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How-to-Note on the working tool Stakeholder Analysis (SA) in the
context of SDC’s Project Cycle Management
 

1. Introduction
Purpose of the How-to-note



 
1. Introduction

Purpose of the How-to-note
The How-to-note aims at providing an overview on where and why in the SDC project cycle that a
Stakeholder Analysis is useful as stipulated in the respective guidelines. In addition, it explains in a
nutshell what a Stakeholder Analysis (SA) is, why to do it and what the minimal standards are that SDC
projects need to fulfil in dealing with Stakeholders. It provides useful tools how to do an SA and cites a
concrete example of how to translate the insights of an SA into the intervention strategy of a project.

It should be of help for those who want to gain sufficient knowledge to be able to decide on the
usefulness of the depth of a Stakeholder Analysis and enable them to carry out a “minimal” systematic
Stakeholder Analysis, which is mandatory anyway, and provides links to further, more detailed
information for those interested.

It is important for SDC to have a clear picture of all stakeholders who affect its programmes and projects.
In addition, SDC should encourage partners to analyze the most important stakeholders and think
increasingly in terms of influencing public policies and underlying power issues. An SA information can
be sensitive, SDC staff needs to find the right balance between sharing relevant information and the risk
of offending partners, the government, etc.

 
What is Stakeholder Analysis (SA)?
For shaping the intervention strategy of a programme or project, the involved stakeholders need to be
assessed as we cannot afford to ignore relevant individuals or groups who may be affected by our
projects, or even more importantly, who may affect our projects: What are their interests, influences and
roles? How will they contribute and benefit from the intervention? It is rather more important that we
treat them well and not forget important actors.

An SA is a first step in this direction; but it is not only about mapping stakeholders, it is about managing
risks and opportunities while at the same time checking the undertaking’s political feasibility. A project
might be technically or economically feasible, but is it politically feasible? If this is not yet the case, can
we create alliances to make it feasible? So while SA is not a panacea, it can help to increase the
likelihood of successful interventions. Accordingly, an SA is a mandatory step in SDC’s project cycle
management.

What is the value added of a systematic Stakeholder Analysis?
• Know all the relevant reform champions, supporters and opponents of a project

• Evaluate political risks and feasibility

• Identify opportunities to influence public policies

• Identify opportunities to include individuals and groups who are important for the success
for the programme or project, but who would normally be left out, e.g. women,
minorities, the poor, etc.

• Identify opportunities to change stakeholders behaviour

• Improve Project planning: Outputs, Outcomes for Logframes, improved Intervention
Strategy

Obviously, a systematic SA can be helpful at different moments in the project cycle and is linked to the
risk analysis (see table below).

 
2.	Stakeholder Analysis in the SDC Project Cycle Management
 
When?
(in the SDC
Project Cycle)
 

What? Why?
(Explanation, Justification)

Degree of
obligation

Cooperation
Strategy (CS)
and  

Monitoring of
CS, in 
particular 
Annual 
Reports

Doing a stakeholder analysis at the macro level of a CS (all relevant
actors of a country or even region) is usually too complex and general,
and rather vague.

However, when delimiting domains of the CS (e.g. identifying new
strategic lines of intervention, new sectors, new topics, revising old
ones) the SA might tip the balance: are we likely to make a difference
based on a systematic stakeholder analysis? What are possible options
derived from an SA?

Optional, but
may be useful
in specific cases



Annual 
Reports

based on a systematic stakeholder analysis? What are possible options
derived from an SA?

Annual Report Annual Reports require regular MERVs as inputs. This is also linked
with update of SA resp. updates at domain level as part of Monitoring
of CS

Updates as part
of reporting

Entry proposal

 
The “guidelines for entry proposals” still postpone a systematic or full-
fledged SA until the credit proposal.

However, a systematic SA might already be useful at this stage, as it
allows one to come up with options for the suggested intervention
strategies from which the Operational Committee can choose, as you do
not want to propose options which can be easily classified as politically
unfeasible by a simple SA.

Optional, but
may be
necessary

Elaboration of
the Tender
Documentation

As a credit proposal must contain an SA and subsequently the project
document, as well, the tender document too should require a systematic
SA. This may even be a useful criteria for awarding the contract as it
helps to judge better the probability of success.

Implicitly
mandatory

Elaboration of
the Project
Document

In principle, this is the last opportunity in the planning process of the
project to do a systematic SA. The chosen intervention strategy must at
least partly be based on the SA, even in projects with only smaller
political dimensions.

An SA also provides links to be considered or taken up in the Risk
Assessment for interventions.

However, most projects following standard practice foresee a strategy
for influencing public policies (IPP - with governance being a
transversal theme). SA is thus an essential ingredient for this strategy.
In addition, the baseline and indicators can be derived from the SA to
measure progress on the IPP.

The SA needs updating during the phase implementation, and thus
corresponding budgets need to be foreseen.

Carrying out
the SA at that
stage is
recommendable

Foresee budget
for updates and
professional
support

Credit 
Proposal

The Credit Proposal can to a large extent rely on the SA already done
when elaborating the project document.

Mandatory 
(p. 6 of
Guidelines
Entry Proposal)

Progress 
Reporting by
partners

Related to the Monitoring of the CS: At the project level, SA’ need
regular updates which would be reflected in the annual progress reports
by partners.

Updates, as part
of project
implementation
mandate

End of Phase
Report

End of phase reports are part of the knowledge management system.
Lessons learned are derived and should cover as well SA and its
usefulness in the process.

If the project continues in one form or the other, an update of the SA
should feed into the planning platform of the next or new phase.

Optional, but
maybe useful

Evaluations /
Reviews / 
Beneficiary
Assessments

Quality of stakeholder analysis, use as baseline. Indicators, etc. may be
part of the evaluation with recommendations for improvement in the
future. Assessments elaborate a differentiated picture based on results
from an SA. Review findings might add complementary information to
refine the original SA.

Implicitly
mandatory

 
 
3.	How is a systematic SA executed? What is the minimum expectation for a

systematic SA?
 
The minimum, systematic version can be carried out as part of a planning process in just a few hours with
only a few people. Of course, everything can be done with a greater intensity; it is up to you to decide.
Insights derived from the SA should nourish your strategy elaboration process. Ideally, SA is an ongoing
process as the stakeholder constellation is dynamic and subject to constant change.
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only a few people. Of course, everything can be done with a greater intensity; it is up to you to decide.
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process as the stakeholder constellation is dynamic and subject to constant change.
 
 
Step 1: Preparation

• Type of analysis? Minimum requirement: construct a Stakeholder Power-Interest Map of the
relevant stakeholders (see below “SA workshop” for a description).

• When? In the first part of the planning phase. However, you need a more or less clear picture of at
least some of your options for intervention. Hint: A similar SA may already have been carried out
by other donors If so, try to access them instead of reinventing the wheel!

• Who? 
a) How to compose the team for analysis; and 
b) who will have access to the results? (See Annex 1 for details.)
The ideal team is composed by somebody experienced in applying SA, a local expert with in-
depth knowledge of the context and/or specific issues like gender or governance, and NPOs or
project staff. To be decided: partners, public sector, depending on whether you want to make the
analysis public and how freely you want to discuss it during the workshop. You need to strike the
right balance. Reserve sufficient time for in-depth work.

 
Step 2: SA workshop (0.5 - 1 day)
Task: Elaborate a Stakeholder Power – Interest Map of the relevant stakeholder

1. The first step (and one of the most difficult): Define the reform objective(s). The changes that the
project wants to produce usually create winners and losers. Accordingly, the formulation of the
changes has to be articulated accurately in order to identify those two groups, e.g. “improving the
education sector” is far too vague (Who could take issue with such a proposition?), but
“increasing teacher salaries by 20% within the next two years” sounds better (you would expect
opposition from the finance ministry, maybe World Bank, IMF, etc.)

2. Identify the relevant stakeholders: take the list for inspiration (see Annex 2) and write down all
relevant stakeholders on cards (e.g. teacher association, finance ministry, etc.). Please note, that
we ourselves as SDC, project XX, are also relevant stakeholders and part of the interest map!

3. Draw a diagram as below: here you assign the stakeholders to the 4 quadrants:

Q1: Reform Champions, those who want the reform and have influence
Q2: Reform Supporters, those with less influence but in favour, they might need to be 

empowered
Q3: Reform Opponents: those against and with influence  
Q4: Negligible: those not interested or against but without influence



Positioning the cards, the result might look like this:
 
This is derived from an example of the Governance Programme of SDC in Bolivia. The reform objective
was to promote the articulation of the indigenous and the formal justice system and better access to
justice as a contribution to the reduction of poverty whilst prioritizing human rights. The identified actors
were then classified according to their influence and interest in the issue.
 

4. Derive conclusions:

a) Political feasibility: biggest cloud of cards in the 1st quadrant (Q1: upper right):
good; 
biggest cloud in the 4th quadrant (Q4: upper left): rather do another project.
Obviously, findings are usually less polarised, yet you need to have a close look
at the cards in the 4th quadrant, it might jeopardise the success of your project
(e.g. the president is against…), so let common sense prevail.

b) Identify need for empowerment (Q2: 2nd quadrant, lower right).

c) Identify allies and alliances.

d) Choose activities to change influence and interest (see Annex 3).

 

 
Referring again to the Bolivian example, based on these results, conclusions for developing the respective
strategy were derived and translated into activities to successfully influence the drafting of a new law
through collaboration of concerned stakeholders. SDC’s contribution to the promulgation of the new law
was crucial and was initiated by this minimal, yet systematic Stakeholder Analysis. The SA revealed the
decisive ideas for this part of the project intervention strategy.
 
 
Step 3: Translate into intervention strategy

1. Integrate map(s) and analysis into project document: formulate change of system (output)
objectives for the logframe (see Annex 4), design activities to achieve the change of system.

2. Link with risk analysis and management: Identify the risks of any particular activity of the
intervention strategies and then decide how to mitigate and monitor and integrate them in the
credit proposal.

3. Integrate into the map(s) credit proposal or refer to project document for details.

 

4.	Links and Literature
The Political Economy and Development Network (PED Network) provides a variety of tools and
literature which are of general methodological interest to improving SDC programmes and projects, e. g.
how to assess political risks and influence public policies. Other donor instruments can be found as well,
may these concern SA or other topics. All this can be found on the PED network website: 
http://intranet.pednetwork.eda.admin.ch/PEDweb/Public/PED%20Tools%20-%20home.aspx )

In particular on SA: e.g. World Bank, Tools for Institutional, Political, and Social Analysis of Policy
Reform (TIPS Sourcebook), p. 127ff.

Easy to use, free software, including SA: http://www.polimap.com/ , which however cannot be installed
on SDC computers.



Reform (TIPS Sourcebook), p. 127ff.

Easy to use, free software, including SA: http://www.polimap.com/ , which however cannot be installed
on SDC computers.

The How-To Note Beneficiary Assessment provides also a number of tools to reflect on power issues, see:


http://www.poverty-wellbeing.net/en/Home/Addressing_Poverty_in_Practice/Beneficiary_Assessment_BA 
or in the SDC Field Handbook:
https://intraweb.deza.admin.ch/de/Home/Leitdokumente/SDC_Field_Handbook/Core_Area_5_PCM_Planung_und_
Umsetzung_Projekte_Programme_und_Beitraege/Area_5_2_Implementierung 

Annex 1: Dissemination and Team composition
 
Dissemination: A reflection on the dissemination of the analysis must be done at the beginning of
the process, even before composing the team.
Often, analysis results are sensitive or could be misunderstood, with the consequence that they might
produce a political dynamic which you would prefer to avoid. As Wikileaks demonstrated that even
classified materials are not safe anymore, you need to decide what information you want to generate,
share with others, or publish.

It is important to select participants in your exercise carefully and to inform all participating stakeholders
about the dissemination strategy in order to avoid any misunderstanding. Usually, the willingness to
participate increases and the debate become more honest if you can ensure confidentiality. You have to
find the right balance between providing transparency and seeking crucial information for the analysis.

 
Team composition:
You have to decide whether such an exercise should be internal, involving only team members, be it in a
brainstorming session, or to involve a broader audience. While the involvement of cooperation partners
might be instrumental to creating ownership of the project, it can also limit the openness (of a partner) to
provide a critical assessment, should for example partners have strong vested interests in the project.

The following table lists the most usual team members and provides some arguments when and why they
should join the team. At least three people should participate, because as you might discover, as a single
national is often not enough to know all relevant stakeholders to the extent of being able to judge their
power and their interests in the issues that the project deals with.

 

 
Annex 2: List of all potential key stakeholders
 
 



 

Annex 3: How to change the influence and interest of supporters and opponents
 

Enhance Power of supporters

▪ Create coalition of supporters

▪ Enhance legitimacy

▪ Increase access to political leaders

▪ Increase organisational strength

▪ Increase public support

Decrease the power of opponents

▪ Exploit communication opportunities for
persuading the opposition of the reform goals
(communication concept)

▪ Question and check the degree of truth of
oppositions’ arguments

Strengthen the position of supporters

▪ Persuade supporters to change

▪ Publicise supporters’ positions

▪ Remove objections

▪ Add additional policy elements

▪ Add more benefits

Weaken the position of opponents

▪ Compensate opponents

▪ Seek common goals

▪ Add additional policy elements

Increase the number of supporters

▪ Create new organisation

▪ Persuade non-mobilised groups

▪ Attract political leadership

▪ Change decision making

 

Decrease the number of opponents

▪ Find persuasive mediator

▪ Change decision making process

▪ Negotiate on other issues

▪ Increase public support

Source: Policy Maker Tool, free software at http://www.polimap.com/
 

Annex 4: 
An example to translate the insights of your SA into the intervention strategy
 
 

1. Define the Reform Objective
2. Identify the Relevant Stakeholders
3. Create a Power-Interest Matrix
4. Identify Reform Champions
5. Adapt your Intervention Strategy



2. Identify the Relevant Stakeholders
3. Create a Power-Interest Matrix
4. Identify Reform Champions
5. Adapt your Intervention Strategy

 
 
 
Example Stakeholder Analysis
 
How to use this example?
 
This simplified example illustrates the benefits of a stakeholder analysis in a self-explaining way. An SA
is like a quality check to improve your intervention strategy: activities and foreseen outputs might turn
out to be unfeasible, but other or additional options may also emerge. A stakeholder analysis does not
always add additional information (“we know already who the stakeholders are!”) but structures the
information in a better way and may lead to new conclusions and insights as you can retrace in this
example!
 
 
 
Let’s assume that you want to implement a reform, such as creating a national campaign to promote a
specific technology combined with subsidies for poor users of the technology. Have a look at the result
chain (visualising the intervention logic) using an example from a generic employment and income
generation programme. It’s just an example so do not go into detail; rather, use your own project for a
finer analysis.
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Step by step guide on what you have to do:
 
 
1. Define the Reform Objective
 
Check for other factors as to whether such a reform in general is feasible (are we doing the right things?):

1. Vision (do I have a clear understanding what the outcome / outputs will be?)

2. Time-frame (do I have enough time to do it?)

3. Is the reform consistent with your work programme?

4. Do you know what the concrete / possible steps are to implement the reform?

2. Identify the Relevant Stakeholders
 
Now you need to understand the reform process, which often depends on the stakeholders, the people that
are affected or have an interest in the measures you are taking to implement the reform.
 
Who is involved in the decision-making process from the idea (create national fund and co-finance poor
people’s investments in technologies) to the implementation (private sector selling the technology plus
providing technical assistance, private microfinance institutions providing finance, public sector
providing subsidies).
 
Measure: Create a National Fund, in the long term to be entirely financed by the Public Budget
 
Pros:

-	Co-financed by donors, Ministry of Planning in favour

-	Technology in line with national priorities, Ministry of SME Promotion in favour

-	High impact in poverty reduction and job creation with high outreach to poor people,
Ministry of Employment in favour

-	Technology in high demand in 4 of 5 regions, Association of Municipalities in favour

 
Cons: 

-	Budget restriction, not in line with medium term expenditure framework or other existing
transfer programmes need to be reduced: Finance Ministry opposed, Government Party
opposed

-	National Technology Authority promotes other technologies with priority due to up-coming
elections of parliament, NTA opposed

-	.

 
Obviously, many more stakeholders than these are involved and would have to be added to these lists. For
a list of basic stakeholders, please consult Annex 2 ”List of all potential key stakeholders”. As you
complete the list, you will discover actors which you have not yet considered: some municipalities have
funds from decentralization and could benefit in future elections as the target group and indirect
beneficiaries constitute an attractive percentage of voters. In addition, they may have implementation
capacities at the necessary local level which the central state does not have, etc.
 
 
3. Create a Power - Interest Matrix
Once the different stakeholders are identified (write them down on paper cards), you now need to identify
which relative interest they have in the process. There are four different categories of stakeholders’
interests in our example which figure in the reform:



Once the different stakeholders are identified (write them down on paper cards), you now need to identify
which relative interest they have in the process. There are four different categories of stakeholders’
interests in our example which figure in the reform:

Type Q4: against the reform but powerful (e.g. finance ministry, government party blocking
reallocation of funds), left hand above

Type Q3: against the reform and weak (e.g. region not affected, as technology not of use)

Type Q2: in favour of reform but weak (e.g. ONGs, individual producers, importer of 
technology)

Type Q1: in favour of the reform and powerful (e.g. Association of municipalities, mayors,
association of producers, ministry of planning, etc.), right hand above

 
Put each stakeholder card on the map and position them in relation to the others.   
 

 
 
 
 
4. Identify Reform Champions
Now you need to identify reform champions and obstacles to the reform. Are there any influential groups
not (yet) interested in the reform whom you could mobilise, such as World Bank, IMF, other ministries,
or the presidency? Are there any highly influential opponents of the reform you could compensate or with
whom you could find a compromise, e.g. redesign and do it at the local level? For a list of options please
refer to Annex 3 How to change the influence and interest of supporters and opponents above.

 
5. Adapt your Intervention Strategy
After having done the Stakeholder Analysis with the first reform objective (National Fund) you will
inadvertently draw the conclusion that this is far too long and complicated to succeed. But the
Stakeholder Analysis has shown you alternatives, e.g. create local funds as there is plenty of money from
decentralisation (i.a. distribution of mining revenues, but no ideas on how to spend it wisely) and a lot of
stakeholders benefit, at least at local levels. Your intervention strategy will be revised and the probability
of success increased.

The result chain now looks different. What is crossed off in red was the initial intervention strategy, what
has been added in red lettering are the changes of the intervention strategy on the basis of the Stakeholder
Analysis. Again, this example does not pretend to go into detail, it is merely conceived as an example.
The logic must be perfect in your project, and not in this example, but we hope that it suffices to



has been added in red lettering are the changes of the intervention strategy on the basis of the Stakeholder
Analysis. Again, this example does not pretend to go into detail, it is merely conceived as an example.
The logic must be perfect in your project, and not in this example, but we hope that it suffices to
demonstrate the difference that a Stakeholder Analysis can make. 
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