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1 Introduction

In power relations, stakeholder analysis is of particular relevance. In any given community, there are many stakeholders with diverse interests, socio-economic backgrounds and abilities to influence processes and decisions. The nature and level of these stakeholders’ engagement in the participatory mapping process will always be determined by how they perceive the process. If they perceive it as threatening their interests (e.g. access or user rights to forest products, water and land), they are likely to oppose or sabotage it and if they see it as serving their interests, they will support it. 
This Unit seeks to demonstrate the importance of undertaking a stakeholder power analysis at an early stage of a participatory mapping process. It underlines the importance of acknowledging that participatory mapping is a political process and it will affect or be affected by power relations within any community. 
The Unit elaborates on the stakeholder power analysis tool and its usefulness in helping communities identify intra-community power relations and develop ways of working with or around the existing power structures to ensure genuine participation and transparency and to build trust in the participatory mapping process. 

2 StakeHOlder Power Analysis and its uses 

Stakeholders can be defined as groups of people, individuals and organisations who are connected to a system either directly or indirectly and who are likely to affect or be affected by any initiative being undertaken in the system. For example, stakeholders could be people living near a forest, people who live far away but who use the forest, a government forest department that manages forests, logging companies who trade in timber and environmentalists who are interested in conservation. All of these groups have legitimate interests and stakes and they have to be considered in the participatory mapping process and in using its outcomes. 
Stakeholder power analysis, on the other hand, is a tool that can be used to identify groups of people and institutions, their interests and fears and to develop plans to involve them in participatory mapping and using its outcomes. The tool can also enable intermediaries and other agencies involved in participatory mapping to accept that there will be winners and losers in the process and to identify the challenges that need to be managed. 
Stakeholder power analysis tools can also be used to appraise possible scenarios following the participatory mapping and plan on how best to manage them. It is important to ask questions such as: Whose problems will the participatory mapping process address? Who will benefit from the process and its outcomes and how? Who loses out? What are the power differences and relationships among stakeholders? What relative influence do they have? 
Analysing answers to these questions enables you to identify institutions and relationships that need to be developed or dealt with to avoid negative outcomes and enhance positive ones.

3 Doing the Stakeholder Power Analysis

Special skills and attitudes that may be needed for effective facilitation of stakeholder power analysis include: interactive communication to get one’s own views across and to listen to those of others; showing respect for other stakeholders to instil confidence; cultural and gender awareness; chairing meetings and workshops; facilitating multi-stakeholder processes; mediation, conflict resolution and consensus building; building trust; being reassuring and non-threatening and maintaining transparency and commitment. Calmness and patience are key virtues; it takes time for stakeholders to consult with their own constituencies on emerging issues and facilitators should avoid using their position of power to threaten or rush people.

It is important to note that the usefulness and strength of stakeholder power analysis depends on the context in which it is used and the quality of facilitation. It can be carried out by individual analysts, multiple stakeholders or some people along the middle of this spectrum. 
Stakeholder power analysis can be used progressively to empower marginalised groups and to improve policies and institutional practices. However, it should be recognised that the techniques can also be manipulated by those with power to dispossess the less powerful. Progressive users (i.e. those aware of power dynamics in the communities) should be aware of those who have bad intentions; encourage all involved to be clear about their purpose, intentions and desired outcomes and to guard against any manipulation of the participatory mapping process.

4 A Stepwise Approach 

The six-step process proposed below works well and can be adapted easily for conducting a stakeholder power analysis at the onset of the participatory mapping process. 
4.1 Develop Purpose and Procedures  
It is important for the intermediaries undertaking a participatory mapping process to be clear about the institutional level, purpose and objectives for which the analysis is being conducted. This enables the team to define the scope of the issues to be included and determine what is to be left out and what can be achieved and delivered. Much depends upon the institutional level for which the entire exercise is being undertaken. 
For example, if the exercise is being done for a national policy analysis or strategic process, it will be necessary to engage different stakeholders than if it is being done for a regional policy, a local project or a particular decision of an enterprise. The former is more challenging because it requires representatives from different levels of the hierarchy to participate. 
It is also essential to create the environment to support a quality, multi-stakeholder dialogue. For instance, you need to consider how different groups of people are organised and how they operate when you plan to involve stakeholders in the analysis. There are several dimensions that affect the quality of stakeholder dialogue and these should be considered before, during and after a participatory stakeholder power analysis because they will shape the entire process. 
The first dimension is “inclusiveness”. This refers to determining who is to be included in the participatory analysis and the procedures for its design and implementation. This can be done by asking stakeholders to name other stakeholders who are not represented, ensuring that those nominated to participate are adequately prepared with the necessary information. It is also important to involve stakeholders in defining terms of engagement and setting up public feedback mechanisms. 
The second dimension is to focus on the need for “responsiveness” – the degree to which the various parties respond to the analysis – and the “outcomes” – what actually happens, who reaps the associated benefits and who bears the costs.

4.2 Identify Key Stakeholders

There are various ways to start identifying stakeholders and each has its advantages and disadvantages. It is important for the intermediaries to recognise the risk of missing key stakeholders and ensure that these risks are minimised because they could jeopardise the entire participatory process. Using a combination of approaches to triangulate (i.e. cross-check and validate information) minimises the risks associated with a single approach. 
You can begin to identify stakeholders by reviewing secondary data and written records from relevant departments. You also can brainstorm with personnel from key institutions and with knowledgeable individuals and community organisations in the area where the participatory mapping will take place. The intermediaries also can facilitate a stakeholder self-selection process through public announcements in churches, schools, newspapers, local radio or other local means of spreading information. 
This approach works best for groups who already have good contacts and see it as being in their interests to participate in public processes. Other stakeholders, such as those who are poor and have low literacy, who live in more remote areas or who are more hostile to other stakeholders, may not come forward this way. 
There is a risk that local elites or others with selfish motives may put themselves forward and claim to be representing the entire community. It is, however, possible to facilitate a process of verification with those stakeholders who are identified first whereby they reveal their views on the other key stakeholders who are important to the process. 
Some of the key questions that can be used to facilitate the verification include:

· Who are potential beneficiaries of this participatory mapping initiative?

· Who might be adversely affected by it?

· Who has existing rights?

· Who is likely to be voiceless?

· Who is likely to resent change and mobilise resistance against it?

· Who is responsible for intended plans to come out of this process?

· Who has money, skills or key information needed for this initiative?

· Whose behaviour has to change for the success of the initiative?

It is important that individuals involved are representative of their stakeholder group or constituency. Key factors of representation include: 
Identity: Does the representative share the views of the group/constituency or will the representative bring other or multiple identities to the process (e.g. tribal, class or political affiliation)? Where can such other identities help and where might they hinder representation and outcomes? 
Accountability: Was the representative chosen by a particular group or constituency and does s/he consult with that group regularly? What kind of specificity and sanction has the group attached to the representative’s accountability? This is important because some individuals assume a mandate from members of a stakeholder group that is simply not backed up by processes of accountability with those people. 

Beyond listing stakeholders, it maybe helpful to categorise and further define their fields. This helps in distinguishing between all those who potentially affect or are affected by the initiative and the key stakeholders whose involvement is crucial. At the local level, it is possible to further disaggregate by economic criteria, gender and degree and type of involvement. It may also be necessary to further fine-tune stakeholder groups to deal with the fact that while people might take similar actions, it is likely that they attribute different significance to these actions because of their different priorities and livelihood strategies. 

Depending on the nature of the problem or purpose, it may be particularly important to scrutinise the characteristics of stakeholders on a number of other dimensions including: men/women, rich/poor, young/old, rural/urban dwellers, near to the issue/far away, landowners/landless, small-scale/large-scale and hunters/fishers/pastoralists. 
It is important for each stakeholder to be clearly defined in order to avoid ambiguity regarding who is being talked about. However, bear in mind that people may fall into several different stakeholder groups at the same time and that these may change over time. 

4.3 Analyse Stakeholders’ Interests, Characteristics and Circumstances

Once stakeholders have been identified, their interests, characteristics and situations need to be better understood. It is particularly important that stakeholders are involved in expressing their own concerns. Intermediaries or people facilitating participatory mapping can use the questions below for each stakeholder group:

· What are the stakeholder's experiences or expectations of the policy or institution and the intermediaries facilitating the participatory mapping initiative?

· What benefits and costs have there been, or are there likely to be, for the stakeholder?

· Which stakeholder interests conflict with the goals of the intermediary institution or any other agencies promoting the participatory mapping initiative?

· Which resources have the stakeholder mobilised, or is willing to mobilise, to support the initiative?

This step of analysis can be facilitated using methodologies such as: 
· brainstorming to generate ideas and issues within a stakeholder focus group. All the emerging points are recorded and can be sorted and prioritised;
· semi-structured interviews in which an informal checklist of issues is used to guide an interview with a stakeholder group, while allowing other issues to arise and be pursued;
· reviewing existing data. A variety of recorded materials may shed light on stakeholders’ interests, characteristics and circumstances. It is always worth probing and rummaging for reports and recorded information; there is almost always more of it than first appears and sometimes it is found in the most unlikely places; 
· timelines, which can be prepared with stakeholders to show the history of particular policies, institutions and processes, their linkages and impacts and the cause and effect of various changes; 
· diagrams, which can help many people get a quick idea of what is planned or talked about. They can help stimulate discussion by non-literate and literate people. 
Through such methods and by using direct observation and regular conversations, you can begin to uncover the range of influences on stakeholders. These influences include institutional and organisational factors (e.g. mandates, rules, norms, functions, strengths and weaknesses, dynamics, interactions and institutional culture) and individual motivation factors (e.g. ideological predispositions, pursuit of political objectives, position and control of resources, professional expertise and experience, promoting own careers, institutional loyalties, enhancing the standing of own agencies and personal attributes and goals, such as rent seeking). 
Some stakeholder interests and influences are much more obvious than others. It is important to remember that many interests are difficult to define; they may be hidden, numerous or in contradiction with the stated aims or objectives of the organisations to which stakeholders belong. Some of these interests and influences are likely to reveal themselves only slowly, while others, for reasons of political or personal expediency, may have to be left alone.

4.4 Identify Patterns and Contexts of Interaction between Stakeholders

In this step, you aim to understand the relationships among stakeholders and to investigate factors that are in conflict or are cooperative (e.g. power or authority relationships, ethnic, religious or cultural divisions, historical contexts and legal institutions). This will allow you to identify common ground, prevailing conflicts or potential trade-offs. Methodologies that are particularly useful at this stage include: 
· the “four Rs
” – stakeholders’ Rights, Responsibilities, Rewards (or Revenues or Returns) and Relationships with other groups. This is a tool for clarifying the roles played by different stakeholders and the nature of relationships between them. The four Rs tool aims to operationalise the concept of ‘roles’ by categorising these into Rights, Responsibilities, Revenues (benefits) of stakeholders, and the Relationships between stakeholder groups. This is particularly useful in contexts where roles need re-thinking, negotiating and developing or strengthening. The four Rs may be seen as a complement to stakeholder power analysis, and may form a useful tool to apply as part of it, since it can be used to explore stakeholders’ relative powers, by proxy assessment; assess stakeholders’ mutual relationships; and pave the way for role negotiation by establishing stakeholder dialogue and agreement. Though the four Rs was developed as a framework and tool for working towards better forestry, it has good potential for use in other aspects of natural resource management (including participatory GIS) and the policies and institutions associated with them. 
· narrative interviews – this is an approach to getting the best out of key informants, allowing stakeholders to put forward information in their own way. They can be structured to inquire about the stakeholder’s insights into the key issues pertaining to the policy or institution, or they can be more loosely structured by asking the stakeholder to ”tell the story”, which allows these issues to be brought out without necessarily having to ask overt questions about them. 

4.5 Assess Stakeholder Power and Potential

Stakeholders have different degrees of power to control decisions that affect policies and institutions; they also have different degrees of potential to contribute and different degrees of importance to be able to achieve a particular objective. Power to influence policies or institutions stems from having control over decisions with positive or negative effects. Stakeholder power can be understood as the extent to which stakeholders are able to persuade or coerce others into making decisions and following certain courses of action. 
Power may derive from the nature of a stakeholder's organisation or from its position in relation to other stakeholders (e.g. line ministries control budgets and other departments). 
Other forms of power may be more informal (e.g. having personal connections to ruling politicians). Having the potential to affect, or to be affected by, policies and institutions resides in particular characteristics specific to context and location – such as knowledge and rights. 
Of particular concern are the stakeholders who have high potential but little power. These stakeholders’ problems, needs and interests are likely to be the most important for many initiatives to improve policies and institutional processes.

The following questions may help assess which stakeholders have power and potential (or importance) with respect to the policy, institution or process at issue:
· Who is dependent on whom?

· Which stakeholders are organised? How can that organisation be influenced or built upon?

· Who has control over resources? Who has control over information?

· Which problems, affecting which stakeholders, are the priorities to address or alleviate?

· Which stakeholders’ needs, interests and expectations should be given priority attention with respect to the policy or institution and process in question?

4.6 Assess Options and Use Findings 

To be useful, the analysis of the first five steps should be summarised in a form where everyone’s interests and issues can be seen together. A series of stakeholder tables may be used to organise information about interests, power, influence and involvement of each key stakeholder or group. (See additional reading material: Stakeholder Power Tool.) 
In conclusion, the stakeholder power analysis can play a key part in strategies for organising and mobilising different actors for participation. However, like other tools for working on policies and institutions, the stakeholder power analysis requires time and resources which are often in short supply for smaller community groups. Larger entities (e.g. government departments, companies and big NGOs and projects) that are interested in creating effective campaigns and strategies to help push their interests (e.g. participatory mapping) in the policy-making process are more accustomed to conducting stakeholder power analysis. 
These entities, who may be the friends or the political opponents of smaller groups, may be able to call on well-funded campaigns using the expertise of advisors and consultants; these advisors may have plotted policy scenarios taking numerous variables into account (e.g. media, community support and monetary resources) to craft multi-level strategies to protect their interests. Stakeholder power analysis in this context seeks to assess the impact of different positions on engaging, using and sustaining support for a policy while minimising or neutralising political opposition.
� See Mayers, J. 2005. The four Rs. Power tools series. International Institute for Environment and Development, London, UK  (� HYPERLINK "http://www.policy-powertools.org" �www.policy-powertools.org�).
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