
The first step is to construct a list of potential stakeholders 
early in the planning phase while considering their rights, risks 
and responsibilities (“the 3 R’s”).   Table 1 provides an example 
Stakeholder List for a municipal dam project, although the 
technique would be applicable to parkland designation, 
recycling mandates, bikeways or other community  
conservation goals.  This list is then organized in a 
Stakeholder Grid to evaluate potential  allegiances and can 
help identify missing stakeholders. Doing this exercise prior to 
the plan proposal often identifies opportunities for cooperation 
or mitigation.  

Stakeholder List 

Stakeholder Grid (template)                     Stakeholder Grid (completed) 
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Presentation: A  22-slide sequence parallels the 
Synthesis document, but is directed to students. 
Key terms and ideas are explained with visual 
examples and prepares them for the Exercises.  

Why involve stakeholders? 

A Stakeholder is any person or institution 
potentially affected by some action (e.g. a 
conservation plan). 

Involving stakeholders early in the  planning phase of a 
conservation action  is advisable not only for ethical  
considerations and democratic rule,  but also to avoid  
hostile reactions of individuals or groups who feel they 
were disenfranchised from the decision. For example  a 
Marine Protection Area may be planned by a lead 
governmental agency under the “best scientific review”, 
but if local fishermen or historical land users were not 
included in the initial stages, their lack of participation 
can initiate a backlash that may doom an otherwise 
laudable action.  
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       Stakeholders that are  
influential but have little  
interest or stake in the  
project. 

Actively recruit into process. 

  Stakeholders who hold  
  great power and often  and  
   who are likely to have  
   strong positions. 

 Avoid dominating the process. 

  Marginal stakeholders with 
limited risks or rights.    

  Keep informed 

  Stakeholders who lack 
influence yet  the action is of 
great interest or has the potential 
to produce great harm.  

Provide opportunity  for input.  

        Low                                                     High 
                         Importance / Interest 

In
flu

en
ce

 / 
Po

w
er

 
Lo

w
   

   
   

   
   

   
   

   
   

  H
ig

h 

Army Corps of Engineers 

City Parks   

                 City Government 

River Commission 

           Fishing Group 

Downstream Resident 

                      Birding Group 

Boating Group 

           Upstream resident 

        Low                                                     High 
                         Importance / Interest 

    Stakeholder 
Stakeholder Interests  

in the Project 

Assessment of 
Impact 

(+  or  - ) 

Strategies for Obtaining Support  

or Reducing Obstacles 

 Downstream resident    Currently pays flood insurance costs   Favors construction    Limited tax burden would allow even greater support 

 Upstream landowner     Loss of land use of wet pasture   Strongly oppose   Financially compensate landowners loss of use.  

 City Government 
  Reduce flood potential, open up recreational 
use, possible hydropower generation. 

 Favor 
 Hydropower use could subsidize construction.   

Would favor more if county/state favored it.  

Birding Group     Loss of riparian bird habitat   Vocally oppose  Mitigate loss by restoring adjacent habitat 

Boating Group     Gain better boating access  Strongly favor  Include development of boat ramp 

Army Corps of Engineers 
  Stabilize flood cycles, but would also reduce 
wetlands 

Somewhat neutral to mildly 
oppose 

Mitigation of wetland loss, need strong regional support 

  City Parks and Recreation  
  Stabilize flood cycles, but also reduce water 
quality and native habitats 

Somewhat neutral to mildly 
resistant 

Mitigation of wetland loss, need local government support 

   Stakeholder Analysis 

A teaching module for conservation students and professionals  

This Stakeholder Analysis module and other 
conservation tools are available  through the 
Network of Conservation Educators and Practitioners 
(NCEP).  Teaching modules are developed by individuals at 
the invitation of NCEP.  The modules are peer-reviewed, 
may be  translated, and are made available online through 
the American Museum of Natural History with support from 
the National Science Foundation.  This module went online 
in 2009.  

For more information about NCEP and free access to 50+ 
conservation modules go to :     http://ncep.amnh.org 

Stakeholder Analysis 

Ursula Lemanski, National Park Service 
Donna Vogler, State University of New York 

Who are stakeholders? 

Why are stakeholders important? 

Integrating stakeholders in the planning  
process 

Assessing the role of hidden or  
disenfranchised stakeholders. 

The Cycad Game.  
Here students take on one of four roles: 1) landscape architect, 2) 
international exporter, 3) plant curator, 4) lawyer.  These opposing 
interests are asked to work together to develop a plan to sustainably 
use (or ban trade in) rare cycad plants.   

Exercise 2. This in-class role-playing exercise introduces students to 
contrasting goals of stakeholders, including the potential for “hidden 
stakeholders” as may occur in the illegal trade in endangered species 

Synthesis  This is a portion of a 23-page overview written for 
the educator or workshop leader.   

Exercise 1.   A portion of a classroom activity that demonstrates how to 
identify potential stakeholders in a community conservation action.  Both 
exercises come with Solutions documents for the instructor.  

Role 1: Landscape Architect 

Address:  Green Garden Landscape Service, Miami FL.  

My work:  I run a reputable landscape contracting 
business.  I buy plants, including cycads, from legal 
exporters who ship them to me.  Many plants are grown 
from seed, but some were collected as part of a salvage 
operation saving the plants when their habitat was 
developed.   

Problems in my work:  Several times the plants I buy 
come from sources who provide insufficient paperwork.  
My reputation depends on documenting that these 
plants were collected legally, and I have complained 
numerous times to the Exporter.  

Role 4: Lawyer  

Address: Save the Cycads, part of a Non Governmental 
Organization.  

My work: I work with a small group of 2 other lawyers and 5 
activists supported by several environmental non-profit 
organizations.  We are working to send a delegate to developing 
counties to look for sustainable crops that could be encouraged in 
place of crops that destroy cycad habitat.  I know I could get 
paid much better working for a legal firm, but I do this for love.  I 
truly believe we can save cycads for future generations but only if 
current laws are enforced and new laws are more stringent.  

Problems in my work: My organization is supported by mass 
mailings to the public and membership drives, plus a few wealthy 
donors.  If I don’t get a major magazine story on cycads soon I 
will have to work on other environmental projects.   


