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Abstract

Purpose — The purpose of this paper is to investigate the critical success factors (CSFs) for effective project
stakeholder management at the local government level in Ghana.

Design/methodology/approach — The study used data from questionnaires administered to project
stakeholders for identifying and ranking CSFs.

Findings — The study identified the top five CSFs for stakeholder management at the local government level
in Ghana to be: communicating with and engaging stakeholders; identifying stakeholders properly;
formulating a clear project mission statement; keeping and promoting good relationships; and analyzing
stakeholder conflicts and coalitions.

Research limitations/implications — Generalization of the findings should be done with caution since the
scope of data collection was limited to district assemblies in the Greater Accra region of Ghana. Nevertheless
the results of the study are, however, useful and indicative and can lend direction to future research.
Practical implications — This paper has contributed to the growing body of knowledge related to CSFs for
local government projects. The results should help understand factors which are of priority to stakeholders
when assessing their involvement in projects. Further, the findings could form the basis for competency
development of local government personnel in specific areas where improvements are required.
Originality/value — The paper identified CSFs for effective project stakeholder management at the local
level. Most studies on critical factors in project environments have focused on CSFs and project success and
thus this study delves into an area which has not received much attention in the literature.

Keywords Critical success factors, Ghana, Participation, Stakeholder management, Project, Local government
Paper type Research paper

1. Introduction

Stakeholder management is one of the critical aspects of project management as it is a key
contributing factor to the success or failure of a project. Cooper (2014) asserts that successful
stakeholder management helps to control or prevent scope creep, ensure timeliness in
project deliverables and mitigate issues that would otherwise delay the project.

In Ghana, local government represents the lowest tier of administration in the country.
Districts in Ghana are second-level administrative subdivisions of Ghana, below the level of
region. The local government system consists of a Regional Co-ordinating Council,
a four-tier Metropolitan and a three-tier Municipal/District Assemblies Structure. The
District Assemblies are either Metropolitan (population over 250,000), Municipal (population
over 95,000) or District (population 75,000 and over). The District Assembly is established as
a monolithic structure, and among other functions it is assigned the responsibility of
the totality of government to bring about integration of political, administrative and
developmental support needed to achieve a more equitable allocation of power, wealth, and
geographically dispersed development in Ghana.

Projects at the local government level are considered as public sector projects, which
come with their own unique challenges. These challenges may include the need to satisfy
political interests while operating in an environment with political adversaries and the need
to adhere to bureaucratic procedures, rules and regulations. Generally poor stakeholder
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for the failure of public sector projects. Penn (2006) established that failure to identify all
stakeholder types and then manage them as stakeholders has been identified as one of the
sources of failure of local government projects.

Several researchers (Pouloudi and Whitley, 1997; Loosemore, 2006; Bourne and
Walker, 2006; Rowlinson and Cheung, 2008) have observed that problems of stakeholder
management in construction projects often relate to inadequate engagement of stakeholders,
project managers having unclear objectives of stakeholder management, difficulty to identify
the “invisible” stakeholder, and inadequate communication with stakeholders.

Ghana is currently implementing its Decentralization Policy Framework and Action Plan
(2010-2014) and has identified the need to build adequate capacity at the district level to
ensure provision of quality and sustainable service delivery. Ahwoi et al. (2013) observed
that decentralization reforms in Ghana have made great strides even though challenges still
remain. Local governments in Ghana are becoming increasingly responsible for provision of
services for their citizenry. Provision of services which were hitherto the preserve of central
government ministries, agencies and departments based on the argument of no or low
capacity at the local government level is now gradually exchanging hands. Consequently
there is an increasing need to develop and maintain adequate capacity at the local
government level capable of providing quality delivery of public and social services
especially in areas such as water and sanitation, education, health and transportation.

As is typical of most projects, stakeholders of local government projects in Ghana are
many and have varying and sometimes conflicting interests and expectations. Stakeholders
of local government projects include staff of the relevant Metropolitan, Municipal or District
Assembly (MMDA), beneficiary communities, traditional authorities, the contractor, the
project sponsor, the project team, suppliers, civil society organizations and the relevant
government line agency. Different expectations expressed include, staff of MMDAS hoping
to complete their annual work plans within the approved budgets and satisfying some
political interests, while beneficiary communities are inclined to ensuring that the project
does not pose any environmental hazards. Civil society organizations on the other hand tend
to be more concerned about the social impacts or benefits of such projects including laying
emphasis on good governance and accountability. Project sponsors on their part are
particular about the realization of project objectives within the stipulated project duration
and approved budget coupled with achieving value for the funds spent.

The altruistic nature of community projects is major cause of often poor stakeholder
engagement in such projects. A recent Ghanaian newspaper article captioned “Kpone
traders kick against new market” perfectly illustrates effects of these phenomena. In this
community project in Ghana, market women expressed dissatisfaction about a newly
commissioned market in the area saying it does not meet the standard they were looking for
in a modern market. The 128 stall-capacity market project was abandoned because the
market women, a key stakeholder group, were ignored in all the decision-making stages of
the project. The lack of proper identification of beneficiaries as key stakeholders in project
management is one of the major causes of several completed local government
infrastructural projects such as markets becoming white elephants in many communities.

This paper makes an assessment of the practice of stakeholder management of local
government projects in Ghana. It identifies and prioritizes the critical success factors (CSFs)
and measures for effective stakeholder management at the local government level. Most
studies on critical factors in project envrionments have focused on CSFs and project success
and thus this study delves into an area which has not receive much attention in the
literature. Ghana is a key example of a highly functioning, institutionally embedded system
of local governance in African (Dickovick and Riedl, 2010) and has shared this experience
with other countries in the region and supported same in institutionalizing similar
decentralization policies and programs. An analysis of the Ghana case show that Local



Governments are in the process of change to becoming much more responsible for projects
in their areas. Therefore there is an organizational change problem in understanding the
extent to which local governments or district assemblies are achieving adequate movement
toward Project Management Capability and Maturity. This study provides a snapshot of
current views of local governments, job of managing interests and expectation of both
external and internal stakeholders. Therefore, in this paper, the concept of stakeholder
management is viewed from project, program and organizational levels.

Again, as underscored by both Faga (2006) and Gareis (2010), local government
organizations (LGOs) are not the normal project sponsors or clients in that there is a large-
scale repetition of external stakeholder relationships with the local community whose views
will be affected by all LGO activities, whether related to project or not. Therefore for the
LGO, the problem in managing external (rather than project) stakeholders is a strategic,
organizational one. They are often confronted by questions such as how do we manage our
local stakeholders generally? How do we then adapt this to specific projects?

Overall, LGOs (as project sponsors) need to develop CSFs which measure their progress
towards building capacities in areas such as stakeholder management. The LGO also needs
some understanding of its overall stakeholder management through CSF. Within this
context, the finding of this study on stakeholder management performance could become
the basis for LGO competency development in specific areas where improvements are
required. It is expected that the outcome of this research could be applied to other countries
with similar country context.

The remainder of the paper is organized as follows. The next section discusses previous
related studies on stakeholder management. This is followed by a presentation of the
methodology of the study. The fourth section discusses the key findings from the study.
The fifth section identifies measures for improving project stakeholder management.
Finally, the research conclusions are presented.

2. Literature review

2.1 Theoretical concept

A project stakeholder can be defined in many different ways. From the time when Freeman
(1984) defined a stakeholder as “any group or individual who can affect or is affected by the
achievement of an organization’s objectives,” various definitions have evolved. The PM
standards in project management (Project Management Institute, Inc., 2008) define
stakeholders as: “Persons and organizations such as customers, sponsors, the performing
organization, and the public that are actively involved in the project, or whose interests may
be positively or negatively affected by the execution or completion of the project.”

Smith et al. (2001) defined stakeholders as representatives, direct and indirect, who may
have an interest and could make a contribution to the proposed project. Olander and Landin
(2005) referred to a project stakeholder as “a person or group of people who has a vested
interest in the success of a project and the environment within which the project operates”
(p. 321). Takim (2009) gave a more comprehensive definition of stakeholders “as being those
who can influence the activities/final results of the project, whose lives or environment are
positively or negatively affected by the project, and who receive direct and indirect benefit
from it” (p. 168). The definition of stakeholder is important and consequential because it
affects who and what counts (Mitchell et al., 1997) in the stakeholder management process.
It is, however, worth noting that although numerous studies have been devoted to
examining the stakeholder concept, no single definition of a stakeholder has been
universally accepted (Savage et al, 1991).

Stakeholder management is considered a critical component to the successful delivery of
any project, program or activity. In its simplest form, stakeholder management is defined as
the process by which an individual establishes and maintains support from internal staff
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members and external parties for a new product or project or change within the
organization. It relates to the management of relationships with individuals or groups as
well as a planned approach to engage stakeholders in the project’s success (Ham, 2011).
Projectsmart.co.uk. (2014) also defines it as the process of managing the expectation of
anyone that has an interest in a project or will be affected by its deliverables or outputs.
Gardner et al (1986) gives a more elaborate definition of stakeholder management as the
process of identifying stakeholder groups, the interests they represent, the amount of power
they possess, and determining if they represent inhibiting or supporting factors toward the
transformation. Donaldson and Preston (1995) define stakeholder management as “[...]
simultaneous attention to the legitimate interests of all appropriate stakeholders, both in the
establishment of organization structures and general policies and in case-by-case decision
making” (p. 67).

Stakeholder participation processes generally allow people to influence the outcome of
plans and projects. By definition, stakeholder participation is a mechanism by which the
public is not only heard before the decision, but has an opportunity to influence the decision
from the beginning to the end of the decision-making process (DEAT, 2002). The African
Development Bank’s (ADB) handbook on stakeholder consultation and participation in ADB
operations (Bank, 2001) defines stakeholder participation in development as “the process
through which people with an interest (stakeholders) influence and share control over
development initiatives and the decisions and resources that affect them” (p. 2). Although
there is no universally effective way to incorporate stakeholders, researchers and
practitioners generally agree that stakeholder participation is important and has many
benefits (Center, 2007).

2.2 CSFs for stakeholder management

Vinten (2000) noted that a crucial skill for managers of construction projects is to
manage stakeholders’ expectations. Further, Cleland (1995) claimed that failure to address
stakeholder expectations can result in project failures. These authors posited that
stakeholders have significant influence on project outcomes relating to cost, time, technical
performance and stakeholder satisfaction (Zwikael et al., 2005). Friedman and Miles (2002)
and Elias et al. (2004) both acknowledged that stakeholders interest can vary over the
life of a project due to their learning, changing values, and specific experiences. Bourne
(2005) characterized stakeholders in construction projects as “people or gatherings who
have an interest or can contribute some type of information or bolster, or can affect or be
affected by, the project.” Mitchell et al. (1997) investigated stakeholders’ dynamics when he
used three attributes in measuring the importance of a stakeholder: legitimacy — the moral
or legal claim a stakeholder has to influence a particular project, power — their capacity to
influence the outcome of a given project, and prgency — the degree to which their claims are
urgent or compelling.

Rockart (1979) was the first to identify the essentials of stakeholder management, by
developing the CSFs approach as used in this study. The author defined CSFs as “areas, in
which results, if they are satisfactory, will ensure successful competitive performance for
the organisation.” According to Boynlon and Zmud (1984), “CSFs are those thing that must
go well to ensure success for the manager or an organization, and, therefore, they represent
those managerial or enterprise areas, that must be give special or continual attention to
bring about high performance.” They argued that CSF should include issues vital to an
organization’s current operating activities and to its future success. Several studies
(including Chan et al, 2001; Jefferies et al, 2002; Yu et al, 2006) used this approach in
assessing the performance of the management process.

In the domain of stakeholder management, several authors like Bakens et al (2005),
Jergeas et al. (2000), Karlsen (2008), Olander and Landin (2008) and Young (2006) affirm that



“correspondence” is a critical CSF and they additionally demonstrate that the relationship
between the project group and stakeholders is imperative. Cleland and Ireland (2002) viewed
CSFs as those activities and practices that should be addressed in order to ensure effective
management of stakeholders. Karlsen (2008) affirms that five variables are vital to the
arrangement of connections between the project group and the stakeholders; and Karlsen
et al. (2008) recognize 14 elements as most critical for building trust between a project group
and its stakeholders. Aaltonen et al (2008) affirmed that the most crucial factor in project
stakeholder management is managing the relationship between the project and its
stakeholders and went on to propose CSFs for stakeholder management in construction
projects. Jergeas et al (2000) identified two aspects of improvements for managing
stakeholders, which are: “communication with stakeholders and setting common goals,
objectives and project priorities.” Yang ef al. (2009, 2010) was very comprehensive and
provides a good understanding of CSFs for project stakeholder management. The authors
used an integrated approach involving literature review, interview and questionnaire and
identified 15 CSFs for project stakeholder management.

Osseo-Asare ef al. (2005) noted that the CSFs are closely linked to literature on “best
practice.” They observed that several literature fail to acknowledge the limitations to
transferability to new concepts. There is a critical need for better recognition of the contexts
(time, settings, leaders) in which the factors have been established. The results from the
literature review show that a range of practical approaches that can be used for stakeholder
management has yet to be consolidated. Again, most studies focus only on issues of
promotion of the relationships themselves, but few focus on analyzing the impact on the
project resulting from those stakeholder relationship networks.

In this study, we attempt to identify unique CSFs which impact on effective project
stakeholder management at the local government level. Another important contribution of
this paper is the inclusion of perception of development partners (DPs) in the identify and
ranking of the CSFs. In Ghana, DPs play a crucial role in the selection, funding
and management of projects at levels of government.

3. Methodology
The following research methodology was using identifying the CSFs in stakeholder
management at the local government level in Ghana.

3.1 Research design

The study used a survey approach for data gathering. The respondents were clients,
project sponsors including DPs, consultants, contractors, non-governmental organizations
(NGOs) and community members commonly referred to as opinion leaders. Clients were
primarily from various government organizations while consultants and contractors were
mainly from the private sector with experience in local government projects. DPs and NGOs
supporting local government projects were also identified. The research flow follows the
procedure in the studies of Walker (1997) and Chan et al. (2004).

3.2 Sampling technique and size

Based on the purpose of the study, its qualitative nature and the need to have a
representative sample, the purposive sampling method (Leedy and Ormrod, 2005) was
adopted. This method was adopted as it required a deliberate and careful selection of target
respondents who belonged to groups that could provide relevant and factual information by
means of a questionnaire survey. We estimated the total number of all qualified respondents
(both external and internal stakeholders) from the case study MMDA to be about 120. In all,
120 questionnaires were administered to potential respondents, 92 completed questionnaires

Project
stakeholder
management

147




BEPAM
72

148

were received representing a 77 percent response rate, which is consistent with “the norm of
20-30% that pertains to most questionnaire surveys in the construction industry” (Akintoye,
2000; Dulaimi et al, 2003). The breakdown of respondents was: 37 from client organizations,
26 from consultants, 12 from DPs, six from contractors, six from community members
within the Municipality and five from representatives of NGOs.

3.3 Data collection

Primary data were collected from field surveys using structured questionnaire as well as
interviews with key resource persons from the Municipality. The structured questionnaire
comprised mainly close ended questions with very few open-ended questions. The close
ended questions were designed to ensure respondents provided definite information
required for the purpose of the study while the open-ended questions were designed to
elicit information in relation to respondents’ own ideas and opinions particularly based on
their project experience at the local government level. The questionnaire consisted of three
main sections. The first section elicited standard demographic information form
respondents i.e. stakeholder grouping they belong to and years of experience working of
projects especially at the community (local government) level. The second section
identified stages within the project life-cycle when stakeholder groups are identified as
partners in the project. Final section, asked more detailed questions which required
respondents to rate a set of CSFs in project stakeholder management summarized from the
work of Yang et al (2009, 2010). In all 15 CSFs were identified and grouped under
categories, namely:

(1) stakeholder estimation factors: assessing stakeholders behavior, predicting stakeholders’
behavior accurately, assessing stakeholder attributes, analyzing stakeholder conflicts
and coalitions;

(2) stakeholder information input factors: formulating a clear project mission statement,
identifying stakeholders properly, understanding stakeholders’ interest areas and
exploring stakeholders’ needs and constraints;

(3) sustainable support factors: compromising conflicts among stakeholders,
formulating appropriate strategies and predicting stakeholders’ reactions to
strategy implementation; and

(4) project manager decision-making factors: keeping and promoting good relationships,
analyzing changes in stakeholder influences and relationships, communicating with
and engaging stakeholders, managing stakeholders through CSR.

Prior to sending out the questionnaires, a pilot study was conducted with two project
stakeholders; all of whom agreed to the appropriateness of the 15 CSFs. Each of the 15 CSFs
were scored and ranking by the stakeholder groups. Data obtained from the questionnaire
survey were inputted and analyzed with the aid of the Statistical Package for Social Sciences
and Microsoft Excel computer software.

4. Results

4.1 Background information

The demographic information of the respondents given in Table I shows that the client and
consultant groups together accounted for more than half of the respondents.

In relation to work experience with projects in general, majority of the respondents
(44 percent) had between five to ten years of experience. Similarly majority of the
respondents (38 percent) had five to ten years of experience working on projects at
the community level, though 37 percent of respondents had less than five years of



Demographic characteristic Frequency %
Stakeholder group

Client 37 402
Consultant 26 283
Contractor 6 6.5
Community 6 6.5
NGO 5 54
Development partner 12 13.0
Total 92 100.0
Number of years of experience working on projects

0-5 years 19 20.7
6-10 years 44 478
11-20 years 18 19.6
More than 20 years 11 12.0
Total 92 100.0
Number of years of experience working on projects at the community level

0-5 years 37 40.2
6-10 years 38 41.3
11-20 years 12 13.0
More than 20 years 5 54
Total 92 100.0
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Table I.
Demographic
information of
respondents

experience working at this level. This may seem to suggest that most respondents with
five to ten years of experience had this through working on projects at the local
government level, a scenario which was considered beneficial to this study.

4.2 Stakeholder management CSFs

This section examines the perceptions of project stakeholders (namely, clients, contractors,
consultants and DPs) on the CSFs in project management at the local government level in
Ghana. Table II lists and ranks the 15 identified factors of project stakeholder management.
As shown in Table II, respondents gave the top five CSFs for stakeholder management at
the local government level in Ghana as: communicating with and engaging stakeholders;
identifying stakeholders properly; formulating a clear project mission statement; keeping
and promoting good relationships; and analyzing stakeholder conflicts and coalitions.

A one-way between-groups analysis of variance (ANOVA) was conducted to test the
hypothesis of no significant difference in the perceptions of the different stakeholder groups
regarding the CSFs for stakeholder management at the local government in Ghana.
The significance level of the analysis was set at a p-value of 0.05, as utilized by Cohen (1992)
cited in Dulaimi et al (2003), which is the conventional risk level. According to Dulaimi et al.
(2002), the inference to be drawn from a significance level > 0.05 is that the null hypothesis
of the equality of population means can be accepted and that it can be concluded that the
populations have rated in a similar manner. Table IT summarizes the results of the ANOVA.

The top five CSFs are discussed below:

Commumicating with and engaging with stakeholders. “Communicating with and engaging
stakeholders” was overall ranked as the most CSF for effective project stakeholder management.
This is largely in agreement with the finding in the study conducted by Yang, ef al (2009) where
the same factor was ranked second as a CSF. Together, communication and stakeholder
engagement result in more inclusiveness and transparency in decision-making; more likely
support for difficult planning challenges; reaching consensual solutions; and avoiding conflicts
and stalemates. Several authors have observed that, the main result of applying good
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communication and engagement strategies in planning should be to create a wide public
support for nature-based solutions to societal challenges that are both lasting and sustainable.
Finally, Weaver (2007) advocated that project managers should be highly skilled negotiators
and communicators capable of managing individual stakeholder’s expectations and creating a
positive culture change within the overall organization.

Identifying stakeholders properly. The CSF ranked second in the study “identifying
stakeholders properly” was also ranked fifth in the previous study by Yang et al (2009). The
value of proper identification of stakeholders during project designs allows for adequate
understanding of their needs and better chance of the project meeting stakeholders
unique expectations.

Formulating a clear project mission statement. However, “formulating a clear project
mission statement” was ranked third in this study was ranked twelfth by Yang et al. (2009).
Formation of a clear mission statement is a necessary requirement for effective stakeholder
management and project success. As noted by Winch (2000) the complexity of client
organizations and the social, economic, and regulatory environment in which the projects
operate means that “the strategic definition of the project mission is inevitably politicized”
(Winch, 2000). To emphasize the need for significance of better understanding of project
objectives, Jergeas et al (2000) observed that “setting common goals, objectives and project
priorities” is significant for improving stakeholder management and for ensuring that
project objectives are achieved.

Keeping and promoting good relationships. “Keeping and promoting good relationships
was ranked fourth by respondents and ranked sixth in the study by Yang et al (2009). This
is consistent with finding of Jergeas et al. (2000) who concluded that successful relationships
between the project and its stakeholders are vital for successful delivery of projects and
meeting stakeholder expectations (Cleland, 1986; Savage ef al, 1991; Hartmann, 2002).
Finally, Karlsen et al (2008) and others noted that trust and commitment among
stakeholders can be built and maintained by an efficient relationships management (Pinto,
1998; Bourne, 2005).

Analyzing stakeholder conflicts and coalitions. “Analyzing stakeholder conflicts and coalitions”
was ranked fifth and seventh by this study and the previous study, respectively. Conflict occurs
whenever disagreements exist in a social situation (Schermerhorn et al, 2003). Weible (2006)
acknowledged that there is a growing recognition that public policy controversies are driven
more by value differences among stakeholders than by technical deficiencies, because
stakeholders are motivated to convert their beliefs into policy, filter out dissonant information,
and structure their interactions within homogeneous advocacy coalitions. Frooman (1999)
proposed that project managers should know the potential conflicts stemming from divergent
interests and also search for possible coalitions among stakeholders.

5. Limitation of study

Generalization of the findings should be done with caution since the scope of data collection was
limited to only district assemblies in the Greater Accra region of Ghana. Nevertheless the results
are, however, useful and indicative and can lend direction to future research. Again, the study’s
findings, to a large extent, appear to be consistent with findings from previous studies relating
to stakeholder needs, expectations, influence, participation and management of projects.
Despite the shortcoming with scope of data, the findings provide empirical evidence on the
context-specific feature of local government stakeholder management. As in Yang et al (2009),
we observed from the findings of this paper that the selection of approaches suitable for a
particular situation should be dependent on the nature of the project and objectives of the
engagement. Again there is no single, most effective approach and usually a number of
alternative approaches are combined to analyze and engage stakeholders.
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6. Conclusion

This study set out to identify the CSFs and measures for effective project stakeholder
management at the local government level from the perspectives of various stakeholder
groups, namely, clients, consultants, contractors, DPs, NGOs and community members.

The results indicate that project management teams at the local government level often fail
to properly identify some stakeholders from the early stages of the project. We identified the
top five CSFs for stakeholder management at the local government level in Ghana as:
communicating with and engaging stakeholders; identifying stakeholders properly;
formulating a clear project mission statement, keeping and promoting good relationships;
and analyzing stakeholder conflicts and coalitions. There were no statistically significant
differences in how all six different stakeholder groups view the CSFs for stakeholder
management. Consequently it was generally agreed by all that these factors are somehow
linked and critical in managing stakeholders to ensure the success of local government projects
in Ghana. Though this study identified similar factors from existing literature, these CSFs are
ranked differently by stakeholders in the Ghana context. The results indicate that prioritization
of the critical factors for successful stakeholder management at local governments demands
significantly on the context. This means there is a critical need for better recognition of the
contexts (time, settings, leaders) in which the factors have been established and applied.

The paper’s contribution to literature has both practical and theoratical implications.
First, this research work has contributed to the growing body of knowledge related to CSFs
for local government projects. The results should clarify factors which are of priority to
stakeholders when assessing their involvement in projects. In terms of practical application,
LGOs could conduct regular trend analysis of their performance on these success factors
and use this knowledge in establishing and implementing performance enhancement
strategy for local government personnel in Ghana. Within this context, the findings of this
study on stakeholder management performance could become the basis for LGO
competency development in specific areas where improvements are required. Further
research could be conducted with data from other regions of the country to compare and
validate these findings.
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