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Learning Study: Stakeholder Engagement 

Background 

This Learning Study synthesises the findings of project-level Evaluation and Learning Exercises (ELEs) 

to provide portfolio-level insights and recommendations related to how effectively projects have 

engaged with stakeholders to ensure the effective implementation, scaling and sustainability of the 

project. This learning topic was identified by the Technical Support Unit (TSU) based on feedback from 

project implementing partners on the recurring challenges faced related to stakeholder engagement. 

The study uses meta-analysis of the information provided in the ELE reports from 19 sample active or 

completed projects (‘implementation projects’) as well as insights captured through semi-structured 

interviews with four selected projects in the Detailed Preparation Phase (DPP) (‘DPP projects’). The 

main analytical method used was structured evidence mapping of trends across projects’ stakeholder 

engagement practices deployed; challenges and enablers related to stakeholder engagement; and the 

red-amber-green (RAG) ratings used to track progress against the transformational change 

measurement framework1.  

Figure 1: Summary of the design of the Learning Study 

Mapping of key stakeholders engaged by projects 

The analysis shows considerable variation in both the number and type of stakeholders engaged 

across projects. Projects in implementation engaged between 4 and 23 stakeholders, with an average 

of 13, while the four DPP projects engaged between 20 and 38 stakeholders, with an average of 29. 

This reflects the broader scoping function of the DPP, during which implementing partners are still 

identifying the actors needed for delivery, finance, regulation and uptake. 

Across the full sample, 43% of stakeholders were classified as ‘primary’ (meaning vital to achieving 

project outcomes) and 57% as ‘secondary’ (meaning they contributed to or influenced outcomes 

but did not necessarily control delivery).  The stakeholder mix spans national and local government 

actors, financial and institutional partners, private-sector target users, civil society and research 

 

1 See Transformational Change Measurement Framework (TCMF) - Mitigation Action Facility for more information on the 
Framework. The RAG rating definitions are provided in the Annex.  

     SE

 

S   E

A meta analysis of stakeholder 
engagement e idence

across t e     por olio 

 mplementa on
projects

 

   
projects

  

Stakeholder engagement  as a 
recurring challenge

raise         project teams 

 ro ides ac onable recommenda ons 
to support project teams in managing 
stakeholder dynamics more e ec  ely 

LEA        ES    

 o  MAF projects iden fy  engage 
and manage stakeholders

  rin   esi n an  implementa on 

 ypes of 
stakeholders

Engagement 
strategies

E ec  eness 
and challenges

Learning across 
conte ts

https://mitigation-action.org/publications/transformational-change-measurement-framework-tcmf/


ELE Programme – Second Learning Study 

© AMBERO and Oxford Policy Management 4 

 

actors, and multi-stakeholder platforms. National government actors were particularly prominent, 

with 40% of all stakeholders engaged being either national or local government entities, reflecting the 

 acilit ’s emp asis on polic  an  instit tional c an e. DPP projects tended to engage a wider spread 

of actors at an earlier stage in order to test assumptions, identify risks and refine delivery 

arrangements.  

Figure 2: Summary of stakeholder mapping results 

 

The study also finds that projects did not always engage all stakeholders who later proved important 

to implementation. In the implementation sample, some stakeholders were assessed in the ELEs as 

“missin ” or “ins fficientl  en a e ”, most often amon  secon ar  stake ol ers, t o    a minorit  

were of primary importance. This suggests that stakeholder mapping and prioritisation remain 

challenging, particularly where project delivery depends on multiple institutions or where the 

significance of actors only becomes clearer during implementation. For DPP projects, there is not yet 

independent evaluative evidence on engagement gaps, but early evidence suggests that the DPP can 

help identify such gaps before implementation begins. 

Mapping of stakeholder engagement strategies used by projects 

There is a relatively high degree of consistency in the engagement strategies used in the sampled 

projects during design and implementation. The study identified nine stakeholder engagement 

strategies used by implementing partners, some of which related to project activities (e.g., capacity 

building or using the financial mechanism to encourage engagement), while others related to how the 

project was managed (e.g., the use of formal coordination committees).  

Good practice insight: The learning study indicates that effective stakeholder engagement is not 

solely about engagement intensity, but about employing a suitable combination of complementary 

strategies. Projects with many primary stakeholders often combined inter-institutional 

coordination, capacity development, technical assistance and incentive-based mechanisms, while 

adapting this mix to country and sector context rather than applying a standard model. 

For the DPP projects, all four used the same two strategies: coordination across national-level 

ministries, and targeted outreach and awareness raising. This is consistent with the design phase, 

where teams are typically testing assumptions, consulting stakeholders and building the foundations 

for implementation. The table below describes each strategy and the proportion of projects that used 

it.  
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Table 1: Summary of the engagement strategies used by projects during design and implementation 

Engagement Strategy  
% Implement-
tation projects 

% DPP 
projects 

Examples 

Governance committees and formal decision bodies: 
Engagement structured through a formally constituted 
committee/ group with defined roles in decision-
making, oversight, coordination, or strategic guidance 

79% 0% 

Thai Rice: Used an 
effective multi-level 

steering structure, including 
provincial working groups. 

Embedded institutional project set-up and 
arrangements for continuous coordination: 
Engagement achieved by positioning project staff, 
units, or functions within partner institutions, creating 
continuous, day-to-day interaction through 
institutional embedding rather than episodic 
coordination. 

42% 0% 

Indonesia Transport: A 
Technical Support Unit 

within the government 
ministry created an ongoing 
interface for technical 
assistance.  

Coordination across institutions for national-level 
policy alignment: Engagement focused on 
coordination across institutions to align policies, 
regulations, programmes, systems, or roles, without 
necessarily creating new governance bodies or 
embedding arrangements. 

89% 100% 

Colombia Energy 
Communities (DPP): 

Regular bilateral meetings with 
key partners have been critical 
to maintain the momentum of 
the design process. 

Structured training, capacity and skills development: 
Engagement operationalised through structured 
learning activities aimed at building skills, knowledge, 
or institutional capacity among individuals or 
organisations 

84% 0% 

Costa Rica Coffee: 
Engaged with coffee 

producers through intensive 
training and a ‘learnin -by-
 oin ’ mo el   

Provision of technical assistance, audits, and advisory 
support through the project: Engagement centred on 
provision of tailored technical inputs, expert advice, 
diagnostics, audits, studies, or hands-on support linked 
to implementation, compliance, or project 
preparation. 

74% 0% 

Tunisia Clean Energy in 

Buildings: Targeted 
technical support focused on 
co-funding mechanisms for 
interest rate subsidies. 

Practical experimentation (pilots, demonstrations) 
facilitated by the project: Engagement implemented 
through practical experimentation, pilots, 
demonstrations, or field-level testing intended to 
generate experience, evidence, or proof of concept, 
which can involve local or city-level stakeholders. 

53% 0% 

China Integrated 
Waste Management: 

Supported pilot cities to adopt, 
implement and evaluate new 
approaches.  

Financial mechanisms and incentive-based 
engagement: Engagement structured around financial 
instruments, incentives, or funding mechanisms used 
to motivate participation, reduce risk, or enable 
adoption of targeted practices or technologies 

95% 0% 

Cabo Verde Electric 
Vehicles: Attracted taxi 
operators and public sector 
fleet owners using subsidies 
and public procurement.  

Co-development of standards, MRV systems, and 
technical frameworks: Engagement focused on 
development, alignment, operation, or use of formal 
standards, monitoring systems, certification schemes, 
or technical frameworks supporting accountability and 
reporting. 

53% 0% 

Chile Self-Supply 
Renewable Energy: 

Supported national partners to 
develop and coordinate MRV 
systems across policy 
frameworks.  

Outreach, awareness, and information exchange: 
Engagement conducted through dissemination of 
information, awareness-raising, consultations, or 
communication activities without embedded delivery 
or decision-making authority. 

79% 100% 

 Bhutan Solar (DPP): 
Facilitated a workshop 

of commercial banks, 
insurance companies and the 
Energy Regulator to discuss 
tariff regulations.  

 



ELE Programme – Second Learning Study 

© AMBERO and Oxford Policy Management 6 

 

Effectiveness of stakeholder engagement strategies 

Stakeholder engagement has been a pervasive and important dimension of project performance, 

but not one that can be reduced to a single successful model. During implementation, all but one of 

the sample projects faced at least one stakeholder-engagement-related challenge, and 76% of all 

challenges faced by projects during implementation were directly or indirectly linked to stakeholder 

engagement.  

The most common were coordination challenges, misaligned target user interests, partner capacity 

gaps, agreement delays and insufficient political buy-in. At the same time, around two-thirds of 

enabling factors identified in the sample were also stakeholder-related, especially political buy-in, 

target-group buy-in, brokering roles played by projects, well-functioning coordination platforms, and 

communication strategies.  

Figure 3: Proportion of projects experiencing stakeholder-related challenges/ enablers 

 

A central finding of the study is that there is no consistent relationship between a particular 

stakeholder engagement approach and stronger project performance. Similar combinations of 

stakeholder-related challenges and enablers appear in both stronger- and weaker-performing projects 
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should be designed on the assumption that stakeholder-related challenges are likely to arise and will 

require continued management. This points to the importance of treating stakeholder engagement 

as an adaptive process, rather than assuming that challenges can be fully resolved at the outset 

through one-off design choices 

One partial pattern does stand out: political buy-in appears to be an important, though not 

sufficient, condition for stronger performance. About a third of projects experienced insufficient 

political buy-in as a challenge, while 58% benefited from political commitment as an enabling factor. 

Projects with only amber/green performance RAG ratings did not report insufficient political buy-in, 

whereas all projects that explicitly reported insufficient political buy-in had at least one red rating. 

Even so, political support alone did not guarantee success, and in some projects, support varied across 

different parts of the government.  

The study also questions some common assumptions about which engagement strategies are most 

effective. Formal stakeholder coordination committees are widely used within Mitigation Action 

Facility projects, but they do not guarantee effective coordination. A formal steering committee or 

equivalent has become a very common engagement strategy: 16 of the 19 implementation projects 

in the sample intended to use one to support coordination and oversight by key stakeholders, and 

three of the four sample DPP projects are also designing such a structure.  

Seventy-five per cent of projects with such structures still experienced significant coordination 

challenges during implementation. At the same time, a similar proportion of projects that used 

bilateral, ad hoc or more informal coordination strategies also experienced coordination challenges. 

There are, therefore, no clear trends in the type of strategy pursued by projects that avoided 

coordination challenges, suggesting that coordination outcomes depend less on the existence of a 

formal committee per se than on how coordination functions in practice. 

Good practice insight: Where formal coordination structures did work, they tended to be those with 

a clear functional role rather than committees in name only. The report highlights the cross-

government unit within Findeter in Colombia TOD as a targeted coordination outcome, the 

committee/oversight body in Thailand RAC as useful for developing the MRV system and supporting 

coordinated delivery, and the multi-level steering structure in Thai Rice—especially the provincial 

working group—as helping to build ownership across levels. At the same time, the report cautions 

that formal committees often did not guarantee effective coordination on their own.   

In addition, nearly all projects that suffered from partner capacity gaps had already used structured 

capacity development and/or embedded experts. These approaches often proved insufficient to 

overcome entrenched skills shortages, staff turnover or bureaucratic rigidities. This suggests either 

that the strategies used were insufficient to address the depth of the capacity constraints or that the 

scale and nature of the gaps exceeded initial expectations. The broader implication is that partner 

capacity problems should not be treated as exceptional implementation issues; in many contexts, 

they are foreseeable structural constraints and need to be incorporated more explicitly into project 

design, resourcing and risk management. 

Target-user buy-in was also found to be important, but again not determinative. Strong uptake 

interest did not consistently translate into stronger performance, while some projects progressed 
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despite weak initial alignment from users or beneficiaries. The implication is that projects should not 

treat target-user demand as fixed; instead, they may need to actively shape perceptions and 

incentives where uptake is central to success. 

Good practice insight: In some projects, during implementation, a useful practice was for the project 

to position itself as a neutral, independent broker between stakeholders. The report cites examples 

such as physically bringing together coffee buyers and mills in Costa Rica, using a WeChat platform 

and study visits to connect waste operators in China, and facilitating an inclusive multi-sector process 

to develop clean cookstove standards in Guatemala. In other cases, this brokering role emerged from 

t e implementin  partner’s reputation, communication efforts and intensive coordination across 

actors.   

For the four DPP projects, stakeholder engagement serves a different function. The main purpose at 

this stage is to identify the relevant actors, test the alignment of their interests with the proposed 

mitigation solution, and secure sufficient commitment to move toward implementation. Early 

evidence suggests that the DPP is useful for surfacing stakeholder risks in advance, including target-

user misalignment, political economy constraints, staff turnover and slow bureaucracy. However, the 

report concludes that the sample size was too small to determine whether the DPP has reduced 

stakeholder-related challenges during implementation. 

Good practice insight: The DPP evidence suggests that engagement works better when methods are 

tailored to different stakeholder profiles. Projects reported that stakeholders wanted clarity on roles, 

expectations and timing; that topic-specific meetings were often more effective than broad mixed-

topic discussions; that senior decision-makers were sometimes best engaged bilaterally, while 

technical officials could be engaged through workshops; and that continuous updates to primary 

stakeholders helped avoid information gaps and delays, especially in contexts with frequent staff 

turnover. Identifying stake ol er “c ampions” was also fo n   elpf l for s stainin   i  -level 

engagement and smoothing coordination. 

Key lessons and recommendations 

The study identifies a set of overall learning insights and groups recommendations under several 

themes.  

Political buy-in and political risk. Political buy-in appears to be an important condition for stronger 

performance, but the limited sample size and available evidence do not demonstrate a strong 

correlation on their own. The findings also suggest that political support should not be treated as a 

binary condition: it can vary significantly across different parts and levels of government. Projects and 

evaluative processes, therefore, need to assess political buy-in with greater granularity, rather than 

assuming that formal endorsement by one government entity is sufficient. Projects should secure and 

maintain support across multiple relevant government actors rather than relying on a single 

institutional counterpart, and political commitment should be tested more explicitly during the DPP, 

including through tools such as political economy analysis. Where government transitions are 

imminent, delaying the DPP until the new administration is in place may be warranted. ELEs should 

also analyse political buy-in more granularly across different levels and parts of government.  



ELE Programme – Second Learning Study 

© AMBERO and Oxford Policy Management 9 

 

Stakeholder mapping and DPP preparation. The TSU should review whether proposed engagement 

strategies are genuinely fit for purpose in light of stakeholder mapping undertaken during the DPP. 

Projects should identify the interests, influence and capacity of each primary and, where possible, 

secondary stakeholder, and, where necessary, include explicit objectives in the Theory of Change to 

shift these dimensions. The report also recommends maintaining a flexible, context-specific approach 

rather than prescribing standard models, and continuing DPP learning sessions and peer exchange, 

supported by more standardised stakeholder mapping tools and guidance.  

Good practice insight: The learning study indicates that effective stakeholder engagement is not 

solely about engagement intensity, but about employing a suitable combination of complementary 

strategies. Projects with many primary stakeholders often combined inter-institutional 

coordination, capacity development, technical assistance and incentive-based mechanisms, adapting 

this mix to the country and sector context rather than applying a standard model. 

Stakeholder engagement approach during implementation. During implementation, stakeholder 

engagement should be treated as an adaptive and ongoing process rather than a one-off design task. 

Projects should allocate time and resources for continuous coordination and alignment, strengthen 

monitoring of stakeholder-related risks, and ensure such risks are reflected in project risk registers. 

The report further recommends focusing less on formal committee structures alone and more on 

practical coordination arrangements, including bilateral or ad hoc engagement where these are better 

suited to the context. Finally, projects should actively shape target-user demand and perceptions 

through sustained engagement rather than assuming that technical merit will automatically generate 

buy-in, while continued attention is needed to capacity constraints in public institutions, delivery 

partners, and target users. 

Conclusion 

Stakeholder engagement is central to Mitigation Action Facility project delivery, but its effects are 

mediated by context, political economy, institutional capacity and project design. The learning study 

findings indicate there is no  niversal mo el of “ oo ” stake ol er en a ement t at can  e applie  

consistently across the portfolio. Nor does it suggest that individual tools, such as steering 

committees, standard capacity development measures or early buy-in from target users, reliably 

predict stronger outcomes on their own. 

Instead, the sharper lesson is that stakeholder engagement in Mitigation Action Facility projects 

should be understood less as a discrete design component and more as a continuous management 

function. Projects rarely succeed because stakeholder alignment is complete from the outset; rather, 

they progress when they are able to adapt under conditions of imperfect coordination, uneven 

political support, capacity constraints and changing incentives. In this sense, the most important 

implication for the Mitigation Action Facility is not to prescribe standard stakeholder engagement 

mo els,   t to stren t en projects’ a ilit  to  ia nose stake ol er risks earl , mana e t em 

a aptivel    rin  implementation, an  ali n en a ement strate ies more closel  wit  eac  project’s 

specific theory of change and delivery con 
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Annex:  Projects covered by this study 

Table 2: Overview of implementation projects covered by this study 

Project Sector 
Call for 

Proposals 
Objective 

Project 
Compo-

nents 
Type of ELE 

Short name 
for project 

Costa Rica Low-
Carbon Coffee 

Agriculture 
1st Call 
(2013) 

Coffee production and 
processing in Costa Rica are 
done in a lower-emission and 
sustainable manner. 

TC & FC Final 
Costa Rica 

Coffee 

Colombia 
Transit-Oriented 

Development 
(TOD) 

Transport 
1st Call 
(2013) 

Transform Colombia's urban 
development model from 
outward urban sprawl to TOD 
that maximises GHG 
reductions and the co-benefits 
of public transit investment. 

TC & FC 
Final (TC) 
and Mid-
Term (FC) 

Colombia TOD 

Chile Self-Supply 
Renewable 

Energy (SSRE) 
Energy 

1st Call 
(2013) 

Strengthen the development 
of the self-supply renewable 
energy market in Chile by 
promoting the incorporation of 
SSRE systems in SMEs. 

TC & FC 
Final (TC) 
and Mid-
Term (FC) 

Chile SSRE 

China Integrated 
Waste 

Management 
(IWM) 

Waste 
3rd Call 
(2015) 

Transform the solid waste 
management sector in Chinese 
cities to a low-carbon, modern, 
integrated environmental 
service sector. 

TC only 
Mid-term 
and Final 

China IWM 

Thailand 
Refrigeration & 
Air Conditioning 

(RAC) 

Energy 
Efficiency 

2nd Call 
(2014) 

Initiate a sector-wide 
transition towards the use of 
climate-friendly and energy-
efficient cooling technologies. 

TC & FC Final Thailand RAC 

Thailand Rice Agriculture 
4th Call 
(2015) 

Enable a shift towards low-
emission rice production in 
Thailand. 

TC & FC 
Mid-term 
and Final 

Thai Rice 

Peru Sustainable 
Urban Transport 

Transport 
2nd Call 
(2014) 

Support key structural changes 
towards the transformation of 
Peruvian urban transport into 
a sustainable, low-carbon 
sector. 

TC & FC Final Peru Transport 

Mexico New 
Housing 

Energy 
Efficiency 

1st Call 
(2013) 

Facilitate the progressive 
incorporation of small and 
medium housing developers 
into the low-carbon housing 
market by eliminating 
investment barriers and 
improving access to finance for 
the construction of low-carbon 
housing. 

FC only Final 
Mexico 
Housing 

Colombia 
Domestic 

Refrigeration 

Energy 
Efficiency 

3rd Call 
(2015) 

Support the complete 
transformation of the 
domestic refrigeration sector 
in Colombia towards using 
green technologies, thus 
fostering the transition to a 
low-carbon economy. 

TC & FC 
Mid-term 
and Final 

Colombia 
Refrigeration 
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Project Sector 
Call for 

Proposals 
Objective 

Project 
Compo-

nents 
Type of ELE 

Short name 
for project 

Indonesia 
Sustainable 

Urban Transport 
Program (SUTRI 

NAMA) 

Transport 
1st Call 
(2013) 

Contribute towards broader 
transformational change in 
urban transport policy in 
Indonesia by creating effective 
ways for public and private 
investment in urban transport 
infrastructure and rolling 
stock, and by demonstrating 
good practices that can be 
upscaled to further cities. 

TC & FC 
(FC 

cancelled 
in 2021) 

Final 
Indonesia 
Transport 

Tunisia Clean 
Energy in 

Buildings (CEB) 
Energy 

4th Call 
(2015) 

Enhance energy sustainability 
in the housing sector in Tunisia 
by supporting the installation 
of 60 MWp of solar 
photovoltaic (PV) capacity to 
benefit approximately 65,000 
households. 

TC & FC Mid-Term Tunisia CEB 

Cabo Verde 
Electric Vehicles 

(EVs) 
Transport 

5th Call 
(2017) 

Lead to a breakthrough in 
electric mobility by creating an 
enabling environment for 
market growth and speeding 
up the market introduction of 
electric vehicles (EVs) through 
financial incentives. 

TC & FC Mid-Term 
Cabo Verde 

EVs 

Mexico Energy 
Efficiency in 

Small and 
Medium 

Enterprises 
(SMEs) 

Energy 
4th Call 
(2015) 

Producing a paradigm shift 
among key actors in the 
energy efficiency market by 
showcasing energy efficiency 
as a smart business decision 

TC & FC Mid-Term 
Mexico SME 

EE 

Brazil 
Transformative 
Investments for 

Industrial Energy 
Efficiency 

(PotencializEE) 

Energy 
5th Call 
(2017) 

Broad reduction of GHG 
emissions brought about by 
more efficient energy use in 
industrial SMEs in São Paulo 
and outside São Paulo. 

TC & FC Mid-Term 
Brazil 

Industrial EE 

India Waste 
Management 

Waste 
5th Call 
(2020) 

Achieve a low-carbon 
transformation of the Indian 
waste sector by scaling up and 
de-risking investments and 
strengthening the regulatory 
framework, thus ensuring 
uptake of the Reduce, Reuse, 
Recycle concept and leveraging 
the strengths of the informal 
recycling sector.  

TC & FC  Mid-Term  
India Waste 

Management 

Gambia Grid-
Connected Solar 

PV 
Energy 

4th Call 
(2019) 

Support the financing of grid-
connected solar photovoltaic 
projects of Independent Power 
Producers (IPPs), in particular 
by de-risking investments from 
IPPs. 

TC & FC Final 
Gambia Solar 

PV 

Guatemala 
Cookstoves 

Energy 
3rd Call 
(2019) 

Sustainably stimulate the 
supply and demand for energy-
efficient cookstoves in 
Guatemala. 

TC & FC Mid-Term 
Guatemala 
Cookstoves 
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Project Sector 
Call for 

Proposals 
Objective 

Project 
Compo-

nents 
Type of ELE 

Short name 
for project 

South Africa 
Public Buildings 

and 
Infrastructure 

Energy 
3rd Call 
(2017) 

Introduce a comprehensive 
framework for promoting, 
identifying, financing, and 
implementing energy 
efficiency measures in 
buildings. 

TC & FC Mid-Term 
South Africa 

Buildings 

Mongolia 
Building 

Retrofitting 
Energy 

6th Call 
(2019) 

Jump-start a large-scale 
thermo-technical retrofitting 
(TTR) program and create the 
market conditions to scale up 
investments in energy 
efficiency. 

TC & FC Mid-Term 
Mongolia 
Building 

Retrofitting 

 

Table 3: Overview of the sample DPP projects covered by this study 

Project Sector 
Call for 

Proposals 
Objective 

Project 
Components 

Short name 
for project 

Bhutan Solar 
Power 

Energy 2024 

Transform B  tan’s state-led power 
sector through scalable solar installations 
in hospitals and public buildings, and an 
enhanced regulatory and tariff system. 

TC & FC Bhutan Solar 

Electric buses and 
industrial 

transformation in 
Brazil 

Transport 2024 

Spear ea  Brazil’s transition to e-mobility, 
particularly e-buses and road 
infrastructure, through regulation, 
finance, pilots and industry cooperation. 

TC & FC Brazil E-Buses 

Sustainable Power 
and Resilience for 
 olombia’s Energy 

Communities 

Energy 2023 

Deploy innovative financial mechanisms 
and market-based incentives to transition 
‘Ener   Comm nities’ in Colom ia from 
subsidy dependence  

to a scalable, sustainable business model 

TC & FC 
Colombia 

Energy 
Communities 

Catalysing 
decarbonisation of 

Indian Steel 
Industry 2023 

Kickstart and accelerate decarbonisation 
of the Indian steel sector through policy, 
regulation, 

and demonstration of solutions starting in 
four iron and steel manufacturing clusters. 

TC & FC India Steel 

 


