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Organise meetings with stakeholders 

PURPOSE 

To reflect on the results of the needs analyses (Meeting 1) and decide upon an action plan 

to select multilevel interventions for improving mental health and well-being in the workplace 
(Meeting 2). 

DESCRIPTION 

Time: 2h per meeting 

Participants: Representatives from all stakeholders (e.g., employee representatives, HR, 
leaders, and project managers). It should be kept to a maximum of 10 attendees. In large 
organisations, separate stakeholder meetings for different units/areas/departments. One 
facilitator is recommended to run the meeting and cognitive mapping exercises, with an 
observer to take notes and assist with exercises.  

Materials: A projector and computer, a cognitive map, red and green post-it notes, marker 
pens, and audio recorder (optional).  

Digital alternative: Online conferencing platforms (e.g., Zoom, Teams, Google Meet), digital 
whiteboard/visual collaboration tools (e.g., Mural, Miro, Padlet, Lucidspark), or Canva and 
Genially. Ground rules for participants (e.g., cameras on, use of chat) should be established, 
with a co-facilitator to manage timing and technology (e.g., answering chat questions, placing 
post-it notes). 
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1.Recommendations for 1st Stakeholder 
Meeting 

The first stakeholder meeting’s goal is that of reflecting on the findings from the Needs 
Analysis (Step 2) and prioritising needs. You can follow the structure below. 

COGNITIVE MAPPING 

The cognitive mapping will follow the structure indicated in the table below. This cognitive 
mapping exercise aims at identifying most pressing needs and priorities, as well as demands 
and resources we want to focus on improving. 

 

PRESENTATION OF RESULTS 

The results from the Need Analysis should be presented in a simple and straightforward 
way. As the group discussion begins, take some time for clarifying questions about the 
results. 

● Are there any expected or unexpected results? 
● Is anything missing? 
● Do the results of the different needs assessments agree? If not, why? 
● Are there overlapping themes or contradictory statements? 
● What story do the results from the interviews and context measures tell? 
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● What do you think are the main causes of these results/problems? 
● Do the issues identified apply to all departments and/or are the results high in 

certain departments/teams or increasing over time? 
● Are certain outcomes particularly important to our organisation's mission, vision or 

goal? 

After getting everyone's input and feedback on the results, the facilitator will use post-it notes 
and write down the needs identified. Try to find a balance between the issues you want to 
improve and those you want to maintain. Put the post-it notes on the map. 

PRIORITISATION 

This will serve as the foundation for choosing interventions in the second stakeholder 
meeting. It is not possible to solve all the problems in the psychosocial work environment at 
the same time. It is important to set priorities.  

● Make sure that you also focus on the strengths and positive aspects of daily work.  
● Use the post-it notes and throw the needs that are not relevant or impossible to fulfil 

(e.g. lack of resources, time) into the 'bin'.  
● Put the needs you are not sure about in the "parking space" (P).  
● Agree on 3 points you want to keep and 3 points you want to improve. 

.Once you have a shared overview of the problem areas, you can further subdivide them into: 
Conditions (e.g. a pandemic) and Factors (e.g. job insecurity). 

NOTE: Before ending the meeting, explain what will happen in the 2nd stakeholder meeting 
(selection of interventions) and tell when and where we will meet next time. There should not 
be too much time between the two meetings (maximum two weeks). You can send the report 
in advance so that the participants have a chance to read it and prepare for the meeting. 

Tales from the Field: Mind the Context! 

Organisations are complex and dynamic environments, and changes may occur unexpectedly. 
In one intervention site, several needs were identified, and multilevel interventions were 
selected. However, since employees had a very limited amount time it was decided to 
implement one single intervention instead. The final decision was jointly made with the 
organisation based on two crucial factors. First, the chosen intervention had to specifically 
address one relevant need emerged during the needs analysis. That is, team communication 
was perceived as one of the main raising issues. Second, the chosen intervention had to be 
adaptable to employees’ work schedules. A Sociomapping intervention was put in place. This 
example highlights how action plans consistent with the needs is of paramount importance, 
but so is choosing feasible interventions considering employees’ current resources. 
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2.Recommendations for 2nd Stakeholder 
Meeting 

The second stakeholder meeting builds up on the prioritisation done at the end of the first 
meeting so to 

• choose interventions that align with the identified needs 
• identify interventions that target different levels (individual, group, leader, 

organisation) 
• layout an action plan detailing the implementation process 

COGNITIVE MAPPING 

Refer to the cognitive map you worked on during the 1st Stakeholder Meeting. 

 

WHICH LEVELS? 

Determine which level of intervention you want to target among: 

● Individual (I) – e.g., employees’ skills and abilities 
● Group (G) – e.g., teamwork dynamics and processes 
● Leader (L) – e.g., leadership skills and abilities 
● Organisation (O) – e.g., work organisation and job design 
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Example 1: If poor team communication and high workload are causing stress for employees, actions 
could be taken to improve team communication at the G level and relieve stress at the I level. 

 

WHICH INTERVENTIONS? 

 

Choose interventions that match the issues you want to target. 

Example 2: taken the example 1 as a case, one could think of implementing the following: 

a) Mental health awareness training (Leader Level) 

b) Positive social interaction intervention (Group Level) 

c) Role clarity: Optimisation of Healthy Organisational Practices (Organisation Level) 

 

It is essential to ensure the fit between the needs that you identify, the objectives that you prioritise, and 
the concrete actions or intervention you implement. 
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ACTION PLAN 

The final phase of the meeting is about proposing solutions on how to progress. The action 
plan should be completed with descriptions of the activities that focus on development and 
implementation. The action plans must state the key details for implementing an overall 
strategy, through stating specific actions. 

The action plans will inform people about 

• the what  
• the who  
• the how 

The action plan should specify 

• timeframe 
• goal and objectives 
• stated actions 
• targets identified 
• actors and commitment 
• set deadlines 
• available and needed resources 
• communication management 
• desirable results 
• dependencies 
• barriers and constraints 
• how to allow flexibility 
• how to monitor status of actions 
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