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Welcome to lecture 4 of Topic 1.4.  In this lecture we focus on stakeholder 
participation.
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A stakeholder is anyone who has a stake, or interest, in what happens; for 
example an interest in a specific problem or opportunity.
Stakeholders can be individuals, groups or organisations and may include 
workers, volunteers, funders, partner organisations, government, potential 
customers or service users.

In the case of a problem or opportunity, an individual, group or organisation 
could be a stakeholder if they:
Have interests affected by the problem or opportunity
Are involved in activities that impact on the problem or opportunity
Have information or expertise that are required to make decisions regarding 
the problem or opportunity
Have resources that are required to take action on the problem or opportunity

The term stakeholder focuses us to think about:
Who will be affected by decisions and actions?
Who controls the information, skills and resources required?
Who may help and who may hinder?
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Stakeholders can participate in the following tasks during the process of 
moving from the current state to the desired state for a problem or 
opportunity:
Decision Making – they can participate in making decisions on how to address 
the problem or opportunity at the beginning of the process, and 
Taking Action – they can participate in taking action through projects to 
address the problem, or opportunity after decisions have been made
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It is useful to classify stakeholders by their relationship to the decision or 
project.  By organising stakeholders into classifications or groups, methods for 
communicating and working with different groups, and sequencing the 
communication and activities between groups, can be developed.
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In the Community Leadership Program we will classify stakeholders into three 
types for both decision making and taking action:
Primary Stakeholders
Secondary Stakeholders, and
Tertiary Stakeholders



The table in this slide summarises for decision making - the role of primary stakeholders in 
relation to the three types of stakeholders and the types of communication between stakeholders.
For making decisions,  the primary stakeholders are the stakeholders responsible for making the 
final decision or recommendation.  Primary stakeholders usually sit on a decision making board, 
committee or working party and it is the board, committee or working party as a single voice that 
collaboratively makes the decision.
Secondary stakeholders are individuals, groups or organisations, that whilst not being 
responsible for the final decision are encouraged to provide input into the decision making 
process.  Collecting information from secondary stakeholders enables primary stakeholders to 
increase their understanding of the problem or opportunity for which the decision needs to be 
made by taking on board a wider range of perspectives.
The input that secondary stakeholders have into the decision making process can vary.  Primary 
stakeholders may consult the views of secondary stakeholder at a specific point in the decision 
making process or may involve secondary stakeholders throughout the decision making process.  
Primary stakeholders may just consider the suggestions of secondary stakeholders or they may 
promise secondary stakeholders that their views will be incorporated into the final decision.
It is not practical for every stakeholder to participate as a primary stakeholder on a board, 
committee or working party, and for a variety of reasons not every stakeholder will want to, or be 
able to, participate as a secondary stakeholder in secondary stakeholder involvement activities.  
In order to maximise stakeholder participation, primary stakeholders develop and use methods 
for communicating information about decisions that have been made to tertiary stakeholders.
Tertiary stakeholders are stakeholders who may be interested in the decision being made but are 
not involved in the decision making process.  Primary stakeholders usually provide tertiary 
stakeholders with information through public education and public information activities. 

6



A range of public information and public education techniques are commonly 
used for disseminating information to tertiary stakeholders about decisions 
and activities, including:
Signage
Print advertisements
Email lists
Brochures
Radio & Television
Newsletters
Websites
Editorials
Community booths
Public briefings, and 
Social media
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For taking action through projects, this Table summarises, the role of primary stakeholders in relation 
to the three types of stakeholders and the types of communication between stakeholders.
For taking action through projects the primary stakeholders are the members of the project team who 
are responsible for the development and implementation of the project.
It is not unusual for the primary stakeholders that are responsible for the development and 
implementation of a project to be a different group of primary stakeholders than the primary 
stakeholders that decided the project was required.  Some stakeholders may be influential in 
decision making whilst other stakeholders may have strengths in managing projects.
As with making decisions that address complex problems and opportunities, taking action through 
projects that address complex problems and opportunities usually requires the formation of a project 
team that consists of representatives from a variety of groups and organisations that will work 
collaboratively on the project.  There will be two way communications between the members of the 
project team as they collaboratively develop and implement the project.
For taking action through projects, secondary stakeholders are individuals, groups or organisations 
that are willing to be involved in the implementation of a project but not be responsible for the 
project’s implementation.  For a variety of reasons secondary stakeholders may not want to, or be 
able to, participate as a member of the project team, but may be willing to provide resources, assist 
with certain activities or help out on the day of an event – they may be happy to be episodic 
volunteers.
In order to engage secondary stakeholders, primary stakeholders need to develop communication 
mechanisms for informing secondary stakeholders about the assistance they require and 
communication mechanisms to receive responses from secondary stakeholders regarding the 
assistance they are willing to provide.
Tertiary stakeholders are stakeholders that do not wish to be involved in developing or implementing 
the project, but may be interested in attending the activities or taking up the benefits that the project 
produces.  Primary stakeholders need to develop communication mechanisms to inform tertiary 
stakeholders of the opportunity to attend activities or take up the benefits.
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In designing a collaborative process for decision making or taking action 
through projects there are four fundamental questions that need to be 
answered:
Is this a problem or opportunity that could, or should, involve all three types of 
stakeholders – primary, secondary and tertiary?
Which stakeholders should be chosen as primary, secondary and tertiary 
stakeholders?
What kinds of participation techniques and communication processes need to 
be developed for effectively engaging all three types of stakeholders?
How should the participation techniques for the three types of stakeholders be 
sequenced to build toward a successful decision or project?
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A stakeholder analysis is a technique used to identify and analyse 
stakeholders in order to determine which stakeholders should be chosen as 
primary, secondary and tertiary stakeholders.
A stakeholder analysis generally involves four steps.  The description of the 
stakeholder analysis steps in this slide relates to determining stakeholders for 
decision making:
Step 1: Identify who your stakeholders are.  Brainstorm a list of people and 
organisations that have an interest in the problem or opportunity.  Whilst 
stakeholders may be both people and organisations, you will need to identify 
an individual person within each organisation to communicate with.
Step 2: For each stakeholder identified research why the problem or 
opportunity is important to them – what are their needs, wants, problems or 
interests in relation to the problem or opportunity
Step 3: For each stakeholder identified weight their level of influence or power 
over the problem or opportunity as low, medium or high 
Step 4: For each stakeholder identified weight their level of interest or concern 
about the problem or opportunity as low, medium or high



This slide shows a Stakeholder Analysis Grid which can be used to organise 
the information collected.
The completed stakeholder analysis grid provides a summary of the 
stakeholders with an influence and interest in your problem or opportunity, 
and can be used as a guide for determining whom you should target to be 
primary, secondary and tertiary stakeholders.

A Stakeholder Analysis Grid template is available for download by using the 
link underneath the link to this lecture.
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This is just a rough guide for selecting stakeholders:
If possible you should try to fully engage and make the greatest effort to 
satisfy those stakeholders that have a high influence and high interest in 
the problem or opportunity.  These people would probably be good 
candidates for your primary stakeholder group.
You need to keep those stakeholders that have a high influence but low 
interest in the problem or opportunity satisfied but will need to be careful 
not to annoy them with excessive communication.  Depending on their 
willingness to participate they may be suitable for either the secondary 
stakeholder or tertiary stakeholder category.
The stakeholders with a low influence but high interest in the problem or 
opportunity will be very helpful with increasing your understanding of the 
problem or opportunity.  These stakeholders would probably be good 
candidates for your secondary stakeholder category or if they are in 
need of empowerment, they could be chosen as primary stakeholders.
The stakeholders with a low influence and low interest in the problem or 
opportunity will probably not want to participate to a great extent and will 
probably fall into the tertiary stakeholder category.  It is important to 
keep tertiary stakeholders informed but not to annoy them with 
excessive communication.


