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Stakeholder Analysis 

 

Introduction 

In this lesson we continue our discussion on stakeholders and explain 

how to undertake stakeholder analysis. 

Critical to any successful inclusive engagement process is getting this 

phase of your engagement planning right. 

Identifying who should be involved in the engagement process is 

perhaps one of the most difficult parts to doing stakeholder 

engagement. 

Finding the right mix of participants, and ensuring that no group is inadvertently (or perhaps, 

intentionally) excluded, is essential to providing legitimacy and credibility to the engagement 

process. 

 

Why do stakeholder analysis? 

Stakeholder analysis helps assess a project environment 

and to determine how best to negotiate during 

discussions about the project.  

More specifically, doing stakeholder analysis can: 

• draw out the interests of stakeholders in relation to 

the problems which the project is seeking to address 

(at the identification stage) or the purpose of the 

project (once it has started); 

• identify conflicts of interest between stakeholders, 

which will influence the assessment of a project’s 

riskiness; 

• help to identify relations between stakeholders which can be built upon, and may enable 

“coalitions” of project sponsorship, ownership and cooperation; and 

• help to assess the appropriate type of participation by different stakeholders, at successive 

stages of the project. 

 

Identifying who should be Involved 

Whilst each engagement process is determined by the individual context and scope of the project or 

issue, there are some general principles for identifying appropriate participants.  

These questions which can help to ensure that no important sectors are forgotten: 

• Who is directly responsible for the decisions on the issues? 

• Who is influential in the area, community and/or organisation? 
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• Who will be affected by any decisions on the issue (individuals and 

organisations)? 

• Who runs organisations with relevant interests? 

• Who is influential on this issue? 

• Who can obstruct a decision if not involved? 

• Who has been involved in this issue in the past? 

• Who has not been involved, but should have been? 

It is also useful to consider categories of participants, which would include: 

• A sample representative from the wider public (whether or not they directly affected by the issue) 

• Those particular sections of the public directly affected by the issue 

• Statutory Consultees 

• Relevant government organisations 

• Special interest groups, local or national NGOs, trade associations, & unions representatives 

• Individuals with particular expertise (technical or personal) 

 

Key Issues to consider when identifying potential Stakeholder Groups 

 Who decides who is involved? 

As the selection of participants can be such a politically 

charged responsibility, it is useful to make the selection 

process as transparent as possible. Ideally, the 

planning/design group for the whole process will make 

these decisions. It is wise to ensure that the reasons for 

selection are noted so that any questions about 

selection can be answered. 

 

 Resisting pressure on numbers 

There is often internal and external pressure to expand or reduce the list of those involved. The 

number of people involved should not be arbitrary but based on a coherent understanding of the 

purpose and the context of the process. 

 

Marginalising “Usual suspects” 

Organisations sometimes try to avoid involving the “usual suspects”, 

which has become a term of denigration for people who habitually give 

time and effort to what they see as their civic responsibilities. 

Describing someone as a ‘usual suspect’ should never be grounds to 

exclude them from a process any more than it is grounds for including 

them: people should be involved because they are the right people. 
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Opponents 

It is equally wrong to exclude an individual or an organisation for being 

a known opponent of a given purpose or process. Indeed, there are 

often good reasons for keeping opponents “inside the tent”: these can 

be the people who most need to be involved so that they gain some 

ownership of the process and perhaps become more likely to support 

the final outcome (or at least, less inclined to undermine it as they 

might have, had they been excluded). 

Hard to Reach Groups 

 It is important to try to include all relevant 

stakeholders, and those who often get omitted are the 

hard to reach groups. Extra effort and innovation will be 

needed to contact and engage with these groups or 

individuals, who do not generally come forward by their 

own volition. Including these minority or “hard to reach” 

groups is important to obtaining a more balanced 

picture from the engagement process. 

Everyone does not have to be involved in everything 

With good planning, and the agreement of participants, different people can be involved only in 

those parts of the process which are most relevant to them. 

Campaigning organisations 

Many campaigning bodies, especially national NGOs, are constantly 

asked to be involved in participatory exercises, and do not always see 

these as the most effective use of their limited resources. In addition, 

some see the compromise that can be inherent in some participatory 

processes as conflicting with their primary purposes. It can be useful to 

consider (and discuss with them) at which stage of the policy process 

NGOs are best suited to participate: agenda setting, policy 

development, policy implementation or policy review. 

What’s In It for Them (WIIFT)?  

It is important to consider and discuss with participants 

what they want to get out of the process and what 

could prevent them from participating. If everyone’s 

motivations can be clarified at the start, there will be 

less confusion and everyone is more likely to be satisfied 

with the outcomes. This is especially important in an 

area that is suffering from consultation fatigue. 
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Identifying stakeholders 

There are a number of different approaches that can be taken to identify stakeholders. 

The easiest way to do this is to create a table, like the one below that you can list stakeholders in 

and you can also identify why they should be included.   

 

Stakeholders What are their interests? 

1.  
  

  

2.  
  

  

3.  
  

  

4.  
  

  

 

In other words what is their interest in this decision to be made? 

As you create this list consider these things - 

 Have all people of organizations who have an interest in the problem or issue been listed? 

 Have all potential supporters and opponents of the project been identified? 

 Has gender analysis been used to identify different types of female/male stakeholders 

 Have the interests of vulnerable groups been identified? 

 Are there any new stakeholders that are likely to emerge as a result of the project? 

 

Stakeholder Interests 

When you think about stakeholders’ interests consider – 

 What are the stakeholder’s expectations of the 

problem/issue? 

 What benefits are there likely to be for the 

stakeholders? 

 What resources will the stakeholder wish to commit 

(or avoid committing) to the project? 

 What other interests does the stakeholder have 

which may conflict with the project? 
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Stakeholder Influence and Importance 

Next we need to think about the relative importance of 

each stakeholder and their influence on the particular 

issue or decision to be made. 

Influence is the power which stakeholders have over a 

project - to control what decisions are made, facilitate its 

implementation, or which affects the project negatively.  

Importance indicates the priority given by you to 

satisfying stakeholders’ needs and interests through the 

project. 

Below is a table which lists stakeholders and their interests with columns added for importance and 

influence. 

The way we rate importance and influence is by way of a 5-point scale ranging from 1 being little or 

no influence and/or importance to 5 where the stakeholder is very influential and of critical 

importance. 

Look at each stakeholder in the table and decide where they fit on the influence and importance 

scales and enter the appropriate numbers in the columns. 

 

Stakeholder Interests Influence Importance 

    U, 1, 2, 3, 4 or 5 U, 1, 2, 3, 4 or 5 

        

        

        

        

        

  

     Influence                                Importance 
1=Little/No influence            1=Little/No importance 
2=Some influence                  2=Some importance 
3=Moderate influence            3=Moderate importance 
4=Significant influence          4=Very important 
5=Very influential                  5=Critical player 
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When stakeholder interests, influence and importance have been assessed it will then be possible to 

plot where each stakeholders fits on an influence and importance matrix like the one below. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Quadrant A High importance but low interest 

Quadrant B High importance and high interest 
Quadrant C High influence but low importance 
Quadrant D Low importance and low influence 

 

This will enable you to make decisions about how you deal with each stakeholder.  This will vary 

from group to group in the matrix. 

Quadrant A Stakeholders of high importance to the 

project, but with low influence implies that they will 

require special initiatives if their interests are to be 

protected.  

Quadrant B Stakeholders appearing to have a high 

degree of influence on the project, and who are also of 

high importance for its success implies that you will need 

to construct good working relationships with these 

stakeholders, to ensure an effective coalition of support 

for the project. 

A B 

C D 

Importance 

Influence 
1 2 3 4 5 

1 

2 

4 

5 
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Quadrant C Stakeholders with high influence, who can therefore affect 

the project outcomes, but whose interests are not the target of the 

project implies that these stakeholders may be a source of significant 

risk, and they will need careful monitoring and management.  

You will need to develop strategies for working with these stakeholder 

groups. 

Quadrant D Stakeholders with low influence on or importance to project objectives may require 

limited monitoring or evaluation, but are of low priority. They are unlikely to be the subject of 

project activities or management.  Monitor these stakeholders or if appropriate remove them from 

the list. 

 

Internal Stakeholders 

Internal stakeholders often get overlooked in the stakeholder identification process. 

All of the steps we have been discussing to identify and analyse stakeholders applies just as much 

too internal stakeholders as to those outside the organisation. 

Questions you need to consider include – 

 Who is or will be affected, positively or negatively, by 

what you are doing or proposing to do? 

 Who holds official positions relevant to what you are 

doing? 

 Who runs divisions with relevant interests? 

 Who has been involved in any similar situations in 

the past 

 Whose names come up regularly when you are 

discussing this subject? 

Make sure you identify who they are, their interests, importance and influence so that they can be 

included in the matrix. 

 

Tips for Dealing with Internal Stakeholders 

Develop great relations with your internal stakeholders 

Make yourself accessible to these teams, and build relationships to 

understand their business needs and drivers and try to get ahead of 

their requests, learn to anticipate their needs. 

Establish clear roles 

Make sure internal stakeholders understand the division of 

responsibility and know what their role is. 

Make the process very clear 

Spell out the engagement process very clearly for internal stakeholders 

and set expectations. 
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Involve Internal stakeholders 

Keep internal stakeholders involved in the engagement 

process with ongoing information and contact. Listen 

and respond to their concerns. 

Make Information available 

Let all internal stakeholders know of what you are 

working on to avoid unnecessary surprises. 

 

Conclusion 

In this lesson we have focused on stakeholder analysis beginning with the identification of 

stakeholders and their interests.  Once this has been done their importance and influence should be 

assessed to enable them to be grouped and included in targeted work strategies. 

 

 

 

 


