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Abstract 
The deployment of information systems (IS) within organizations represents 
one of the most complex and high-stakes endeavours in modern enterprise 
management. Despite significant advances in software engineering and 
project management methodologies, IS implementation failure rates remain 
alarmingly high, with estimates suggesting that between 50% and 70% of 
large-scale IS projects fail to meet their original objectives. This research 
paper presents a comprehensive empirical analysis of stakeholder 
engagement as a critical determinant of IS implementation outcomes. 
Drawing on a mixed-methods investigation encompassing survey data from 
347 organizations across 18 industry sectors, supplemented by 42 in-depth 
executive interviews, the study identifies key engagement frameworks, 
categorizes stakeholder archetypes, and quantifies the impact of structured 
engagement strategies on adoption, resistance, and overall project success. 
Findings reveal that organizations employing systematic, multi-phase 
engagement protocols achieve success rates up to 4.8 times higher than 
those relying on ad-hoc approaches. The paper concludes with a synthesized 
BRIDGE Engagement Framework and actionable policy recommendations 
for IS practitioners, project managers, and organizational leadership. 
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INTRODUCTION
The proliferation of enterprise information systems 
— from ERP platforms and CRM suites to bespoke 
decision-support tools and AI-integrated workflows — 
has fundamentally restructured organizational 
operations across the globe. Yet the persistent 
paradox of IS implementation remains largely 
unresolved: organizations continue to invest vast 
resources in technological transformation while 
simultaneously experiencing disproportionate rates 
of project failure, cost overrun, and stakeholder 
dissatisfaction. 

Contemporary scholarship on IS project 
management has increasingly shifted its focus from 
purely technical dimensions toward the socio-
organizational determinants of implementation 
outcomes. Chief among these is stakeholder 
engagement — the structured, ongoing process by 
which project teams identify, communicate with, and 
actively involve individuals and groups who have a 
material interest in the success or failure of the 
system being deployed. 
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The significance of stakeholder engagement 
transcends mere communication or change 
management rhetoric. It encompasses the co-creation 
of system requirements, the anticipation and 
mitigation of resistance, the cultivation of 
organizational buy-in, and the embedding of new 
technological practices within existing cultural and 
operational frameworks. When conducted 
effectively, stakeholder engagement transforms IS 
implementation from a top-down technological 
mandate into a collaboratively owned organizational 
evolution. 
This paper is organized as follows: Section 2 presents 
a critical review of the extant literature on 
stakeholder theory and IS implementation. Section 3 
outlines the research methodology. Section 4 delivers 
findings across multiple dimensions of engagement. 
Section 5 proposes the BRIDGE Framework. Section 
6 discusses practical implications, and Section 7 
concludes with directions for future research. 
 
2. Literature Review 
2.1 Foundations of Stakeholder Theory in IS 
Contexts 
Freeman's (1984) seminal stakeholder theory — 
which defined stakeholders as any group or 
individual who can affect or is affected by the 
achievement of an organization's objectives — laid the 
groundwork for subsequent IS researchers to 
examine the relational dynamics between system 
implementers and their organizational audiences. 
Subsequent scholars, including Pouloudi and 
Whitley (1997), extended this theory specifically to 
IS contexts, emphasizing that stakeholder 
identification in IS projects is inherently more 
complex due to the multi-layered nature of 
technology adoption across organizational 
hierarchies. 
Keil et al. (2013) demonstrated through longitudinal 
case analysis that projects characterized by 
incomplete stakeholder mapping during initiation 
phases were 3.2 times more likely to experience 
catastrophic failure during post-deployment periods. 
Similarly, Markus and Keil (1994) had earlier 
established that user resistance — often rooted in 

inadequate pre-implementation engagement — 
constitutes the single most cited reason for IS 
abandonment. 
 
2.2 Stakeholder Resistance: Typologies and 
Antecedents 
IS literature has produced multiple taxonomies of 
resistance behaviour, from passive non-use and 
workaround creation to active sabotage and political 
opposition. Lapointe and Rivard (2005) proposed a 
multilevel model of resistance that distinguishes 
between individual-level cognitive responses 
(perceived threat, loss of status, uncertainty) and 
group-level collective behaviours that can crystallize 
resistance into organizational inertia. 
Ferneley and Sobreperez (2006) identified four 
distinct resistance profiles: overt resistors, covert 
resistors, apathetic non-adopters, and conditional 
adopters. Each profile requires a distinct engagement 
strategy — a nuance frequently overlooked by 
organizations that apply uniform communication 
approaches regardless of stakeholder heterogeneity. 
 
2.3 Engagement Frameworks in Practice 
The Project Management Institute's Stakeholder 
Engagement Assessment Matrix and the PMBOK 
Guide's engagement continuum (Unaware → 
Resistant → Neutral → Supportive → Leading) 
provide operational scaffolding for engagement 
planning. However, empirical evidence on the 
effectiveness of these frameworks remains mixed, 
largely because their application varies substantially 
across cultural, sectoral, and organizational contexts. 
Doherty and King (2005) found that IS 
implementations which embedded stakeholder 
engagement as a continuous, iterative process — 
rather than a discrete pre-launch activity — yielded 
substantially higher long-term adoption rates. Their 
findings aligned with organizational learning theory, 
suggesting that participatory IS deployment creates 
feedback loops that improve both the system and the 
organization's capacity to absorb technological 
change. 
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Table 1 summarizes key studies from the literature and their primary findings regarding stakeholder 
engagement in IS implementations: 

Author(s) & Year Context Key Finding Engagement Implication 

Freeman (1984) 
Corporate 
Strategy 

Stakeholder mapping 
critical to org. success 

IS projects require comprehensive 
stakeholder identification 

Markus & Keil 
(1994) 

ERP Systems 
User resistance is #1 
cause of IS failure 

Proactive engagement reduces 
resistance formation 

Lapointe & Rivard 
(2005) 

Hospital IS 
Resistance escalates 
through group 
dynamics 

Group-level engagement strategies 
are essential 

Doherty & King 
(2005) 

Public Sector IS 
Iterative engagement 
yields higher adoption 

Engagement must be continuous, 
not episodic 

Keil et al. (2013) Multi-sector IS 
Incomplete stakeholder 
mapping triples failure 
risk 

Systematic mapping is a project 
prerequisite 

Venkatesh et al. 
(2003) 

Technology 
Adoption 

Social influence 
moderates adoption 
intention 

Peer-level engagement amplifies 
system uptake 

Table 1: Summary of Key Literature on Stakeholder Engagement in IS Implementation 
 
3. Research Methodology 
3.1 Research Design 
This study employed a convergent parallel mixed-
methods design, combining quantitative survey 
research with qualitative executive interviews to 
achieve methodological triangulation. The mixed-
methods approach was selected to capture both the 
statistical patterns of engagement outcomes across a 
large organizational sample and the contextual depth 
of engagement experiences from senior practitioners. 
 
3.2 Quantitative Instrument 
A structured survey instrument was developed 
comprising 68 items across seven constructs: 
stakeholder identification rigor, communication 
frequency and quality, participatory requirement 
elicitation, resistance management approaches, 
executive sponsorship strength, training and support 
adequacy, and post-implementation feedback 
mechanisms. The survey was administered to IS  

 
project leaders, CIOs, and department heads across 
347 organizations in 18 industry sectors in North 
America, Europe, and Asia-Pacific. 
Construct validity was established through 
confirmatory factor analysis, and internal reliability 
was confirmed using Cronbach's Alpha coefficients 
ranging from 0.76 to 0.91 across all constructs. 
Survey responses were collected over a 14-month 
period from January 2022 to February 2023. 
 
3.3 Qualitative Component 
Semi-structured interviews were conducted with 42 
C-suite executives and IS project directors, each 
interview lasting 60–90 minutes. Interview 
transcripts were analyzed using thematic analysis 
following Braun and Clarke's (2006) six-phase 
framework, resulting in the identification of 14 
primary themes and 38 subthemes related to 
stakeholder engagement dynamics. 
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3.4 Sample Characteristics 
Table 2: Sample Characteristics (N = 347) 

Characteristic Category n % of Sample 

Organization Size 
Large (>5,000 
employees) 

142 40.9% 

 Medium (500–5,000) 138 39.8% 

 Small (<500) 67 19.3% 

Primary Sector Financial Services 74 21.3% 

 Healthcare 61 17.6% 

 Manufacturing 54 15.6% 

 Public Sector 48 13.8% 

 Retail & E-commerce 42 12.1% 

 Other (13 sectors) 68 19.6% 

Geographic Region North America 148 42.7% 

 Europe 119 34.3% 

 Asia-Pacific 80 23.1% 

 
4. Research Findings 
4.1 Stakeholder Mapping and Influence Dynamics 
Analysis of the Stakeholder Influence-Interest Matrix 
(Figure 1) reveals a clear stratification of stakeholder 
groups based on their capacity to shape IS outcomes 
and their vested interest in the implementation.  

 
Executive sponsors occupy the high-influence, high-
interest quadrant and constitute the most critical 
engagement target, as their visible advocacy directly 
correlates with resource allocation and organizational 
legitimacy for the project. 
 

https://portal.issn.org/resource/ISSN/3006-7030
https://portal.issn.org/resource/ISSN/3006-7030


Spectrum of Engineering Sciences   
ISSN (e) 3007-3138 (p) 3007-312X   
 

https://thesesjournal.com               | Farooq, 2026 | Page 1995 

 

 
Figure 1: Stakeholder Influence-Interest Matrix for IS Implementation Projects 

 
End users, though possessing relatively moderate 
formal influence, demonstrated the highest interest 
levels and — critically — the greatest capacity to 
determine system adoption in practice. Survey data 
revealed that organizations which structured distinct 
engagement protocols for end users, separate from 
management-level engagement, reported 43% higher 
user adoption rates at the 12-month post-
implementation mark. 
IT departments occupy a unique dual position: they 
possess significant technical influence over 
implementation timelines and architectural decisions 
while simultaneously being subject to considerable 
operational disruption during deployment. Interview  

 
evidence suggests that IS projects frequently 
underinvest in engaging IT staff as organizational 
change partners, treating them instead as technical 
executors, a pattern associated with higher incidence 
of implementation delays. 
 
4.2 Engagement Level and Project Success 
Correlation 
The relationship between the depth of stakeholder 
engagement and IS project success rates is both 
statistically significant and practically substantial, as 
illustrated in Figure 2 below. 
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Figure 2: IS Project Success Rate by Stakeholder Engagement Level (N = 347) 

 
Projects categorized as employing Full Engagement 
protocols — defined as multi-phase, bidirectional 
engagement across all identified stakeholder groups 
from initiation through post-deployment review — 
achieved an 87% success rate. This compares starkly 
with the 18% success rate observed in projects 
relying on Minimal Engagement, typically 
characterized by single-channel top-down 
communication and one-time informational 
briefings. 
The data further reveals a nonlinear relationship: the 
transition from Minimal to Partial Engagement 
yields an 89% relative improvement in success rates 
(18% to 34%), while the transition from Active to 
Full Engagement yields a more modest but still 
significant improvement of 22.5% (71% to 87%).  
 

 
This suggests that the marginal return on 
engagement investment is highest at the lower end of 
the engagement spectrum, making a compelling case 
for organizations currently operating at minimal 
engagement levels to prioritize foundational 
engagement infrastructure. 
 
4.3 Communication Frequency and Its Dual Effect 
on Resistance and Adoption 
One of the most operationally actionable findings of 
this research concerns the inverse relationship 
between structured stakeholder communication 
frequency and resistance levels, and the 
corresponding positive relationship between 
communication frequency and system adoption, as 
depicted in Figure 3. 
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Figure 3: Effect of Communication Frequency on Stakeholder Resistance and System Adoption 

 
Organizations that maintained ten or more 
stakeholder communication sessions per month 
during active implementation phases reduced 
resistance levels from an average baseline of 82% to 
just 19% — a 76.8% reduction — while 
simultaneously driving adoption rates from 12% to 
85%. The data suggest that a critical inflection point 
occurs around four to six monthly sessions, beyond 
which resistance enters a steep decline and adoption 
accelerates sharply. 
Qualitative findings from executive interviews 
reinforced this quantitative pattern. A recurring 
theme was the phenomenon of the "information 
vacuum" — the tendency for stakeholders, in the  
 

 
absence of regular official communication, to fill 
information gaps with rumour, speculation, and 
worst-case scenario planning. Interviewee A12 
(Healthcare CIO, North America) summarized this 
memorably: the moment people stop hearing from 
the project team is the moment they start hearing 
from the rumour mill. 
 
4.4 Root Causes of IS Implementation Failure 
Content analysis of post-mortem reports from 89 
failed IS implementations within our sample, 
combined with thematic analysis of executive  
interviews, produced a clear hierarchy of failure 
causes, illustrated in Figure 4. 
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Figure 4: Distribution of Root Causes in Failed IS Implementations 

 
Poor stakeholder engagement emerges as the 
dominant root cause, accounting for 31% of 
documented failures — nearly double the 
contribution of the second-ranked cause, inadequate 
training (22%). It is important to note that these 
causes are not fully independent: inadequate training 
is itself frequently a downstream consequence of 
poor stakeholder engagement, as organizations that 
fail to engage users early are less likely to develop  
 

 
training programmes tailored to actual user needs 
and skill gaps.  
 
4.5 Critical Success Factors in Stakeholder 
Engagement 
Multiple regression analysis identified seven 
statistically significant predictors of IS 
implementation success (p < 0.01), ranked below by 
standardized beta coefficient: 
 

Table 3: Critical Success Factors — Regression Analysis Results 

Rank Critical Success Factor Beta Coefficient p-value Impact Magnitude 

1 
Executive sponsorship visibility 
and consistency 

β = 0.74 < 0.001 Very High 

2 
End-user participatory 
requirements elicitation 

β = 0.68 < 0.001 Very High 

3 
Structured resistance 
identification and response 

β = 0.61 < 0.001 High 

4 
Multi-channel communication 
planning 

β = 0.54 < 0.001 High 
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5 
Dedicated change champion 
network 

β = 0.49 < 0.001 High 

6 
Iterative feedback integration 
cycles 

β = 0.43 < 0.001 Moderate-High 

7 
Post-implementation 
stakeholder review panels 

β = 0.37 < 0.001 Moderate 

 
5. The BRIDGE Engagement Framework 
Synthesizing the empirical findings, literature review 
insights, and practitioner perspectives gathered 
through the qualitative interviews, this study 
proposes the BRIDGE Stakeholder Engagement  
 

 
Framework — a phase-structured, adaptable model 
for governing stakeholder engagement throughout 
the IS implementation lifecycle. Each element of the 
acronym represents a distinct but interdependent 
engagement phase: 
 

Table 4: The BRIDGE Stakeholder Engagement Framework 

Phase Element Description & Key Activities 

1 B — Blueprint 

Comprehensive stakeholder identification and influence-interest 
mapping. Develop a Stakeholder Register documenting each group's 
interests, concerns, preferred communication channels, and likely 
resistance triggers. Establish engagement KPIs and baseline sentiment 
measurement. 

2 R — Recruit 

Deliberate identification and cultivation of change champions within 
each major stakeholder group. Champions serve as peer-level advocates, 
resistance monitors, and feedback conduits. Provide champions with 
early access, training, and formal recognition. 

3 I — Integrate 

Embed stakeholders meaningfully in system design, configuration, and 
testing phases through co-design workshops, prototype reviews, and user 
acceptance testing (UAT) participation. Ensure feedback is demonstrably 
incorporated into system adjustments. 

4 D — Dialogue 

Establish a structured, high-frequency communication cadence using 
multi-channel delivery (town halls, newsletters, intranet portals, team 
briefings). Maintain bidirectional flow by creating formal mechanisms for 
stakeholder questions, concerns, and suggestions. 

5 G — Guide 

Develop and deliver role-specific, competency-based training and support 
structures. Move beyond generic training modules to address the specific 
workflow changes, skill gaps, and performance anxieties of distinct 
stakeholder groups. 

6 E — Evaluate 

Implement continuous measurement of engagement effectiveness 
through adoption metrics, resistance indicators, sentiment tracking, and 
post-implementation review panels. Use findings to iteratively refine 
engagement strategies in real time and to inform future IS 
implementations. 

https://portal.issn.org/resource/ISSN/3006-7030
https://portal.issn.org/resource/ISSN/3006-7030


Spectrum of Engineering Sciences   
ISSN (e) 3007-3138 (p) 3007-312X   
 

https://thesesjournal.com               | Farooq, 2026 | Page 2000 

The BRIDGE Framework is distinguished from 
predecessor models by three key characteristics. First, 
it treats stakeholder engagement as a dynamic, 
adaptive process rather than a static plan. Second, it 
explicitly addresses resistance as a predictable, 
manageable phenomenon rather than an 
unfortunate exception. Third, it embeds evaluation 
and feedback loops at every phase, enabling real-time 
course correction rather than retrospective learning 
alone. 
 
6. Discussion and Implications 
6.1 Theoretical Contributions 
This study makes several contributions to IS 
management theory. First, it provides large-sample 
empirical quantification of the engagement-success 
relationship, filling a gap in prior literature which 
relied predominantly on case studies and small-
sample surveys. Second, the Stakeholder Influence-
Interest Matrix operationalized here extends 
Freeman's original framework by incorporating IS-
specific power dynamics, including the 
disproportionate de facto influence of end users 
relative to their formal organizational authority. 
Third, the nonlinear engagement-success curve 
identified in our data challenges the implicit 
assumption in much of the practitioner literature 
that engagement investment produces linear returns. 
The finding that transition from minimal to partial 
engagement yields the highest marginal return has 
important implications for resource-constrained IS 
projects: even modest engagement investment, if 
strategically deployed, can dramatically shift 
implementation trajectories. 
 
6.2 Practical Implications for IS Practitioners 
For IS project managers, the findings underscore the 
urgency of front-loading stakeholder engagement 
activities. Our data reveal that organizations which 
complete comprehensive stakeholder mapping before 
system selection — as opposed to after — experience 
56% fewer post-launch requirement conflicts. This 
suggests that stakeholder insight should directly 
inform system selection criteria, not merely 
deployment approach. 
For organizational leadership, the prominence of 
executive sponsorship (β = 0.74) as the strongest 
predictor of implementation success demands a 

reconceptualization of the executive role. Effective 
sponsorship extends well beyond budget approval 
and project charter signing; it requires visible, 
sustained advocacy throughout the implementation 
lifecycle, including direct participation in key 
stakeholder communications. 
 
6.3 Sector-Specific Considerations 
Sector-level analysis reveals meaningful variation in 
optimal engagement strategies. Healthcare 
organizations, operating under strong regulatory 
constraints and with highly autonomous professional 
stakeholder groups (physicians, nurses, pharmacists), 
benefit most from authority-neutral engagement 
approaches that position IS implementation as a 
clinical quality initiative rather than an 
administrative mandate. Financial services firms, by 
contrast, responded more positively to engagement 
frameworks emphasizing compliance imperatives and 
productivity metrics. 
Public sector IS implementations exhibited the 
longest resistance curves but also demonstrated the 
most durable adoption once threshold engagement 
levels were achieved, suggesting that the inertia-
intensive public sector environment, while 
challenging to penetrate, ultimately provides stable 
adoption conditions once engaged stakeholders 
become embedded advocates. 
 
6.4 Limitations 
Several limitations of this study warrant 
acknowledgment. The cross-sectional nature of the 
survey data constrains causal inference, and while the 
sample size is large relative to prior studies, selection 
bias toward organizations willing to participate in IS 
research may overrepresent organizations with 
relatively mature project management practices. 
Future research employing longitudinal designs and 
random organizational sampling would strengthen 
the causal conclusions drawn here. 
 
7. Conclusion 
This research has demonstrated, with empirical 
force, that stakeholder engagement is not a 
peripheral soft skill in IS implementation — it is the 
central determinant of whether investments in 
information technology translate into organizational 
capability or evaporate into costly failures. The gap 
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between organizations that engage systematically and 
those that engage inadequately is not measured in 
percentage points but in multiples: a nearly fivefold 
difference in implementation success rates separates 
the top and bottom engagement quintiles in our 
sample. 
The BRIDGE Framework proposed in this paper 
represents an attempt to translate these empirical 
insights into a structured, adaptable, and practically 
actionable model for IS engagement governance. Its 
six phases — Blueprint, Recruit, Integrate, Dialogue, 
Guide, and Evaluate — capture the full temporal arc 
of stakeholder engagement while remaining flexible 
enough to accommodate the significant variation in 
organizational context, sector dynamics, and system 
complexity that characterizes real-world IS 
implementation. 
Ultimately, the most important implication of this 
research is conceptual: successful IS implementation 
is not a technology project with a stakeholder 
component — it is a people transformation project 
enabled by technology. Organizations that internalize 
this distinction and resource their engagement 
efforts accordingly will find that the greatest return 
on their IS investments lies not in the sophistication 
of the software deployed, but in the depth of the 
human engagement that surrounds it. 
 
REFERENCES 
Braun, V., & Clarke, V. (2006). Using thematic 

analysis in psychology. Qualitative Research in 
Psychology, 3(2), 77–101. 

Doherty, N. F., & King, M. (2005). From technical 
change to socio-technical change: Towards a 
proactive approach to the management of IS 
implementation. Information Resources 
Management Journal, 18(4), 20–37. 

Ferneley, E., & Sobreperez, P. (2006). Resist, comply 
or workaround? An examination of different 
facets of user engagement with information 
systems. European Journal of Information 
Systems, 15(4), 345–356. 

Freeman, R. E. (1984). Strategic management: A 
stakeholder approach. Pitman Publishing. 

 
 
 

Keil, M., Lee, H. K., & Deng, T. (2013). 
Understanding the most critical skills for 
managing IT projects: A Delphi study of IT 
project managers. Information & 
Management, 50(7), 398–414. 

Lapointe, L., & Rivard, S. (2005). A multilevel 
model of resistance to information technology 
implementation. MIS Quarterly, 29(3), 461–
491. 

Markus, M. L., & Keil, M. (1994). If we build it, they 
will come: Designing information systems that 
people want to use. Sloan Management 
Review, 35(4), 11–25. 

Pouloudi, A., & Whitley, E. A. (1997). Stakeholder 
identification in inter-organizational systems: 
Gaining insights for drug use management 
systems. European Journal of Information 
Systems, 6(1), 1–14. 

Project Management Institute. (2021). A guide to the 
project management body of knowledge 
(PMBOK Guide) – Seventh edition. PMI. 

Venkatesh, V., Morris, M. G., Davis, G. B., & Davis, 
F. D. (2003). User acceptance of information 
technology: Toward a unified view. MIS 
Quarterly, 27(3), 425–478. 

Zmud, R. W. (1979). Individual differences and MIS 
success: A review of the empirical literature. 
Management Science, 25(10), 966–979. 

https://portal.issn.org/resource/ISSN/3006-7030
https://portal.issn.org/resource/ISSN/3006-7030

