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Stakeholders and Institutional Analysis in
34 Social Research

Salami K. Kabiru and Taiwo Patricia A.

Introduction

Stakeholder analysis and Institutional analysis are two main tools for
examining the strengths and weaknesses of stakeholders and prospective
institutions that have relative importance to a particular project, and for
determining which interests are geared towards achieving expected
mandate, missions and public value for a project, Both stakeholders and
institutions in the analyses of organizational development and policy-
related issucs have aitracted scholarly attention in the discourse of
innovativeness and evaluation of organizations in society. It is noteworthy
that Stakeholder and Institutional analyses currently rank very high in
scale of the research agenda for the Social sciences; however, awareness is
still required on the challenges that confront the attempt to advance
knowledge and practice of these imminent approaches in methodological
innovation. This chapter discusses the concepts, and highlights the process
of analyses of stakcholders and institutions. These arc examined in two
distinct subsections in this chapter.

Stakeholder Analysis

Project development and implementation at any level involve active
engagement of social capital resources. These resources could be sourced
from the relative important stakcholders in order to achieve expected
mandate, fulfil their missions and create public value in the project. This
requires a clear thinking and a practical demonstration of overall
coordination of the project. In essence, adoption of systems or strategy in
sourcing the material resources, human resources and social capital
resources necessary to achieve the goals of the project is an important
practice in ensuring successful implementation of any project. Likewise,
for achieving a successful implementation, the input of stakeholders of a
project is important from the beginning of the project.

The word ‘Stakeholder’, according to Bryson (2004), has assumed a
prominent place in public and non-profit management theory and practice
in the last 20 years, and more importantly in the decade that ended the last
millennium. Who are the stakeholders in a project? Stakeholders are
individuals, groups and/or organizations that have an interest (a stake) and
the potential to influence the activities and the goals of an organization,
project or policy direction (Brugha and Varvasovszky 2000). It refers to
persons, groups or organizations that must somehow be taken into
consideration by leaders, and managers and other frontline staff of an
organisation (Bryson 2004). In recent times, research uptake and focus on
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the subject pertaining to stakeholder analysis have impacted on the rise in
the use of the concept and its application in the real life practice (Bryson
2004). The need to discuss the analysis of relevant stakeholders in project
lifespan is underscored by Bryson (2004); that while the term has gained
the interest of academic community, there is still much to understand on
how to be systematic in identifying and analysing stakeholders. By
gathering data and analysing the data on stakeholders, one can have a clear
insight of likely opportunities for influencing decision making process in a
particular situation. Stakeholders are all those who have vested interest in
the natural resources of a project area and/or who potentially will be
affected by project activities. They have something to gain or lose if
conditions change or stay the same (Golder, WWF-US and Gawler 2005).
Stakeholders are all those people needed to be considered in actualising
project targets and whose involvement and influence are central to the
success of the project. In a review, Bryson (2004) highlighted the
following definitions of stakeholders:

e “All parties who will be affected by or will affect [the
organization’s] strategy” (Nutt and Backoff 1992: 439).

e “Any person, group or organization that can place a claim on the
organization’s attention, resources, or output, or is affected by that
output” (Bryson 1995: 27).

e “People or small groups with the power to respond to, negotiate
with, and change the strategic future of the organization” (Eden
and Ackermann 1998: 117).

e “Those individuals or groups who depend on the organization to
fulfil their own goals and on whom, in turn, the organization
depends” (Johnson and Scholes 2002: 206).

e “Any group or individual who can affect or is affected by the
achievement of the organization’s objectives” (Freeman 1984).

What is Stakeholder Analysis? Stakeholder analysis is an approach, a
tool or set of tools for generating knowledge about actors — individuals,
groups and organizations — so as to understand their behaviour, intentions,
interrelations, agenda and interest; it is also for assessing the influence and
resources that they bring to bear on decision-making or implementation
processes (Brugha and Varvasovszky 2000; Varvasovszky and Brugha
2000). It is a policy analysis tool. It has its roots in the political and policy
sciences, and in management theory where it has evolved into a systematic
tool with a clearly defined steps and applications for scanning the current
and future organizational environment (Brugha and Varvasovszky 2000).
Stakeholder analysis is often adopted as a tool for policy analysis by a
researcher whose interest is to conduct a comprehensive analysis in order
to produce new knowledge about policy-making processes (Varvasovszky
and Brugha 2000). This requires a strong retrospective dimension.
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Stakeholder analysis ensures understanding the importance and
influence of the project’s stakeholders; hence, the analysis helps the
project team to focus on project direction and success. In a project’s
lifespan, the interaction, including conversations and their dynamic
processes, among team members during the stakeholder analysis, is just as
important and insightful as the outcomes of the process. As it is a useful
tool for managing stakeholders and identifying opportunities to mobilize
their support for a particular goal, the information from the analysis can
provide insight on how policies have developed. It can also be used to
assess the feasibility of future policy directions; to facilitate the
implementation of projects, specific decisions or organizational objectives;
and to develop strategies for managing important stakeholders
(Varvasovszky and Brugha 2000). Its goal is to develop a strategic view of
the human and institutional landscape, and the relationships between the
different stakeholders and the issues they care about most (Golder, WWF-
US and Gawler 2005).

With the growing popularity, acceptability and use of stakeholder
analysis, appropriate tools for identifying the contributions of stakeholders
in any project are now available. This is a reflection of the growing
appreciation of how the features of stakeholders — individuals, groups, and
organizations influence decision-making processes (Brugha and
Varvasovszky 2000). Most tools adopted in analyzing the strength of
stakeholders are project-specific, while many other Stakeholder Analysis
Tools (SATs) are focused on ‘the target population’ of the project, not on
the people resources required to implement the project. In spite of the
variations in the available tools, a-one-size-fit-all tool (Varvasovszky and
Brugha 2000) may emerge.

Analysis of the strength of stakeholders involves identification of the
status of each stakeholder in the project from the beginning of the project
life. It is important to know that some stakeholders are influential, while
others are important. By explanation, ‘Influential stakeholders’ are those
stakeholders who have power over the organization or management of the
project, while ‘Important stakeholders’ are those who have power over
project implementation or outcome adoption.

The Relevance of Stakeholder Analysis

The analysis of stakeholders can help to illuminate and provide insight
into the interactions between a project and its participating stakeholders.
Kennon, Howden and Hartley (2009) noted that successful
implementation of a project can ultimately rely on the capacity of the
manager to cultivate the support of, and process the expectations of key
people. The successful management of stakeholders can have a substantial
and immediate impact in a project; hence, satisfied stakeholders can make
great contribution to the progress and significance of a project, hence
leading to project success. These scholars also describe stakeholder
analysis as a dominant tool to help in profiling the team in order to detect
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and prioritize the stakeholders who can have an impact on the success of
the project. In addition, it was also observed that stakeholder analysis can
examine the nature and typology of influence that individual members
have and how they could be engaged (or disengaged) in order to achieve
successful outcomes. One very important opportunity a team would derive
from a stakeholder analysis at the time of planning and developing a
project is the opportunity to have an insightful interaction about their
project and stakeholders. This may enhance the whole team members to
develop a clearer understanding of the range of project stakeholders, thus
helping to develop a more focused project strategy.

Varvasovszky and Brugha (2000) explained that organisations
focusing on health management, make use of stakeholder analysis as a tool
for achieving specific operational targets, or advantages in their dealings
with other organisations, by identifying potential allies and building
alliances or removing threats. Likewise, in project management,
stakeholder analysis is engaged to increase the probabilities of project
success through formation of the project’s design, its preparation along the
line and eventual implementation of project; or as part of the project
evaluation, during or after project completion. Varvasovszky and Brugha
(2000) noted that depending on the aim of the analysis and the resources
that are available, it is possible to conduct the analysis within a short space
of time especially where a rapid appraisal is possible. This is possible and_
relevant in the planning stage of a small local project with involvement of
a small size stakeholders, where not too large, perhaps a brief assessment
is enough to identify interests, and in a situation where only one or two
well-framed questions exist. The project work plan which include time-
frame of the project lifecycle, and which may be influenced by the
deadlines of the project, available resources and frequency, determines the
scope of the analysis.

The Importance of Stakeholder Analysis

Stakeholders’ analysis has shown series of benefits to its users as a method
of identifying human resources and social capital in the development and
implementation of a project. The success of all projects would depend on
ability to identify stakeholders who can collaboratively geared their
contribution and work towards achieving the target of the project to reduce
or reverse threats to key conservation targets. According to Golder, WWF-
US and Gawler (2005), it has potential to help make a project or
programme identify the following:

e Where the interest of all stakeholders who may affect or be
affected by the programme/project lies;

e Likely threat, crisis or danger that could hamper the project/
programme initiative;
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e Opportunities and associations that can be built on during project
implementation;

¢ Groups that should be stimulated to involve in different stages of
the project lifespan;

e Appropriate plans and methods for engagement of stakeholders;
and

e Techniques to reduce negative impacts on vulnerable and
disadvantaged groups.

An important gateway to success in project conception, design and
execution is full participation of stakeholders at all these stages. However,
full participation may not assure same success rate at all times. Golder,
WWF-US and Gawler (2005), also explained that Stakeholder’s
participation:

e provides people some insight over how projects or policies may
affect or influence their lives;
is quite crucial for sustainability purposes in project execution;
ensures a sense of ownership if initiated early in the project
development process; gt

e provides opportunities for learning for both the project team and
stakeholders themselves; and &

¢ builds capacity and enhances responsibility of stakeholders.

Appropriate Time for Undertaking Stakeholder Analysis

Stakeholder analysis is best undertaken right from the commencement of a
project. However, it is possible to carry it out from the beginning to the
end of the project. Carrying out stakeholder analysis throughout the course
of (all stages of) the project lifecycle is equally possible. In fact, this is
advisable. In particular, during project conception phase when it is being
planned, stakeholder analysis is an important aspect of situation analysis.
Gender issue is also important to note in any stakeholder analysis. For
instance, it should be noted that discrimination based on gender is likely to
affect the impact and success of projects and policies. Gender analysis
involves the assessment of:

e The sharing of tasks, responsibilities, activities, and rewards
associated with the division of labour at a particular locality or
across a region;

e The relative positions of women and men in terms of
representation and influence; and

e The relative importance and hindrances related to assigning tasks
and responsibilities to women and men.
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Techniques for Carrying out Stakeholder Analysis

A number of techniques exist for carrying out stakeholder analysis. The
adoption and use of these techniques depend on the nature of a project and
the researcher’s interest. Few among them are: (1) Workshops, (2) Focus
groups, (3) Interviews and (4) Questionnaires. Through workshops
potential stakeholders are identified and brought together. Workshop
facilitators would be someone who is experienced in the project target,
skilled in identifying the needs of the project, the stakeholders and their
potential strength. They are exposed to the interest of projects and can
address the potential needs and expected contribution of the members of
different stakeholders. They are introduced to other members present.
Participants are encouraged to declare what they feel they could make as
. their own contribution in order to make the project successful. In focus
groups, members of the same status are brought together to share their
views on how to support the project, who they think should be invited and
for what strength different from those strengths possessed by already
selected members. There would be a moderator who drives the discussion
and a note-taker who documents the whole process of identifying the
strength of the members. Potential stakeholders could be interviewed to
tease out their potential contributions to the success of the project. Also
questionnaires could be administered to achieve the same purpose.

Stakeholder Analysis Tool (SAT)

In their own study, Kennon, Howden and Hartley (2009) proposed a one-
size-fit-for-all tool. The tool featured a 16 square matrix with two axes
that focused on stakeholders who are: ‘Influential’ and ‘Important’. The
essence of the tool is to ascertain the team’s understanding of project, its
outcomes and stakeholder’s management skill. These are channelled in
five steps as follow:

Step One: Identification of stakeholders. This stage of the analysis
involves identifying the project’s stakeholders. It also involves making the
team discuss the reasons for their consideration as being critical for
meeting project targets. At this level, it is critical that the main interest
should be primarily the persons and their roles, rather than just an
organizational group or a position title. It is essential to note that persons
involved in a project have different levels of power or importance within
an organization, within their networks (or none at all) with various team
members. It is also important to identify power relations at this level.

Step Two: Prioritization of stakeholders. There is possibility of having
different categories of stakeholders. At this stage, the team is required to
develop a matrix and use the matrix to prioritize their list of stakeholders
in terms of how critical they are to the outcomes of the project. This will
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help to prioritize communication and engagement activities with the
people most likely to affect project success. The matrix has two axes
which are labelled as “influential” and “important”. ‘Influential’ refers to
people who have either direct or indirect power to influence the success of
the project. These may include monetary power, positional authority or
persuasive capacity over core decision makers. On the other hand,
‘Important’ refers to those who have either direct or indirect power to
influence the delivery of project outcomes. These people may include
opinion leaders (in the vroject’s target population), critical knowledge
resources (e.g. scientific experts), and providers of enabling resources (e.g.
mapping technology) or those critical in delivery of innovations produced
by the project. ,

In this second step, important questions in stakeholder analysis
according to Golder, WWF-US and Gawler (2005) may include:

Whose decision is final on issues that are important to the project?
Who holds positions of responsibility in concerned organizations?
Who is influential in the project thematic and geographic areas?
What categories of people will be affected by the project?

Whose involvement will promote or support the project (through
human and social capital resources), only if they are involved?

e Whose neglect will obstruct/hinder the project if they are not
involved?

Step Three: Understanding and managing the stakeholders. This step
involves inward examination of the likely attitudes of the various
stakeholders to the project, their attitude to the project team and any risks
associated with their participation in the project. This step proposes the
consideration of possible changes that may be required in engaging with
the stakeholders to minimize any risks and/or to increase their appreciation
of, and commitment to, the project. The questions that follow may be
relevant when identifying where stakeholders are located on the
Influence/Impact analysis quadrant, according to Golder, WWF-US and
Gawler (2005):

e Are the stakeholders likely to influence the success or failure of the
project?

e What is nature of their relationship with other stakeholders in the
project? ' :
How do the stakeholders relate with the project?

Where are the stakeholders now versus where you expected them
to be on the Influence/Impact quadrant?
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Active participation of the stakeholders and the potential to work together
towards the goal achievement of the project is dependent on the level of
involvement of persons in the team, and when and how that involvement
can be achieved. These aspects need to be understood and made clear to
the team. Once stakeholder’s opinions are understood, a decision can be
made on whether to collaborate or not. The significance of the process in
planning and conducting successful collaborations cannot be overstressed.
Good-faith efforts are often disrupted because the parties involved are not
skilled in the collaboration process, and because insufficient attention is
paid on designing and managing collaboration. Using an inclusive,
transparent approach during project design and execution will help
researchers and/or programmers build the spirit of ownership and
commitment in the stakeholders. However, if it is not realistic to have all
key stakeholders involved from the onset, then mild and gradual
involvement may be necessary.

Step Four: Setting goals and identifying costs. At this stage, the
group/team needs to assign tasks and set appropriate timelines for different
tasks in the project. At this level the key questions to ask may include:

e What are the key contributions targeted at each stakeholder?
e What are the key goals of the project that stakeholders have to

support to be achievable?

e What resources do the stakeholders have to support with the
project?

e How could the support of the stakeholders be harmonized to
reduce overlap?

Step Five: Evaluation and revision. This aspect is to be carried out
regularly from the tithe of the commencement of the project and continue
throughout the lifespan of the project. It is of utmost benefit to the
organisation if stakeholder analysis is consistently being updated in order
to identify whether there are potential new stakeholders, changes in
current stakeholder’ importance or influence, or just in case there is
sudden change in the perceptions held about the project. Participants are
stimulated to fill in a stakeholder analysis table throughout these steps.
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An abridged stakeholder analysis table (with examples)

Name Role Why are Rank Current What we Key How (Tactics) When Who
they (where in attitude would like messages
Important the matrix) them to do
Bob Farmer Influential at 1 Does not Advocate our There are Invite to 12th Nov lan
a political understand our project toother | benefits to project field
level. project farmers him in day
Farmer working with
opinion us
leader

Source: Nicole Kennon, Peter Howden and Meredith Hartley (undated)

Limitations of the Stakeholder Analysis 4

While Stakeholder analysis has its advantages, it also has its limitations.
For instance, despite its capacity for its possible cross-sectional view of an
evolving picture, the utility of stakeholder analysis for predicting
behaviour and managing the future project is time-limited and the
approach should be supported by other pohcy analys1s approaches.
Hence, consideration for institutional analysis is given credence here.
However, they could be done together at almost the same time.

Institutional Analysis

The study of institutions is flocked with several approaches and
perspectives; vis-a-vis those that focused on the history of institutions
(historical institutionalism) (Zysman 1994; Katznelson 1998), the new and
the old institutionalism (Hodgson 1998; Langlois 1986, 1989), and several
other approaches in the social sciences, such as the functionalist, conflict
and symbolic interactionist perspectives (Haralambos, Holborn and Heald
2008; Otite and Ogionwo 2006). The confusion that exists in the
ut1112at1913 of the concept of institutions and in turn its analysis is reflected
in the 'works of North (1990) Institution, Institutional Change and
Economic Performance when he defined institutions as the “rules of the
game in a society”. To him, institutions serve as forms of control to
influence how people behave and shape how they interact and how society
revolves around them and evolve over time. This was, however, contested
by Schotter (1981), who argued that institutions are “not rules of the
game” but behaviours that occur in line with set rules. Institutions, to him,
refers to behaviours that follow from rules because they have to do with
what actors do with the rules and not what the rules are. Thus, while many
scholars may agree with the views of North (1990) that rules and norms
are institutions, many will, however, disagree with his view about what a
rule actually entails. Sociologists see very strong connection between
norms and institutions, in the sense that norms influence and determine the
behaviours of people within institutions, while norms can be changed or
modified by institutions (Haralambos et al. 2008; Otite and Ogionwo
2006). While institutions are seen as a place or build, enduring customs
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and practices (Homby 2000), contemporary sociologists generally believe
that institutions are relatively enduring and exist to meet certain basic
needs.

More important is the relationship that exists between institutions and
organizations which North (1990) believes are two distinct entities. He
further added that the type of organization that exists and evolves through
time is determined by societal norms and rules as well as its institutions.
Sociologists focusing on Organizational studies, however, did not see
much or found no differences between institutions and organization.
According to Hollingsworth (2000), norms and rules are seen as
institutions which unfold in cycle with organizational structures and
processes. Hollingsworth (2000) further added that changes in
organizational systems affect and reveal changes in societal norms and
rules A few other scholars considered as the institutionalists have also
argued that cultural norms and rules determine the type of organization
created by actors in the society (Zucker 1988, 1991). These also contribute
to institutional change which to a large extent influences the type of
institutional analysis that should be carried out in them. Institutional
change has been observed to occur resulting from and in the development
of any institution and society. In fact, the way an institution works is such
that the unwritten “rules of the game” that govern it often become so
embedded in it that the idea of change may be completely unimaginable
for those who work inside the institution.

Although the concept of institutional change is extensively discussed,
the capacity to measure this change in any society is relatively lacking
among scholars. This limitation is also compounded by the relative lack of
ability to understand and build new institutions which is part of the
important problems-of societal development (Hollingsworth 2000). This
may be because there are very little or no theories of institutions especially
in the social sciences. Advancement of theories of institution requires a
clear definition of the parameters that can be used to ensure institutional
analysis. The definition of such parameters however depends on a clear
understanding of the institutional make up and how it is connected to its
style of innovativeness.

Relating institutional analysis to its innovativeness is not easy
especially that there are poorly developed theories to explain them. While
both concepts may be viewed separately by scholars, relating the
connection between both will enable analyst to understand institution
better and be able to do more appropriate analysis. A country’s
innovativeness has been found to be linked to its ability to compete with
others (Nelson 1993). Furthermore, the differences in the innovative style
of most societies have also been said to depend to a large extent on the
institutional configuration. Innovativeness can either hinder or make the
growth of any institution and society smooth (Hage and Hollingsworth
2000). In discussing technological innovation for instance, many scholars
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have focused their discourse on the firms (Langlois and Robertson 1995;
Whitley 2000). In the same vein, Chandler (1990) emphasized how the
success of technological innovation in a firm across borders and time had
been affected primarily by either the firm’s possession of appropriate
structure or utilization of the right strategy. He emphasized that
organisations have been able to develop capacities that enable them
prioritise their means, strategy and structure of production and hence
increased scope to enjoy cost of production advantages over other
organisations they compete with because they adopted relatively right
strategy and structure (Teece 1993).

Institutional environment has also been emphasized as an 1mponant
aspect that needs to be understood in the quest to know why some firms
are more successful than others generally, why some firms excel at some
point in time and later lose it at other times and why some firms perform
better than others (Landes 1998; North 1990). How endowed an institution
is can provide economic actors and firms with an insight into the initial
challenges and prospects that are suitable or not for specific technological
activities (Murnamm 1988). Although, institutional environment varies
widely across society, successful firms and institutions are those that have
adapted and survived in the midst of these variations using the best
activities that are compatible with and suitable to their institutional
environment. With such successes, they are able to participate in collective
and collaborative activities to adjust their institutional environment so as
to facilitate their level of innovation and technological competence.

Levels of Institutional Analysis

Sometimes, scholars do engage in activities that are not coordinated such
that their activities are fragmented across disciplines and sub-disciplines.
In carrying out institutional analysis, therefore, it is pertinent to take into
cognizance the multiple levels of reality in the analysis process
(Hollingsworth 2000). Understanding the organizational or institutional
map with these multiple levels of reality is also pertinent. Usually each of
the areas on the maps are inter-related and interdependent such that
changes in, K any of these components can equally affect the others.
Hollingsworth (2000) provides a prototype of levels of institutional
analysis as follows:

(i) Institutions: This is the level of norms, rules, conventions,
habits and values (North 1990). These usually exist at the
micro-level (i.e at the level of the individual) and are usually
more enduring and persistent than other components of
institutional analysis. Furthermore, institutions play a very
pivotal role in influencing the history of any society as result of
their durability.
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(ii) Institutional arrangements: This level results from the first
level. Norms, values and habits of the society lead to
institutional arrangement which involves the coordination of
various economic actors such as producers and suppliers of raw
materials and those who process the raw materials. At this level,
there are institutions, agencies and groups such as markets,
states/government, corporate bodies, networks of trade guilds
and associations and communities (Hollingsworth and Streeck
1994). This is usually viewed in two distinct ways: the nature of
action motive and the distribution of power.

(iii) Institutional sectors: This level includes systems such as
business system, educational system, economic system, and
system of research (Hollingsworth 1997) among others.

(iv) Organizations: These and institutional sectors are usually
operative at the macro-level.

(v) Outputs and performance: Such levels include statuses,
administrative decisions, the nature, quantity and quality of
industrial products, sectoral and societal performance.

Conducting an institutional analysis based on the above levels of
reality is dependent on the type of institution, organization or society in
which it is being conducted. In a university system and a banking system,
for instance, certain modifications may be necessary in the tool and in the
process to suit the kind of institution being analyzed. Institutional
analysis can also be viewed as stakeholder analysis of government
agencies, non-governmental organisations (NGOs) and firms that support
and implement the actions that underlie policy reforms. In such instances,
the analysis is informed by three central premises; (a) governments not a
unitary sector, (b) different actors within government compete for power
and resources (c) decisions made in central hierarchies are modified at the
local level. Institutional analysis can make use of either two approaches
or a combination of both:

The Institutional Assessment Tool (IAT)

It is an analytic computer package whose report is usually presented in
Microsoft word. The tool guides institutions such as banks through their
researches into various components of their operation. The instrument
which also guides in questionnaire development produces questions that
help analyst to structure thoughts about institutional operations (i.e bank
operations). Such thoughts could include complex institutional structure
and dynamics which are found in many reforms. The units of analysis
using the IAT tool include country counterparts except when it involves
the use of institutional impact module. The respondents are usually bank
operational staff who are expected to have knowledge on how the
questionnaire can be filled, especially on necessary information such as
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identifying the areas of bank operations. The bank operational staff where
necessary may need to acquire knowledge on a wide range of issues
because each module in the questionnaire may include questions that
border on highly specific operational issues.

Some of the Advantages of Utilizing IAT

(@)

(i)

(iii)

It is relevant for operational issues: Focusing on banks
counterparts and dividing it into operational stages enable the
IAT to achieve its goals of making the operations in question its
main target from the beginning of the process to the end.

It requires fewer resources: Cost is saved in the sense that only
one questionnaire may be expected to be filled either by an
individual or the bank operational team using the institutional
assessment tool. The tool is convenient, fast and less expensive.
The electronic version used also ensures “user friendly” and
facilitates the production of presentation of reports. It gives
room for findings to be shared and validated with counterparts.
The tool ensures that a thorough process is undertaken because

of the systematic way the questions are designed. The process is

helpful in that it ensures that salient organizational issues are not
missed out because a large amount of information is elicited and

- a vast analytical territory is covered from political incentive to

administrative capacity.

Some of the Limitations of Using IAT

(1)

(ii)

(iif)

The problem of isolation can occur due to lack of an interactive
dimension in using the tool. Such interactiveness can include
debates for or against opinions. The information received may
thus be a reflection of an individual’s point of view. Although
this can be addressed using the process of re-validation or cross-
checking of data which can be put forward for scrutiny and
defense, it will increase cost.

The information garnered in using IAT can be over-loaded
especially because of the advantage of being thorough. There
can be too much data which may be difficult to manage and
analyze, arising from inability to prioritize specific information
in the questionnaire. Trimming or summarizing the
questionnaire to address only very salient issues becomes
necessary.

The information may be one-sided since it focuses on members
of the bank operational team and not on the members of the
organization being reformed. This shortcoming can be addressed
when responses are made to be based on interaction with the
necessary stakeholders from both ends. This again can increase
cost and make the process longer.
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Organizational Mappmg

The other tool is organizational mappmg This helps individuals or
researcher to understand the areas in which their researches fit in to
research of other practitioners on the map. Organization maps thus help to
identify specific public actions which may be associated with policy
reform as well as the organizations that are saddled with the task of
implementing the policies. Organizational maps can provide the proof or
snapshot of actors who perform certain tasks in form of reforms (static
mapping).

In addition, it can provide the process mapping which shows how the
organization actually works after the reform has been implemented. Thus,
while the static mapping provides the diagrams and proof of those who
carried out the task and how it was carried out, process mapping gives an
insight into organizational norms and culture that may not be ascertained
from diagrams and documents (static mapping). Process mapping is a
highly visual tool that is used to trace how process and procedures flow
through institutions and through all levels of a system. Such process and
procedures could include those of funds, information, decisions, resources
etc. The tool relates objects or myriad of information that are clearly
identifiable by humans with broader activities and less easily defined tasks
performed by people or machines. A process map provides details
information about relationship between different organizational systems
mapped.

Process maps are simple, but highly valuable visual aids that help
researchers, decision makers, analysts, workers and auditors to understand
complex operations and dynamic processes in organizations. The maps are
highly utilized in private organizations and many of them are available for
commercial purposes as software tools that are helpful in the process of
analysis but just with slightly different visual language. Process mapping
is usually based on the use of qualitative methods which involve direct
interaction through in-depth interviews or focus group discussions with
key actors and relevant stakeholders across different levels and functions
in government. It can reflect information on the availability of information
and direction of flow of information across the hierarchy of decisions in an
organization. Information is broken down into short, discrete questions by
the analyst in order to initiate a dialogue (for example, who has decision-
making power? What financial year is it? etc). The analyst then compiles
responses to such questions and arranges them into appropriate themes.
Those at the bottom levels of the organizations all particularly are taken
into cognizance because they can give first-hand information since they
are in more direct and regular contact with individuals who are affected by
organizational reform.

The static maps or road maps are always used as the starting point, while
doing process mapping. Static mapping is ideally informed by previous
stakeholders identifying government and other implementing actors. Process
maps are produced in company of a team of members from all levels of the
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organization when resources and time are accessible. This involves a
participatory process which promotes acceptance by groups that are central
to the organization, but also promotes accuracy of the maps used. However,
in order to reduce cost, focus group discussions are usually conducted at
first, after which interviews are then carried out to validate the findings.

Some Advantages of Using Process Mapping

(1) It encourages focus. Since data is collected through an
interactive medium such as interviews, some challenges are
likely to surface which could on the other hand propel the
interviewees or participants on the focus group to strive to
maintain some element of focus on the areas of concerns.

(i) It can produce detailed and robust information since lithe
procedures of data collection in organizational mapping, gives
room for more discoveries. Information can be generated at all
levels of the organization and semi-structured interviews which
utilize mainly open-ended questions enable one to probe further
into problem areas that may not be readily observable.

(iii) Information collected gives opportunity for looking outwards
considering they are elicited from the narrated experiences and
perceptions of organizational stakeholders themselves.

Some Limitations of Process Mapping

(i) It may require high amount of resources because organizational
mapping consumes time and may require funds and some degree
of expert skill. It can also require the presence of personnel or
researcher in the field possibly in several organizations to
conduct the qualitative aspect of data collection.

(1) Information can be distorted especially when only small sample
of stakeholders is consulted and also because static maps and
process maps are subjective outputs. Hence, findings are more
likely to be based on incomplete information where few the
organizational levels are addressed or small numbers of
stakeholders are consulted.

Usefulness of Institutional Analysis

Institutional analysis answers questions that border on the organizations
that carry out certain policy reforms and describes the characteristics of
these organizations. It involves the analysis of a broad range of
characteristics of people’s daily lives and work. Such characteristics are
usually identified by the people who are directly concerned and
participated in the institution being analyzed, and give an insight into the
worthiness of analyzing the institution. Debates on issues can be
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encouraged, especially in places where institutional problems are
recognized. It is, however, noteworthy that some issues in institutions may
be viewed as “usual phenomena” to the extent that they may not be
considered worthy of analysis in most institutions. However, the features
of institutional analysis depict that it involves some form of diagnostic
activity which involves someone outside the organization who is not a
participant in the institutions and most times not among the subject of
analysis, but is however considered very necessary because of the role
he/she stands to' play. For instance, only someone who is outside an
organization may be capable of giving opinions and information on salient
issues within or outside the institutions of which “insiders” may be
oblivious or negligent.

Institutional analysis can be useful at any stage of developing an
intervention and can have particular relevance depending on the stage at
which it is utilized. Hence, doing institutional analysis has considerable
benefits in terms of its ability to generate more appropriate and sustainable
intervention and support for whatever issues it is targeted. However, the
process of carrying it out can be complex and time-consuming. It may
also require enormous resources. In addition, the sensitivity of issues
being addressed through this process needs to be considered in making
decision on when, how, where and who should carry out the analysis.
Furthermore, institutional analysis can be used for reforms that are
complex and geared towards changing or developing responsibilities for
government or one that requires that government of different levels and
agencies to cooperate and collaborate in meeting certain needs. It is
particularly useful in reforms that take care of issues such as regulation of
markets, delivery of public services, management of public expenditure
and decentralization.

Conclusion

This chapter has attempted to re-introduce the concepts of Stakeholder and
Institutional analyses as tools, with special attention focused on the
process of using the tools to engage stakeholders on their potential
capacities and capabilities geared towards enhancing substantial and
immediate impact in a project. The appropriate conditions and levels
under which Stakeholder and Institutional analyses should be employed
were also addressed along with explanation of the relevance of these
analyses in terms of their advantages, disadvantages and limitations.
Stakeholder and Institutional analyses have been strong tools in the social
sciences, an improved step-by-step processes of implementation described
here attempt to demonstrate the fact that these analytic tools can be
applied at any level in any organization to achieve set goals.
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