Communicating UX Design

to Stakeholders: Overview
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Stakeholder communication is a core UX competency,
not a soft-skill add-on

As Al speeds up artifact creation, the differentiator
is defending decisions

Stakeholders: executive sponsors, PMs, engineering,
marketing, legal, support, users

Core gap: designers think in flows; stakeholders judge
risk, cost, and revenue

Three recurring breakdowns: jargon, missing business
framing, unclear trade-offs

Roadmap: audience mapping, framing, evidence,
narrative, objections, alignment, measurement
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Outcomes: explain rationale, tailor messages,

run decision-oriented reviews, secure buy-in

CONVERSATIONS
BRIGHTER PRODUCTS



Who You Are Talking To:
Mapping Power, Interest, and Decision Authority

Plot stakeholders on a power-interest
grid; each quadrant drives a different
engagement intensity

Power: ability to approve, block, fund,
redirect, or delay — score separately
from interest

Watch hidden influence: founding
engineers, chiefs of staff, long-tenured
operators with the CEQ's ear

Extend the 2x2 with the Salience Model
(legitimacy, urgency) and a RACI for
task accountability

Refresh the map at every phase
transition or org change; a quarter-old

map is history

Never show the raw grid — share only
the engagement plan: cadence, channel,
owner
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FROM INSIGHT TO IMPACT — o

Stakeholder Empathy:
What Each Audience Actually Decides On

STAKEHOLDER PROFILES
o Run stakeholder research like user research:

interview PMs, engineering leads, and execs first Product Decision Currency
Manager Product outcomes
: Engineerin Decision Currency
top risk = s =
Lead Feasibility

Translate to their currency: revenue, feasibility,

o Six questions: KPIs, current pressure, owned vs.
influenced decisions, success language, 90-day win,
o compliance, brand trust, support-cost reduction

Decision Currency

Legal .
Compliance
Match evidence to audience: quotes for PMs,
prototypes for engineers, ROl and loss framing for execs
2 Decision Currency
Business Problem Statement: “We believe [goal]. darketing Brand trust
We observed [problem]. Enable [action].
Success = [measurable outcome].”
Customer Decision Currency
Success Support-cost
Translate, Don’t Just Tell reduction
. Designer Language . Stakeholder Language
- User needs 9 - Revenue, feasibility, Execiutiie Decision Currency

Ideas and prototypes compliance, brand trust,
Product outcomes support-cost reduction

Revenue

SAME INSIGHT. A LANGUAGE THEY CAN ACT ON.

PEOQPLE
PERSPECTIVE

BETTER DECISIONS

Preferred Evidence

Quotes

Preferred Evidence

Prototypes

Preferred Evidence

Clear rationale

Preferred Evidence

User insights

Preferred Evidence

Customer feedback

Preferred Evidence

ROI and loss framing

UNDERSTAND TODAY. BUILD TOMORROW.



' Framing the Problem Before Showing the Solution

Don’t start with screens Start with the problem and opportunity

BT ' ‘ "[User] needs [goal] but [barrier]
s | because [root cause]"

N * ”
N P %
5 | \ = ¢
P ‘ [

/ | N
/ | "How might we [action] for [user]
= ) so that [impact]?"

@) Lead with the problem, user impact, and business opportunity — never open with screens
User-Job frame: "[User] needs [goal] but [barrier] because [root cause]”
|f>/| Convert to opportunity: "How might we [action] for [user] so that [impact]?"”
GE?H Anchor frames in research quotes, not assumptions; prioritize measurable outcomes
Distinguish problem framing from solution advocacy — a shared problem reduces defensiveness

Set success metrics and constraints up front, so the room has criteria before judging

Defuse premature solutions with 5 Whys and reframing
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Evidence and Artifacts That Persuade

Low-Fidelity

Journey Map Prototype
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Supports the decision: r Supports the decision: r
Test feasibility

{ Align on the journey
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Usability Finding o
Sheet 1 Decision Card
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Supports the decision: Supports the decision: r
Understand user needs Sign off
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Match artifact to decision: journey maps
align, prototypes test feasibility, decision

cards sign off

Fidelity signals intent: low-fi invites honest
feedback, polished comps read as done

State credibility: method, participant count,
context, limitations, confidence level

Small qual samples (5-12) surface most
W patterns; frame as risk reduced

o Pair stories with numbers: 60% quotes,
40% data; use loss framing to drive action

o Progressive disclosure: light deck upfront,
searchable evidence behind it



CLEARER
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Narrative Structure for Design Reviews
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Context Evidence Insight Design Trade-off Decision Validation

® Use arepeatable arc: Context — Evidence — Insight —
Design — Trade-off — Decision — Validation

® Open with why the problem matters; close with the explicit
decision you need

® Never end on "What do you think?" — name the decision
and next steps

e Show two viable directions to shift taste debates into
strategic choices

e Use concrete moments and real user quotes, not abstract
personas

e Keep aesthetic language minimal; speak to outcomes,
constraints, behavior

e Time-box the session; order feedback: feasibility — timeline
— open decisions




Pre-Wiring and Controlling
the Feedback Loop

2

Leadership

Pre-socialize high-stakes decisions o0
in 15-minute 1:1s; objections surface
privately, not publicly

Adjacent Teams

Research stakeholders like users:
know their KPIs and pressures
before the meeting exists

Open the feedback faucet gradually:
core group, then adjacent teams,
then leadership

Core Group

Never rely on others to relay updates;
every stakeholder hears it from you

Option B
in a follow-up

Option A
for vi

Separate design feedback ("l don't
love the blue") from decision feedback
("this misses the problem”)

Use versioning to de-escalate: ‘.“‘ ‘@’ )
Option A for v1, Option B in a follow-up

Designer Stakeholder Outcome
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Handling Objections, Trade-offs,
and Difficult Conversations

Common Objections

Cost

Feasibility
Accessibility

Brand

Legal

Couldn’t Al do this?
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Acknowledge Reframe
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Acknowledge — Reframe — Offer: turn pushback into a scoped next step
Separate positions from interests: "SSO by Q2" means "close the deal”
Make trade-offs explicit — scope, time, quality, risk, user impact

Never offer binary yes/no: full build, MVP, or quick win

Publish data for all options before the meeting, not during the argument ""'\.,_

Hold the line, iterate, or escalate to a named decision-maker




Aligning Decisions,
Buy-In, and Follow-Through

DeC‘S.‘On Log view
Alternatives Rzate

Why rejected
Decided (criteria)

Send a 24-hour written summary:
decisions, open questions,
dated next steps

Keep a decision log: what, why,
rejected alternatives, review date

24-h

——

Our Summary

Record dissent openly —
suppressed objections resurface
as re-litigated calls

Decisions

O?e" questiong
(Wfth Owhe rs)

£ st alignment rhythm per
' stakeholder: async brief, weekly
sync, sprint review

Next steps
(with dates)

Close the loop: what you heard,
incorporated, and consciously
did not




Async-First Stakeholder Updates in 2026
CLEAR UPBPATES. BETTER CONVERSATIONS. STRONGER QWTCOMES.
/\
Five-section written update:
headline, shipped, at risk, asks, next Written Update 10-15 min Loom

Under five minutes to read; Headline

biweekly, weekly during launch-critical

phases What shipped

Blocked/at risk
e Keep sync time for debates,

strategic alignment, kickoffs, and What we need from you Comment-enabled
real crises Figma file
What's next
, .\ Standardized decision signals: a —

Approve / Defer / Needs Info / Escalate

Approve Defer Needs Info Escalate

Replace 60-minute reviews with
a 10-15 min Loom plus written summary

£ Give the format four cycles before
" judging it — asks get answered
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Designer Stakeholder Outcome




Measuring Communication

Effectiveness and Continuous Improvement

Track outcome signals, not activity:

proposal-to-decision time, reworks, adoption Key Communication Metrics
Four formulas: async response rate, o

el i 1 i i LK X . . =
dec'ls_,lon'velomty, meeting load eliminated, ® % =
re-litigation .
Keep re-litigation rate under 10% — Async Decision Meeting load Re-litigation
reopened decisions signal weak alignment response rate velocity eliminated rate

Run retrospectives after major pitches;

practice with peer coaching first Keep re-litigation rate under 10% —

s reopened decisions signal weak alignment
Revisit the stakeholder map quarterly

and after any org change

Stakeholder Map (Power-Interest) Improve Through Review and Practice
A
Higher
Power - 1o
= P —> D:U
Run retrospectives Practice with Revisit the stakeholder
Fopver after major pitches peer coaching first map quarterly and
Power i
- after any org change ‘
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Practice Lab: Simulated Stakeholder Review

Mixed panel: skeptical engineer, metrics-driven PM, legal partner, exec sponsor

Prepare a 5-minute narrative arc ending in one explicit decision ask
Nail the first 30 seconds: lead with the business problem, not screens
Panelists argue real interests — edge cases, the metric, compliance, timeline

Rubric feddback: framing, evidence, trade-offs, objections, clarity of the ask

Debrief: commit to one concrete behavior change for your next real review

Narrative Arc

Design Trade-off

Decision
Ask
NS
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Action Plan: Applying

Communication Skills on the Job

Map one upcoming design decision on the
power-interest grid before booking anything

Build a one-page plan: audience, message,
evidence, ask, channel, cadence, owner

Pre-socialize with highest-power, highest-
interest stakeholders; log every concern

Rehearse with a peer on the same rubric;
put the decision on the agenda

Send the written summary within 24 hours;
commit to a 30-day follow-up

Share decision logs, rubrics, and async
templates so the practice compounds

COMMUNICATE
ALIGN
MOVE FORWARD

Power-Interest Grid
A

Power

>
Interest
One-Page Communication Plan
Audience Message Evidence Ask Channel  Cadence Owner

Committoa
30-day follow-up

Send the written
a summary within
24 hours



PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/48812ffc/public


https://personwise.ai/t/48812ffc/public?entry_surface=public_courseware_pdf

