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Stakeholder Engagement Toolkit Quick Guide 
 
Purpose and overview 
This guide was designed based on feedback from community liaison officers, community educators 
and others working in community outreach in research settings. Its purpose is to give you quick and 
easy access to modifiable (Microsoft Word or Excel) files of Stakeholder Engagement Toolkit tools 
and instructions for using them.    

This guide also includes instructions for the following three stakeholder engagement tasks:  

• Develop measures to track stakeholder engagement program progress  

• Develop and maintain a stakeholder databank  

• Assess knowledge and skills to determine how to build capabilities 

How to use this Quick Guide 
Note: The links in this Quick Guide will work best if you first save a copy of this PDF file to your 
computer. You will need an internet connection to access the files. 

The central feature of this guide is the Toolkit Reference Table on the next two pages. It has two 
columns: the steps of stakeholder engagement and the key tasks of each step are listed in the left 
column, and Toolkit tools related to each task are in the right column.  

1. Click on a step title to open a PDF file of that Toolkit step and accompanying tools. 

2. To obtain modifiable files of Toolkit tools, look in the left column to locate the task or tasks 
you are currently working on or planning for. Then look to the right of each task to find the 
associated tools for the task. 

3. Click on a tool link to open a Word or Excel file of that tool. You can save the tool to your 
computer, modify it and fill it in electronically, or print it to take with you. 

4. Note that three tasks (under steps 3, 5 and 7) are anchor links. Click on one of these tasks to 
jump to the page in this document containing instructions for the task.  

5. Read through the instructions.  

6. The instructions include links to Toolkit tools and to other resources that support the task. 
Click on a link to access a tool or resource. 

7. Return to the Toolkit Reference Table to access any additional tools that you need. 
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Toolkit Reference Table   
Stakeholder Engagement Steps and Tasks  Toolkit Tools (Word and Excel files) 

Step 1. Plan and Budget for Stakeholder Engagement 

Assess your organization’s stakeholder engagement 
capacity and practices (identify gaps and 
opportunities for improvement). 

1A: Organizational self-assessment 

1B: Gaps and opportunities 

Create a budget for stakeholder engagement 
activities. 

1C: Budget for stakeholder engagement 

Develop a stakeholder engagement action plan 
including objectives, activities, staff roles, proposed 
timeline.  

1D: Action plan 

1E: Activity prioritization grid 

1F: Matrix of stakeholders (potential roles) 

1G: Work plan 

1H: Timeline 

Develop standard operating procedures (SOPs) for 
stakeholder engagement staff. 

1I: Sample job descriptions 

Step 2. Secure Commitments to Guiding Principles 

Obtain buy-in for stakeholder engagement activities 
from other research team members. 

2A: Action planning guide  

2B: Stakeholder engagement commitment sheet 

Step 3. Design a Monitoring and Evaluation System 

Develop measures to track stakeholder engagement 
program progress. 

3A: Indicator examples 

Step 4. Describe Key Features of the Research Context 

Identify ways in which political, cultural, economic 
and climate issues impact research planning, 
implementation. 

 (There are no Toolkit tools for this step.) 
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http://www.fhi360.org/sites/default/files/webpages/se-toolkit/SE_Toolkit_and_Steps_PDF_files/Stakeholder_Engagement_Toolkit-Step_1.pdf
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201A_Organizational_assessment.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201B_Gaps_Opportunities.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201C_Budget.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201D_Action_Plan.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201E_Prioritization%20Grid.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201F_Matrix%20of%20stakeholders.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201G_Work%20Plan.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201H_Timeline.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201I_Job%20descriptions.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/SE_Toolkit_and_Steps_PDF_files/Stakeholder_Engagement_Toolkit-Step_2.pdf
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%202A_Action%20Planning%20Guide.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%202B_Commitment.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/SE_Toolkit_and_Steps_PDF_files/Stakeholder_Engagement_Toolkit-Step_3.pdf
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%203A_Indicator%20Examples.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/SE_Toolkit_and_Steps_PDF_files/Stakeholder_Engagement_Toolkit-Step_4.pdf


 
Toolkit Reference Table, Part 2 

Stakeholder Engagement Steps and Tasks Toolkit Tools (Word and Excel files) 

Step 5. Identify and Describe Stakeholders 

Identify potential stakeholders and create 
engagement strategies. 

5A: Stakeholder identification sheet 

5C: Identification of stakeholder roles (Word) (Excel) 

Develop and maintain a databank of stakeholder data.  5B: Stakeholder data collection sheet 

5D: Stakeholder contact record (Word) (Excel) 

Step 6. Engage Stakeholders and Sustain Relationships 

Organize stakeholder advisory groups. 6B: Establishing advisory group guidelines  

Organize stakeholder engagement events and 
activities, such as community education sessions and 
stakeholder meetings. 

6A: Stakeholder contact sheet (Word) (Excel) 

6C: Organizing an event 

6E: Deciding on a strategy 

6F: Agenda planning 

6G: Brainstorming 

6H: Engaging communities with theatre 

Write field reports to document stakeholder 
engagement activities. 

6D: Field report 

Step 7. Develop Stakeholder Capacity 

Assess the knowledge and skills of your community 
team and stakeholders to determine how to build 
capabilities. 

7A: Capacity-building needs assessment 

7B: Assessing capacity-building needs for individuals 

Work with stakeholder groups in various capacities 
(e.g., establish norms and guidelines, facilitate 
agreements, develop a shared vision, conduct role 
plays as a part of capacity-building, create a 
community action plan). 

7C: Building capacity with participant role play 

7D: Action planning for communities, participants 

7E: Setting group norms and guidelines 

7F: Facilitating agreement 

7G: Developing a shared vision 

7H: Agree/disagree 

7I: Template for documenting your own tools 

Stakeholder Engagement Toolkit Quick Guide                                                                                            June 2014      4 

http://www.fhi360.org/sites/default/files/webpages/se-toolkit/SE_Toolkit_and_Steps_PDF_files/Stakeholder_Engagement_Toolkit-Step_5.pdf
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205A_Stakeholder%20Identification%20Sheet.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205C_Roles.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205C_Roles_Excel.xls
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205B_Data%20Sheet.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205D_Contact%20Record.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205D_Contact%20Record_Excel.xls
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/SE_Toolkit_and_Steps_PDF_files/Stakeholder_Engagement_Toolkit-Step_6.pdf
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206B_Advisory%20groups.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206A_Stakeholder%20contact%20sheet.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206A_Stakeholder%20contact%20sheet_excel.xls
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206C_Event%20Checklist.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206E_Deciding%20on%20Strategy.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206F_Agenda%20Planning.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206G_Brainstorming.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206H_Theatre.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206D_Field%20Report.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/SE_Toolkit_and_Steps_PDF_files/Stakeholder_Engagement_Toolkit-Step_7.pdf
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207A_Needs%20assessment.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207B_Needs%20Assess_Individuals.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207C_Participant%20role%20play.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207D_Action%20planning.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207E_Group%20Norms.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207F_Facilitating%20Agreement.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207G_Shared%20Vision.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207H_Agree-Disagree.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207I_Tool%20Template.doc


Return to Toolkit Reference Table 

 
Develop measures to track stakeholder engagement program 
progress 

 

 
How to develop your M&E plan 

• Review your stakeholder engagement work plan from Step One (Tool 1G) to prioritize the 
activities you wish to evaluate. 

• Develop evaluation questions and more detailed monitoring questions. 

• Select process and outcome indicators (information needed to answer the monitoring 
questions). The indicators you select should be based on the goals, objectives and activities 
in your stakeholder engagement work plan. 

• Determine data collection methods. 

 

Tool 3A: Indicator examples provides good models of both process and outcome indicators. 
Outcome indicators can be worthwhile to collect, though by simply collecting outcome indicators 
you cannot prove a causal link between stakeholder engagement activities and the outcomes. 

Stakeholder engagement programs most commonly use a 
descriptive, process-oriented evaluation design. In this type 
of evaluation, you assume that planned activities will lead to 
the intended outcomes. If your program needs to prove a 
causal link between your stakeholder engagement activities 
and program objectives, you will need to identify an 
evaluation expert to design and help you carry out a rigorous, 
outcome-oriented evaluation. 

For detailed instructions and tools for developing an M&E 
Plan, see Developing a Monitoring and Evaluation Plan on the 
Evaluation Toolbox, which includes an M&E Plan Template.  

In addition, AVAC is creating an M&E toolkit for community 
and stakeholder engagement (CSE) in clinical trials research. 
The AVAC toolkit will include instructions and tools for 
developing a CSE work plan and for developing and executing 
an M&E plan. Check the AVAC resources database for 
availability: http://www.avac.org/resources-search 

 

Developing or selecting measures (or indicators) is an important part of developing a monitoring 
and evaluation (M&E) plan for your stakeholder engagement program. An M&E plan is a guide to 
what you should evaluate and the information you need for the evaluation. 

 

 
A program logic model is a good 
foundation for an M&E Plan. To 
develop a logic model, start with 
your intended goal, then work 
backwards from that to define 
intermediate objectives and 
results for each stakeholder 
engagement activity in your S.E. 
plan. For more information, see 
Program Logic on the Evaluation 
Toolbox.  

 

 Tip 
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http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201G_Work%20Plan.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%203A_Indicator%20Examples.doc
http://evaluationtoolbox.net.au/index.php?option=com_content&view=article&id=20&Itemid=159
http://www.avac.org/resources-search
http://evaluationtoolbox.net.au/index.php?option=com_content&view=article&id=30&Itemid=136


Return to Toolkit Reference Table 
 

Develop and maintain a databank of stakeholder data  

 
 
The word “databank” in this context refers to a centrally located collection of information about 
stakeholders—electronic, paper-based, or a combination of both paper and electronic records. Over 
time, as information is added, the databank can provide a detailed history about the relationships 
between key stakeholders and your site. 

Databank requirements  
Whether electronic or paper-based, your databank must be: 

• Well-organized  
• Accessible to staff working on stakeholder engagement  
• Updated regularly  
• Secure 

Toolkit tools 1F and 5A through 5D may all contribute to your stakeholder databank. They are 
designed to help you collect stakeholder information systematically. Use these tools to develop a 
data-sharing system that works for your team.  

• Determine who will manage the databank, and develop a protocol for accessing and 
updating it.  

• It is okay to use both electronic and paper data in your system, but be consistent about 
where and how you store each type of data so you do not lose any information.  

• For paper-based databanks, sign and date forms, and record who updates the files.  

• Some files, such as the Stakeholder Data Collection Sheet (Tool 5B), may need to be 
confidential, for example if they identify stakeholders who are HIV positive. 

• If your databank is electronic, it could consist of files of Tool 5B plus an Excel file containing 
a series of spreadsheets. For example, it may have one spreadsheet each for:  

o Tool 5A (Stakeholder identification sheet)  
o Tool 5C (Identification of stakeholder roles) 
o Tool 5D (Stakeholder contact record)  
o Tool 6A (Stakeholder contact sheet) 

 

Creating a stakeholder databank and keeping it updated is an important task of stakeholder 
engagement, because it makes stakeholder information available to all members of the team 
and ensures that knowledge about stakeholders is not lost when a key staff member leaves.  
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http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%206A_Stakeholder%20contact%20sheet_excel.xls


Return to Toolkit Reference Table 
 

Develop and maintain a databank of stakeholder data (continued) 

Instructions and suggestions for using tools 
Tool 5A: Stakeholder identification sheet organizes your stakeholder list and ensures that your 
activities will engage the full range of stakeholders that should be involved.  

Modify the subgroups in Column B as needed to fit your situation. You may start by copying 
stakeholders from Tool 1F to fill cells in Column C. Use the subcategories in Column B as a prompt 
to help you think of additional stakeholders.  

• Add new columns if needed. For example, if you want to know about stakeholders’ relative 
power or influence related to their potential effect on the trial, you could add an “influence” 
column to this tool and rate each stakeholder (high, medium, low, unknown). 

• After completing this tool, prioritize and refine the list to determine who to contact, then 
use Tool 5B to collect information about each stakeholder.  

Tool 5B: Stakeholder data collection sheet. Create one file for each stakeholder—one file folder if 
using a paper-based databank, or one electronic folder of files for an electronic databank—and add 
site-relevant items as needed. Interview stakeholders and/or talk with people who know them to 
gather this information. “Stakeholder Category” refers to the stakeholder groups from Tool 5A. 
“Other relevant information” could include whether the stakeholder uses social media or has a 
website that community members often use. 

• If in the process of completing Tool 5B, you learn that a particular stakeholder is not 
interested or would not be a good contact for the trial, use Tool 5A to identify someone else 
in the same stakeholder category and gather information needed about that person. 

• You may take a copy of tool 7A or 7B with you when you interview stakeholder group 
representatives. Ask additional questions to determine what they know about the topics as 
you complete Tool 5B. 

Tool 5C: Identification of stakeholder roles (Word) (Excel) helps you determine which of the 
identified stakeholders can fill the stakeholder roles that your trial needs. Fill in names for each role 
by consulting Tool 5A and files of Tool 5B.  

Tool 5D: Stakeholder contact record (Word) (Excel). Copy stakeholder names, organizations and 
contact information from Tool 5B. Add a column for stakeholder role if helpful. Ideally, use an Excel 
spreadsheet version of this tool and update it regularly. 
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http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205A_Stakeholder%20Identification%20Sheet.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%201F_Matrix%20of%20stakeholders.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205B_Data%20Sheet.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205B_Data%20Sheet.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207A_Needs%20assessment.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207B_Needs%20Assess_Individuals.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205C_Roles.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205C_Roles_Excel.xls
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205D_Contact%20Record.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205D_Contact%20Record_Excel.xls


Return to Toolkit Reference Table 
 

Assess the knowledge and skills of your community team and 
stakeholders to determine how to build capabilities 

 
 
Assessing the knowledge and skills of both your research team and stakeholders allows you to 
determine how you can be helpful to your stakeholders and how they can be helpful to you and 
your team. Your research team cannot effectively relate to stakeholders if the team lacks 
knowledge about the diverse needs and concerns of different stakeholders. Stakeholders cannot 
help make informed decisions, contribute ideas or give relevant advice for the trial if they lack 
knowledge or information about research or HIV.  

Building the capacity of stakeholders can sound daunting, however it can be as simple as having an 
information-sharing conversation with a stakeholder or giving them a fact sheet. The key is to look 
for ongoing opportunities, large or small, that can develop capabilities over time. 

Instructions and suggestions for using tools 
Tool 7A: Capacity-building needs assessment lists six major categories of knowledge related to 
HIV/AIDS prevention trials that are important for stakeholders and your research team. Use it as a 
way to organize your thinking. Revise topic areas and questions as needed.  

• Complete one copy of Tool 7A for each stakeholder group you want to assess. For example, 
to complete the tool for a local community-based organization (CBO), consult with 
colleagues, review files of Tool 5B, and/or ask a key contact in the CBO how they would rate 
their organization in each topic area. 

Tool 7B: Assessment of capacity-building needs for use with individuals lets individuals rate 
themselves. Because it contains descriptions of the six major areas of knowledge and open-ended 
questions, you may also find it helpful to refer to this tool when assessing a group.  

You can distribute Tool 7B during a community advisory board meeting or other stakeholder 
meeting and ask stakeholders to complete it. Don’t forget to include yourself or your organization! 
Explain to stakeholders that this will help you to know how you can be most helpful to each other.  

Stakeholder engagement activities need to be mutually beneficial for the relationship to thrive. You 
may have an opportunity to give back to stakeholders without expecting anything in return. For 
example, HIV prevention trial sites have donated lab equipment, drugs and generators to partner 
clinics, assisted with clinic renovations and helped with printing and copying materials. Sites also 
have provided training on a wide range of topics, including research ethics, HIV counseling and 
testing, study procedures, and biohazard waste disposal.1  
1. MacQueen KM, McLoughlin K, Alleman P, Burke HM, Mack N. Partnering for care in HIV prevention trials. Journal 
of Empirical Research on Human Research Ethics 2008;3(4):5-18. 

Capacity building in a stakeholder engagement program helps to support and strengthen your 
relationships with the trial’s stakeholders.  
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http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207A_Needs%20assessment.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%205B_Data%20Sheet.doc
http://www.fhi360.org/sites/default/files/webpages/se-toolkit/ToolkitTools_Word_and_Excel/Tool%207B_Needs%20Assess_Individuals.doc

