
 

Identifying Stakeholders  
Directions: In this activity, you’ll identify with whom you will work, or your stakeholders in the evaluation. 
Follow the directions below to do this.  

​​Defining a Stakeholder  
​There are three types of stakeholder groups that you may choose to engage in your evaluation process: 
primary stakeholders, secondary stakeholders, and key stakeholders.  

Primary Stakeholders 
Primary stakeholders are individuals who directly benefit from the services provided by the program. 

An example of a common primary stakeholder is the students currently enrolled in courses provided by the 
program. Primary stakeholder groups can also include target demographic groups or specific populations. For 
example, a specific level of grade students in a specific building or heritage language speakers, etc.  

Secondary Stakeholders 
Secondary stakeholders are individuals who provide the services and/or are otherwise directly involved 
with the program.   
Examples may include:   

●​ ​​Teachers/instructors/faculty  
●​ Program staff  
●​ Administration/building/district leadership   
●​ Departments   
●​ Organizational partners    

Key Stakeholders 
Key stakeholders are individuals who are not directly involved with the operation or oversight but still have 
an interest in and/or influence on the program. Examples may include:   

●​ Funders  
●​ Government officials  
●​ Community leaders   
●​ ​Building staff/faculty/teachers/departments/administration not directly involved in the program   
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Further Reading  
The University of Kansas’s Center for Community Health and Development has developed a Community 
Toolbox with helpful resources and further reading on identifying stakeholders and their resources.   

Engaging Stakeholder​​s​​​     ​  
After identifying your stakeholder groups, an ongoing consideration throughout the evaluation process is 
stakeholder involvement. ​ The following questions will help guide your interactions with stakeholders 
according to the information they have to offer, as well as the level of influence and authority they have in the 
program. ​  

1.​ What information is this stakeholder able to provide and how is it relevant to your evaluation 
objectives?   
Consider what you are trying to learn from this evaluation and what you are trying to understand 
about the program.   

●​ If you are trying to measure the impact of the program, you may need to involve 
staff/faculty/teachers/administrators who have access to institutional​​ or district data related 
to student performance (secondary stakeholders).   

●​ If you are trying to find out how students (primary stakeholders) engage with the program, 
you may consider conducting focus groups and/or administering  surveys. 

●​ If you are trying to explore the policies and operating procedures of the program, you may 
consider involving staff who oversee the program and deliver the services (primary 
stakeholders) and/or consult with individuals who created the institutional/school policies 
impacting the program (secondary stakeholders).   

2.​ What is ​the best way for you to ​obtain that information​ from that stakeholder​?   
Example methods for obtaining information include surveys, focus groups, interviews, historical or 
current program data, etc. For more information ​on ​selecting methods or designing instruments​￼​​, 
​​visit Sources of Data. 

3.​ What role does this stakeholder play in relation to the evaluation process?   
Consider your plan for keeping them informed and connected to the evaluation process.  For 
example, you may consider holding meetings with your stakeholder groups or providing them with a 
summative report. ​Also, consider the following chart​, which offers guidance on how to engage with 
different types of stakeholders based on their influence and interest in the program.​​  
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Stakeholder Map (Mendelow, 1981, as adapted in Davis & McKay, 2018)  
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