a new system/process?

· With what standards do you need to comply?
· What reports do you need to generate? (get examples)

· What documents do you create as part of your work? (get examples)

· What work do you have to authorise? For whom?

· What work that you do requires authorisation? By whom?
5.7 Wrap Up
· Summarise the top 3 problems mentioned. Read it back to them to confirm comprehension.
· Are there any other questions I should be asking you?

· Is there anyone else you think I should be speaking to?

· Would you be prepared to take part in a requirements workshop? (explain what is involved)

· Please call me if you think of anything important that we have not covered today.

· Thank you for your time.

· Provide your contact details.
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6 Update Stakeholder Needs List
· Add the top 3 needs for each stakeholder to the Stakeholder Needs List.
· Submit the list to the Project Requirements Decision Board for prioritisation. It is important that this is done quickly so the list can be fed back to the stakeholders while the issues are still fresh in their minds.
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Publish Stakeholder Needs List
· Publish the completed, prioritised Stakeholder Needs List to each stakeholder.

· Include a copy of the original stakeholder meeting document.

· Ask for any corrections or changes to their needs within one week.
· Explain that the Project Requirements Decision Board will decide which needs will be addressed as part of the project. Provide the names and contact details of the board members (see Project Overview Document) so they can negotiate priority for their needs.
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7 Step Flow Activity Diagram
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