
 
  

Stakeholder trust map 
 

purpose: 
A first step to understand the context you are 
working in is to understand who you are 
dealing with: your stakeholders. But to make 
sure you are able to involve these people or 
organisations in your process; you need to 
know how you can approach them. And that all 
is connected to your relationship with them. 
 
In a stakeholder trust map, you can visualize 
who your stakeholders are, how you are 
connected to them and the quality of your 
relationship with them. When you have that 
information, you have a better understanding of 
your priorities (i.e. if you know your 
relationship with one of your key stakeholders 
is not that good, your first action should be to 
improve that relationship, rather than start by 
inviting them into your process immediately.) 
Trust is built over time. When you have the trust 
of your stakeholders, it will lead to a more 
constructive outcome of your co-creative 
process.  
 
timeframe: 30 – 60 minutes 

 

materials:  
large pieces of paper, markers 

instruction: 
This can be a solo-exercise, but it will be more 
effective if you have someone to spar with. You 
tend to get more ideas when you can think out 
loud, and reflect on each other’s input.  
 
Take the large piece of paper.  
Write down all the stakeholders you can think 
of, and separate them from each other by 
drawing a circle around each one of them.  
 
If you are working in team that represents 
multiple organisations, or that has people with 
very diverse networks, assign a colour marker 
to each person or organisation.  
 
For each stakeholder, you now mark who or 
which organisation has the most direct 
connection to that stakeholder.  
 
Take a second piece of paper and group the 
stakeholders that have the same connection to 
your project. If some of the stakeholders are 
not yet matched, you’ll assign them, dividing 
them over them people/organisations involved. 
 



 
  

Now mark down for each stakeholder what 
type of relationship they have with their 
connector.  
 
If it is a positive, trustful relationship mark it 
with a plus (‘+’), if it is a negative relationship 
mark it with a minus (‘-) and if it is something in 
between mark it with a plusminus (‘+-‘). If you 
don’t know what type of relationship you are 
dealing with mark it with a question mark (‘?’).  
 
Take a look at the list of plusses: how can you 
make use of that relationship to further your 
project? 
 
Looking at the minuses and the plusminuses, 
what can you do to improve that relationship? 
 
And finally, think of ways to get a better view 
on the relationships marked with a question 
mark.  
 
When you have this overview, you can assign 
people to actively work on each relationship.  
 


