
Stakeholder Analysis 
 

Introduction 
Security and Justice reform is a process of change that can have a 
significant impact, both positive and negative, on many different individuals and 
groups. It is also a process that requires the active engagement of many different 
individuals and groups, both supportive and not supportive, in order to be 
successful. Gaining an understanding of the attitudes, interests, influence and 
other characteristics of these stakeholders, and how they might change over time, 
is therefore an essential activity that takes place throughout the SSR programme 
cycle. It helps to identify opportunities for and risks to the programme, ensure 
that the right people are appropriately engaged in the process, and ultimately 
foster the technical and personal transitions necessary to achieve a security and 
justice sector that is more accountable, effective and sustainable. 

The SSR Stakeholder Analysis is valuable throughout the programme cycle 
(assessment, design, implementation, monitoring and evaluation). The initial 
stakeholder analysis conducted during the assessment phase will provide an 
excellent baseline understanding of stakeholder types, interests, influences and 
relations that can continuously be updated to help the programme adapt to 
evolving challenges and opportunities. 

Table 1: Key Concepts in a Stakeholder Analysis 

Term Explanation 

Stakeholders Stakeholders are those persons, groups or institutions, 

i.e. actors, with a possible interest in the justice and 

security programme. 

Primary Stakeholders Stakeholders that are affected, positively or negatively, 

by the justice and security programme. 

Secondary Stakeholders Stakeholders that are intermediaries in the justice and 

security programme, for example donors. 

Key stakeholder Stakeholders with a considerable importance to, or 

influence on, the success of the justice and security 

programme. It is important to not only include the 



formal state actors but also non-state justice and 

security actors. 

Attitudes What are the main attitudes that drive the stakeholder. 

Is it fear, grievances, vision for change or greed 

(resources/power). 

Interests Key preferences that each actor has in relation to the 

justice and security programme. For example: to 

preserve a power base, improve human rights, de-

militarise the security sector after a civil war, etc. 

Interests are strongly related to a stakeholder's attitudes. 

Observe that interest is primarily in relation to the 

justice and security programme! 

Influence Influence is the power stakeholders have over a justice 

and security programme. For example, through political 

alliances, public media, control of the security sector 

itself, traditional justice and security structures in 

communities etc. Influence is thus a loosely defined 

measure of power and will vary substantially among 

the stakeholders. This is also something that will 

change over time. 

Spoiler Stakeholders, often key ones, that are threatened by the 

justice and security programme and that have sufficient 

influence to spoil, or destroy, the programme. The 

concept of “spoiler” is sensitive and for publications, 

other terms, such as “actors with a different view” or 

“actors hesitant to reform”, might be better to use from 

a conflict sensitive perspective. 

Potentially influential stakeholder These are stakeholders that might be important in the 

future if empowered through the programme or through 

other changes. These actors can be part of an emerging 

civil society, traditional security and justice structures 

(non-state), traditional leaders or women groups. 

Conflict sensitivity SSR programmes can have a negative impact on 

relationships in a fragile state environment. By being 

conflict sensitive, for example through a Do No Harm 

Analysis, the likelihood of negative influences can be 

decreased and positive influences increased. See the 

OGN on Planning a Security & Justice Assessment for 

more details. 

  



Summary of steps in conducting an assessment 

• Step 1: Prepare for a Stakeholder Analysis 

• Step 2: Gather Information about Primary and Secondary Stakeholders 

• Step 3: Map Stakeholder's Interest, Influence and Importance to the 
Programme 

• Step 4: Adapt Programming Options in order to Manage for Results 

1. Prepare for the Stakeholder Analysis 

Assess the necessary depth of analysis 

It is essential for the planning of a stakeholder analysis to make a realistic 
assessment of the depth and width of the study in relation to its purpose. If the 
purpose, resources and time are limited, the scope should be reduced accordingly. 
The stakeholder analysis can be part of a large SSR assessment or strategic 
conflict analysis encompassing field studies and surveys. It can also be conducted 
during a few hours with the project/programme team as part of a monitoring and 
evaluation session adjusting the theory of change in a results-oriented 
management exercise. 

Assess risks and conflict sensitivities 

When the scope has been decided, the next issue for the planning is to consider 
risks and conflict sensitivities. A stakeholder analysis will involve mapping key 
stakeholders - individuals, organisations and groups – and both the process and 
the end results, an analysis of actors related to the security sector, can be 
perceived as intelligence gathering. This might create risks for the analysis team 
and have other unintended negative consequences, such as damage to 
stakeholder relations or reinforcement of conflict dynamics. As such, the 
stakeholder analysis can cause more harm than the SSR process might do good. A 
strong recommendation is that the team conducts a Do No Harm analysis in order 
to plan the stakeholder analysis process to ensure conflict sensitivity. Full 
transparency of the process, reduced details, or classification of the report are 
some of the possible responses to reduce the risks and increase the conflict 
sensitivity of the analysis. Nevertheless, it is essential that these decisions are 
consciously taken based on a risk and conflict sensitive assessment. 



Identify the analysis team 

There is strong evidence that a stakeholder analysis is highly dependent on 
national experts. They have the cultural insights, know the layers of power and 
know how to handle the unwritten rules of interaction. Usually, but with possible 
exceptions depending on the scope of the study, a national, impartial and 
independent civil society organisation is the best option when choosing national 
experts to collaborate with. If the institutional integrity is high, this partner 
organisation can open doors that would otherwise be closed to outsiders. 
However, the choice of individual national experts or an expert institution should 
be reviewed as part of a Do No Harm analysis, as the choice otherwise can play 
into hidden power dynamics. 

Conduct initial desk research 

Before organizing the analysis mission or project, an initial mapping of known 
stakeholders is helpful. In order to make a structured mapping, reference should 
be made to the matrix of security and justice actors, taking all four axes into 
account, as illustrated below. Making this mapping will help to reveal 
opportunities and obstacles, and to identify a first selection of the stakeholders 
that need to be involved in the process. Furthermore, existing stakeholder 
analyses, for example from other studies, or surveys providing statistical data 
related to perceptions of justice and security might decrease the need for a field 
based collection phase. An obvious problem is that many stakeholder analyses 
will be classified or/and be influenced by the authors view, and possibly their 
national interest. Still, if available, other studies will provide additional information 
and other perspectives. 



 

Prepare data collection methods 

When the team has been recruited, the planning should begin with careful 
consideration of the scope of the study, available resources and expected results. 
Before entering into logistical issues the main data collection methods should be 
selected and combined, see Step 2. The national experts will be essential as they 
can help understand what methods are possible in relation to the political context 
and the logistical challenges. Especially important, while managing risks and 
conflict sensitivity, is access to all stakeholder groups, especially rural groups and 
women. A common mistake is to focus only on traditional elites in capitals and 
disregard rural power structures, such as non-statuary security providers, 
community development councils and other potentially influential stakeholders. 

 

 

 

 



2. Map Stakeholders’ Interest, Influence and Importance 

to the Programme 

There are a variety of tools that can be used to make sense of the data gathered, 
facilitate the analysis and draw conclusions relevant to understanding 
stakeholders in relation to the assessment or programming process. In order to 
maintain analytical precision it is preferable to use a structured approach together 
with different types of graphical overviews. However, by doing so, the degree of 
political sensitivity, and possibly conflict insensitivity, increases. The team might 
choose to classify the information, not document the analysis or to express the 
analysis in a value neutral and more conflict sensitive language. An example of 
this, from Afghanistan, is given below. 

Chart stakeholders' interests and influence in relation to the programme 

objectives 

A good start is to make a structured table where you can organise information 
from different sources. This allows for, in the next step, the identification of 
programming options. For example, the table below illustrates some of the key 
dimensions across which stakeholders can be assessed. It assumes a fictitious 
programme that supports a nationally owned and participatory process to 
construct a National SSR Strategy. Observe that the international community has 

Example: Evaluation of OAS’s Support to the Colombia Peace Process and to Security and 
Justice 

In 2009, Swedepeace was tasked to evaluate the Organisation of American States (OAS) 
Mission to Colombia. The Mission had several components such as mediation, justice & 
security, demobilisation, disarmament and re-integration (DDR) of former combatants etc. In 
order to have a robust foundation of contextual knowledge, CERAC, a national conflict and 
human security and expert organisation, was approached and then integrated into the 
team. CERAC provided invaluable information for the analysis of stakeholders, increased 
the team’s access to key stakeholders, provided essential logistical support for the field 
visits and increased the depth of the final report. Hence, through the partnership merging 
international and national expertise the overall quality of the final product was 
substantially increase. 

 



been integrated as secondary stakeholders. This is important since they 
contribute with resources, influence and have political agendas. Consequently, 
they must be an integral part of the analysis. However, the agendas might be 
different and therefore the table might need to include more than one cluster. For 
example, including external actors in favour of reform and those preferring status 
quo. 

Primary and Secondary Stakeholders - National SSR Strategy 

Stakeholder 
Group 

Leader Stakeholder 
type 

Attitudes & 
Primary 
interests 

level of 
Influence 

Importance 
to the 
programme 
objectives 

Attitude 
towards pro
gramme 

Military Mr A Primary Fear x, 
wants y 

Strong: 
Popular 
support, 
traditional 
elites, 
military 

Medium -- 

Pol. party Mrs. B Primary Fears z, 
vision of x 

Medium: 
Popular 
support. 
Potential 
powerful 
actor. 

High ++ 

Pol. party Mrs. C Primary Fears 
change q, 
wants 
power 

Strong: 
Oligarchs, 
traditional 
elites 

Low -/+ 

Commu-
nities 

Various Primary Feels 
excluded, 
want 
participation 
& security 

Low: No 
formal 
power, 
fragmented. 

High ++ 



Int. commu-
nity 

Donor Chair Secondary Aid 
effectivenes
s, some war 
on terror. 

Medium: 
Strong 
financial but 
medium or 
low 
politically. 
Fragmented
. 

Medium 

  

++/- 

  

Graph key stakeholder influence on and importance to the programme 

When the stakeholders have been identified and their attitudes, interests, 
influences and relation to the programme have been described, it might be helpful 
to illustrate the analysis in a graphical way.  In the following example, Land Courts 
in Guatemala, the graph illustrates the relative importance and influence of each 
stakeholder, giving a more visual and intuitive impression. When the graph below 
was used, the importance of relating to the private sector organisation CACIF to 
advance the land court issue became apparent and could be integrated into the 
initiative. 



 

  

  

Map stakeholder relations to identify important alliances 

In this next example, from Afghanistan, the relationships between the 
stakeholders were identified by mapping them. In this case the conflict, 
complexities and fragility in relations and alliances are revealed. One conclusion 
was that the likelihood of a negotiated settlement of the civil war in Afghanistan 
in 2011 was low due to the fears, interests and balance of power between key 
stakeholders.  Please note that this graph has undergone a conflict sensitive 
change to remove the names of some of the actors in order to allow for its public 
use. 

3. Gather Information about Primary and Secondary 

Stakeholders 



As stated before, national experts on the team are usually an extremely valuable 
source of information and support when analysing the stakeholders. 
Complementing the draft desk study with an internal stakeholder mapping 
seminar will provide an additional layer of analysis without an extensive financial 
and operational investment. By adding well-known boundary partners (actors 
through which the programme tries to extend its influence) in an already on-going 
programme, it is possible to increase the quality of the analysis even more. For 
example, a partner organisation strengthening women's participation in the 
justice sector can add a valuable gender perspective. 

The initial desk review can also be strengthened in this phase by collecting public 
documentation and studies in country. Especially important are official documents 
from stakeholders in the justice and security sector, demonstrating their official 
positions. These can be documents from civil society actors, parliament, ministries 
and political parties. In addition, public perception surveys can help decrease the 
need for costly in-programme surveys. 

However, for the initial stakeholder analysis, especially for baseline or SSR 
assessment purposes, there is a need to collect more information. Methodological 
literature in anthropology, sociology and political science, to mention some 
relevant research disciplines, offers a wide variety of potential approaches for 
data collection. They differ in depth and breadth, and some allow for capturing a 
better initial understanding of the context, for example interviews and focus 
groups. Others, like surveys, help to capture more detail on what is already known 
or expected. Some of these methodologies might be too time consuming or costly 
in an SSR context, but if time and resources allow, they can greatly increase the 
information quality. They may also already exist and just require the SSR 
stakeholder analysis team to look beyond their traditional partners.  In the table 
below you can see some examples of data collection methods. 

What is of critical importance is that the questions used for the data collection are 
informed by the assumed or actual theory of change of the SSR assessment or 
programme, including key programme components and associated results 
objectives. The essential aspect of the stakeholder analysis is to understand 
stakeholders’ interests in relation to the programme theory of change and logic of 
implementation. Consequently, analytical approaches and methodologies for 



mapping stakeholder's interest, power and importance to the programme (step 3), 
must inform and direct the data collection . 

Data Collection Methods 

Methodology Description Benefits (B) 

Weaknesses (W) 

Time needed Resources 

Interviews The respondent is 

given open questions 

or more structured 

ones that 

incrementally 

confines possible 

responses, for 

example to a 

limited  number of 

pre-defined options. 

It is important to 

collect information 

from different 

groups, or strata, of 

society (including 

gender) to have 

representative data. 

B: You are able to 

both capture issues 

not known of before 

(open aspect) at the 

same time as you may 

get more detail on 

already identified 

issues. 

  

W: Time consuming, 

which means that 

fewer stakeholders 

can be met, possibly 

reducing the 

representativeness of 

the responses. 

15 minutes to 

2 hours per 

respondent 

depending if 

the questions 

are open or 

structured. 

For best results you need 

teams of two interviewers 

where one takes notes and 

the other leads the 

interview. For more 

structured interviews 

(closed questions) one 

person might suffice. 

Furthermore, the gender 

compositions must be 

considered in order to 

reach all stakeholders. 

Focus 

groups & 

interactive 

workshops 

Meeting groups of 

people from different 

positions and 

locations (e.g. 

parliamentarians, 

justice and security 

ministry advisers, 

academic 

researchers, 

community members, 

elders, or women and 

youth groups) can 

significantly increase 

the team's 

understanding of the 

specific group 

interests in relation to 

the SSR programme. 

In addition, focus 

groups can help to 

B: You are able to 

collect more 

information in a short 

time span, you can 

conduct an interactive 

analysis to understand 

the focus groups' 

perception of other 

stakeholders. 

W: People might be 

less outspoken when 

interviewed in a 

group setting, 

especially if security 

is affected. Gender 

and power relations 

might play into the 

focus group's internal 

dynamics. 

1-4 hours 

depending of 

the group size 

and number 

of questions. 

If an 

interactive 

stakeholder 

analysis is 

made, a 

minimum of 3 

hours is 

needed. 

As above, two people are 

needed and gender 

relations and needs must 

be considered. 



identify other 

stakeholder groups 

and offer 

perspectives on their 

interests and level of 

influence. 

Survey A survey collects 

large amount of 

structured or semi-

structured data from 

different groups in 

different 

geographical 

locations. The 

volume of data 

allows for statistical 

analysis making it an 

effective quantitative 

method. 

Some surveys are 

made with a more 

limited approach, for 

example, the 

“listening” technique, 

see below. 

B: If the sample is 

large enough, it is the 

only tool that 

provides sufficient 

data to allow robust 

generalisations. With 

a more limited 

approach this benefit 

decreases. 

W: The methodology 

can be costly and 

time consuming. 

Generally, breadth of 

data is gathered at the 

expense of depth. 

A survey 

takes months 

to prepare and 

execute. A 

“lighter” 

survey might 

be made in 

shorter time. 

Resources needed depends 

on the extent of the 

survey, but a large number 

of surveyors is needed to 

reach a sufficiently large 

sample of the population 

(for statistical 

significance). A sample 

might be from 250- 3000 

responses. 

Listening 

technique[1] 

This is a “light” 

survey methodology 

where a relatively 

large number of 

respondents are 

“listened” to. Thus, it 

is an open interview 

format where the 

team “listen” more 

than interview based 

on ONE generic 

question with 

coaching questions to 

allow the responded 

to develop her/his 

analysis around this 

question. For 

example “How safe 

and secure is your 

community?”. People 

can be met 

individually or in 

B: This methodology 

allows for capturing 

perceptions from a 

relatively large group 

of people in a 

sufficiently rigorous 

way. Thus allowing 

for an interesting 

balance between 

depth and breadth of 

analysis. 

W: It is not a full 

survey, it is 

somewhat more 

cumbersome in 

structuring the 

information 

(inductively). 

A listening 

exercise 

would  take 

around 2 

months 

overall and 

the field part 

around 14 

days. 

A “listening” exercise 

typically includes 4-5 

representative provinces in 

a country depending on its 

size.  With 1 team leader 

and 10 “listeners” working 

in pairs in each province 

team (totalling 44-55 

staff). They can spend 5-

10 days listening, which, 

in this case, would allow 

for 200-500 “listening” 

interviews depending on 

days and mix 

individual/focus group. 
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focus groups. 

Information is then 

structured to see 

what issues where 

most heard from 

different target or 

stakeholder groups. 

Participant 

observation 

This methodology, 

having its roots in 

social anthropology, 

assumes that the 

observer stays for a 

long period of time in 

a specific context, for 

example Ministry or 

community, to 

collect observations 

over time. The 

methodology can be 

used in a slightly less 

rigorous way as a 

monitoring tool 

during programme 

implementation. 

B: This methodology 

allows for 

understanding 

stakeholders' attitudes 

and behaviours with 

much more depth and 

uncover more 

“hidden” aspects and 

discrepancies 

between what people 

say and what they do. 

If used as a 

monitoring tool, it 

can help understand 

implementation 

dynamics. 

W: It is a very time 

and staff intensive 

way of collecting 

information. Most 

commonly depth of 

information is 

achieved at the 

expense of breadth. 

This 

methodology 

would expect 

each observer 

to spend 

months in 

her/his 

observed 

context. 

The resources needed 

depends on the scope. If 

the methodology is used to 

understand stakeholders at 

the ministerial level, a few 

observers for few months 

could suffice. However, if 

the scope extends to 

understand communities, a 

rather resource intensive 

scheme would have to be 

arranged to cover a 

representative sample of 

the country. 

Media 

monitoring 

By monitoring 

media, key 

stakeholders' 

positions can be 

followed over time in 

relation to justice and 

security sector 

reform. The 

methodology can 

also be used 

retrospectively in a 

limited approach to 

capture media until 

the present point in 

time. 

B: This is a rather 

straight forward way 

of monitoring public 

positions from many 

stakeholders. 

W: It primarily 

reveals public 

positions, coverage is 

limited to some actors 

and it can be costly 

over time. 

This is a 

continuous 

activity if not 

part of a 

retrospective 

desk review. 

Most commonly one 

person, full or part time, 

follows the media flow 

with a focus on main 

national and regional 

newspapers. 



[1]    The “Listening” technique has been used by CDA Collaborative Projects in 
making field studies in more than 25 countries in order to understand aid 
effectiveness from a beneficiary’s perspective. For more information, 
see www.cdainc.com 

  

4. Adapt Programming Options in order to Manage for 

Results 

In order to differentiate the importance of each actor to the programme, the table 
below includes the column “Importance to the programme objectives” to 
complement the classification as primary or secondary stakeholders. This factor, 
combined with the stakeholder's attitudes towards the programme, helps to 
identify possible programme responses in relating to the actor. The columns 
“assumptions and risks” and “possible responses” have also been added. These 
columns can be integrated into the Logical Framework or results matrix of the 
programme and help to validate, or question, the assessment or programme 
theory of change. In the fictitious example below, some stakeholders might turn 
into spoilers, which would severely affect the programme’s assumption that 
facilitation of dialogue and SSR capacity building will help create conditions for a 

Example: Listening Project Case Study in Afghanistan (Listening technique) 

In 2009, the organisation CDA Collaborative Learning Project made a country study of 
Afghanistan, one out of a total of more than 25 country studies globally, in order to 
better understand aid effectiveness from a community perspective in a conflict-
affected and insecure country. A selection of three international team leaders, with 
experience from Afghanistan and/or conflict countries was made. A number of 
international and national NGO’s in Afghanistan were contacted and asked to 
collaborate and provide field analysts. After some months of preparation the three 
team leaders could travel to different provinces and, with around 10 field analysts in 
each team, listen to and interview a considerable number of stakeholders 
(approximately 600). Through simple team seminars summarising what was 
“frequently”, “sometimes” and “never” heard and from which stakeholders, the teams 
could construct a very good overview of different stakeholders’ views and interests.  
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national SSR strategy. Programme responses can be to stress the impartiality of 
the programme and to try to influence the interests and incentives of these 
possible spoilers. Responses could also include activities to counter popular 
fragmentation if SSR becomes politicised. An overall conclusion would be that the 
programme needs to maintain a technical and politically impartial approach in 
order to be accepted by primary and secondary stakeholders. 

A more comprehensive stakeholder analysis might include parliament, security 
and justice sub-sectors etc. The below example is more political in its character 
and a programme might be more oriented towards technical sub-sectors or inter-
sector reform that has already been politically agreed upon. Nevertheless, the 
main elements of the stakeholder analysis remain the same. 

Stakeholders and Programme Options – National SSR Strategy 

Group-

ing 

  

Type of 

Stake-

holder 

Attitudes 

& main 

interests 

Influences Importance 

to the 

programme 

objectives 

Attitude 

towards 

Program-

mme 

Assumptions and 

risks 

Possible 

response 

A- 

military 

Primary Fear x, 

wants y 

Strong: 

Popular 

support, 

traditional 

elites, 

military 

Medium -- Legacy of 

national 

liberation 

important value. 

Strong risk  of 

turning into 

spoiler. 

Engage 

(dialogue, 

capacity 

building), 

stress 

impartiality, 

participation 

and their 

possibility to 

contribute to 

their legacy 

(incentive 

structure). 

B - pol. 

party 

Primary Fears z, 

vision of 

x 

Medium: 

Popular 

support. 

Potential 

powerful 

actor. 

Key ++ Change agent. 

Willing to lead 

national SSR 

process. Risk of 

turning SSR into 

confrontational 

party politics. 

Engage 

(dialogue, 

capacity 

building), 

empower and 

advise to 

bring 

everybody on-

board. 

Maintain 

impartiality as 



to not disrupt 

relations to 

other more 

critical 

stakeholders. 

C - pol. 

party 

Primary Fears 

change q, 

wants 

power 

Strong: 

Oligarchs, 

traditional 

elites 

Marginal -/+ Party C is open 

for dialogue. 

Risk of turning 

into spoiler. 

Engage 

(dialogue, 

capacity 

building), 

mediate 

possible 

change q, and 

find 

incentives for 

change. 

D - 

commu-

nities 

Primary Feels 

excluded, 

want 

partici-

pation & 

security 

Low: No 

formal 

power, 

fragmented. 

Key ++ Sufficiently 

engaged to help 

build public 

opinion. Risk of 

top level 

stakeholder 

politicising the 

issue and 

increasing 

fragmentation. 

Engage, 

empower with 

a gender 

approach and 

long term 

perspective – 

community 

activities 

around human 

security. 

Counter 

fragmentation 

through 

media 

campaign and 

public 

information. 

E – int. 

commu-

nity 

Second-

ary 

Aid 

effectiv-

eness, 

some war 

on terror. 

Medium: 

Strong 

financial but 

medium or 

low 

politically. 

Fragmented. 

Medium 

  

++/- Interests in 

promoting 

human security. 

War on terror 

makes dialogue 

sensitive and risk 

polarizing 

SSR  discussions. 

Risk of  weak 

harmonisation 

and bilateral 

agendas. 

Engage 

(dialogue, 

capacity 

building) as to 

promote 

harmonized 

and alignment 

approach (Aid 

effectiveness). 

Stress 

impartiality 

and national 

ownership. 

Promote 

creation of 



SSR sector 

group 

between 

nationals and 

donors. 

 

 

Finally, when the conclusions have been integrated into the assessment or 
programming structure, it is important to decide when the analysis will be 
updated. Security sector reform will start affecting key elements of actors' 
influences as well as their interests and attitudes. Consequently, assumptions, 
risks and possible programme responses will have to be updated.  An annual 
update of the stakeholder analysis is essential, but, and as mentioned in the first 
section, a continuous lighter update of the stakeholder analysis is also important. 

 

Example: Nationally Driven Security Sector Transformation in Zimbabwe 

Since 2009, the Zimbabwe Peace and Security Programme (ZPSP) has increased 
Zimbabwean actors’ knowledge of, and stimulated national dialogue on, the modernisation 
and transformation of the Zimbabwean security sector. Through ZPSP’s partnership with 
Swedepeace,  stakeholder analysis and peace monitoring was integrated into the 
programme. On a continuous basis, the programme staff and partners have been meeting to 
analyse stakeholders’ interests and views and adapt the programme accordingly. That is, 
results matrices and activities have been adjusted to assure high level results (outcomes and 
impacts) and strong national ownership among key stakeholders. 

 

 


