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EXECUTIVE SUMMARY

The construction industry’s role in the infrastructure development and other sectors of the
economy in developing countries is well acknowledged for its importance. Moreover, the
need for an accelerated growth has led to the establishment of the Ghana Education Trust
Fund (GETFund) and currently the Ghana Infrastructure Investment Fund (GIIF) for public-
sector projects. Nevertheless, the diverse stakeholders involved in project development
coupled with the high rate of public-sector project failure has made it receive negative public
attention. Efforts by project managers to use the project management hard skills to improve
project delivery have failed. However, the use of innovative stakeholder management (SM)
soft skill approach has been embraced in developed countries to enhance stakeholder
management success and project delivery. The identified challenge is the factors that need to
be considered by project managers and a formal model to be used in Ghana as a developing
country. The main aim of this study was to develop a sustainable stakeholder management

framework for project SM success and enhanced project delivery.

A Mixed-Method research approach was employed using a literature review and qualitative
Delphi survey to explore key constructs and measurement variables. Twelve out of the
Twenty experts purposively sampled from the industry using eight-factor criteria initially
agreed to participate in the study. However, ten experts participated in the three-rounds
Delphi survey that identified eighty-one measured variables. The variables were categorised
into critical success factors CSF (59) barrier factors CBF (8) and SM output (14). Also,
identified were six exogenous critical success factors and one endogenous SM success
construct. The study identified SSM as a six-factor model defined by the exogenous factors
of pre-stakeholder identification; stakeholder identification; stakeholder assessment;
stakeholder engagement; conflict resolution; implementation, monitoring and feedback. Also

identified is the direct effect of external environment (CBF) on SSM success.

A quantitative questionnaire survey involving 350 purposively sampled industry participants
was conducted. The 289-valid returned questionnaire constituted 82.5% response rate. Using
an SPSS 16.0 for data entry, a Pre-CFA PC Varimax test was used to examine the validity
and reliability of the measured variables and latent constructs. All the exogenous constructs
(CSF and CBF) met the data internal consistency pre-set thresholds. Furthermore, a CFA test
was conducted using a robust analytical structural equation modeling SEM IBM SPSS
AMOS 22 for model fit.
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First, the unidimensional models were overidentified and met the Goodness-of-Fit criteria.
Secondly, the SEM involved using a two-step approach of analysing the six-factor distinct
conceptualised measurement and structural models for model fit. An acceptable model fit was
achieved after modification of the initial measurement model which had indications of
meeting the model fit threshold. Similarly, the structural model achieved all the acceptable
model fit threshold criteria validating the postulated six-factor SSM success model. Thirdly,
the study examined and found the model to be statistically significant at 5% probability
implying that the exogenous factors have a direct influence on SSM success and hence are
predictors. Similarly, it was established that pre-stakeholder identification; stakeholder
engagement; conflict resolution; implementation, monitoring, and feedback constructs have
strong and direct influence while stakeholder identification and assessment had a weak but
direct influence on SSM.

The study made a significant contribution to the body of knowledge. Theoretically, it
confirmed pre-stakeholder identification; stakeholder identification; assessment; engagement;
conflict resolution; implementation, monitoring and feedback as exogenous factors directly
influencing the overall SM success and that SM theory is multifaceted. Thus, pre-stakeholder
identification and conflict resolution were two new constructs considered in a holistic SM
model. Also, it confirmed the influence of external environment factor as critical barriers to
SSM success and in-depth theoretical information on SM practice in developing countries.
The methodological contribution was the use of a Mixed- Method approach involving Delphi,
questionnaire surveys and SEM to develop a holistic SM model. No previous study had
employed that methodology. The practical significance and value of the study is the
development of a holistic formal model for project managers and the Ghanaian construction
industry. Project managers can enhance project delivery in the public-sector by carefully

considering the six-factor SSM framework, the variables and key factors as identified.

The study recommends the evaluation of the combined and direct effects of the critical and
barrier exogenous factors identified for SSM success in developing countries. Furthermore,
project managers should carefully consider pre-stakeholder identification and conflict
resolution factors to the known generic factors for increased stakeholder satisfaction and
meeting stakeholder needs. On limitation, increased sample size could have enhanced the
results due to a large number of measured variables studied. Also, this study considered

project rather than process management.

Vi
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CHAPTER ONE
INTRODUCTION

1 Background

The construction industry plays a significant role in every national economy (Ofori, 2012;
Mwanaumo, 2014). Studies have revealed that globally, the sector contributes to a 15% share
in the world’s gross domestic product GDP (Mazhar and Arain, 2015, p.434), the driver of
social and economic development of every nation (Ofori, 2012; Okoye, 2016). Also, the
industry accounts for 20 to 50% of the accumulated wealth and 10 to 14% of household
expenditure (Ofori, 2012). In Ghana, the construction sector’s contribution towards overall
GDP was estimated at 14.8% in 2014 (World Bank Group, 2015; Statsghana.gov.gh, 2015).
Similarly, in South Africa, available data suggest a steady growth in the construction industry
contributed 109316.14 ZAR million ($8,008m) to the GDP with the sector’s influence on the
national economy reaching its maximum in the last quarter of 2016 (Trading Economics,
2017). The industry thus has more linkages, roles and high multiplier effects compared to
other industries, thus suggesting the need to ensure project success and the industry’s
sustenance (Ernst and Sarabia, 2015; Okoye, 2016).

Likewise, studies have shown that the construction sector is crucial for economic growth and
employment creation (Ernst and Sarabia, 2015). Again, globally it employs about 7% of
overall labour (Mwanaumo, 2014). Also, the construction industry is an important sector of
the economy with a key role in national, social and economic development (Harris, 2010;
Lopes et al., 2011; Okoye, 2016). In South Africa, a survey conducted shows that more than
1.4 million people are employed in the industry, either on a contract or permanently (South
Africa Construction, 2015). However, in Ghana, the sector contributed to 3.5% of overall
employment in 2012, registering a 2.1% growth in 2015 (Statsghana.gov.gh, 2016). Also, the
industry has interlinkages, and therefore influences the growth of other sectors (Ofori, 2012).
Thus, managing the stakeholders for enhanced construction project success is critical as many

livelihoods depend on the sector.

According to the Project Management Institute (PMI, 2013), construction projects are
undertaken to create a unique product, the success being measured by its realization within

the set parameters of time, cost, performance, meeting stakeholders’ needs and satisfaction.
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Internationally, governments undertake building and construction projects for interventions
and bringing about improvement in the well-being of the people in the areas of social,
economic, physical, and environmental (Li et al.,, 2012). For developing countries
undertaking mega construction projects such as cultural, housing projects, transportation and
educational infrastructure characterises strategic efforts to achieve sustainable development
goals (Othman, 2013).

These projects are undertaken with the aim of achieving project success (Yu et al., 2006).
However, to realize that objective, construction projects should be effectively managed.
According to Harris and McCaffer (2013), construction project management aims at
delivering a definite solution by contracting with stakeholders to carry out specific activities
related to the project. That requires the application of knowledge, procedures and skills to the
project requirements that may have been outlined in a project brief (PMI, 2013)

The basis for measuring project success has always been the golden iron triangle of time, cost
and performance: ability to meet the deadline delivered within budget and required quality
(Wang et al., 2006; Jonny Klakegg, 2009). Studies, however, has revealed that success
factors are considered beyond the triangle to include project management, stakeholder
satisfaction and participation (Shenhar et al., 2001; Heravi et al., 2015). Likewise, according
to the PMI (2013) that success in construction projects is significantly dependent on meeting
the needs and satisfaction of stakeholders. Bourne and Walker (2005) attribute many project
failures to poor consideration of all stakeholder needs.

According to Gudiene et al. (2013), construction project success depends on the effective
organisation of multiple, specialised teams bringing to bear their knowledge, experience and
skills. Also, introduced are their objectives, goals, interest and management skills which are
usually competing (Chen et al., 2012). Mok et al. (2015) also assert that complex projects
often have many stakeholders of diverse occupational and professional backgrounds with
varying interests in the project impacting on project success. These complex projects are
normally public-sector projects aimed at achieving specific development interventions. Thus,

project success is a primary concern of many governments (Gudiene et al., 2013)

However, many public-sector projects around the world have failed owing to challenges
encountered. Though many project managers try to accomplish project goals within the

targets and as planned, there are reports of failure (Eskerod and Jepsen, 2013). One main
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factor identified with public project failures in various instances is stakeholder opposition
(El-Gohary et al., 2006). An attempt to address the stakeholder factor is crucial to the success
of projects. Failures, however, have become a common phenomenon in developing countries’
construction industries with a negative impact on project cost, time and resources, with
Jordan, Saudi and Ghana as examples (Ahzahar et al., 2011; William, 2015). Some of the
project failures have been attributed to project stakeholders’ conflicts leading to increased

project time and cost (Olander, 2006).

However, beyond the time, cost and quality, is the failure to meet the functionality and firm’s
objective, namely the reason for which the project was initiated (Shrnhur et al., 1997).
Shrnhur et al. (1997) further state that the project success dimension includes fulfilling
stakeholder needs, level of stakeholder satisfaction and the ability to solve an operational
problem. Several studies have identified the causes of failure to meet project objectives to be
associated with stakeholders, namely contractor, subcontractor, consultant, users, and client
(Alaghbari et al., 2007; Sambasvian and Soon, 2007). Similarly, some studies associate
project success with contractors’ and project managers’ good performance (Yang et al., 2009;
Gudiene et al., 2013). Therefore, project success should be a combination of project
management success and stakeholder management success, achieving design goals and

stakeholder impact (Eskerod and Jepsen, 2013).

Project stakeholders are referred to those who affect or are affected by the project outcome
(Eskerod and Jepsen, 2013). According to Freeman (2010), stakeholders are those groups and
individuals that can affect or are affected by the realisation of organisational purpose. The
definition is supported by many scholars who believe that construction projects affect or are
affected by individuals and groups (Andersen, 2008; Chinyio and Olomolaiye, 2010) while
others use a verb, connecting verb to show the relationship between project and stakeholders
(Yang, 2010). The PMI (2013) defined stakeholders as those people or organisations that are
impacted by or impact a project. Also, stakeholders have an interest or an aspect of right in
the project development (Bourne, 2005; Aapaoja and Haapasalo, 2014). Thus, project
stakeholders by their interaction with an organisation or project can initiate or trigger a
project if it is perceived to be relevant or antagonistic, disrupt, and stop the project if

perceived otherwise (Mintzberg et al., 1995; Newcombe, 2003).

Studies have revealed that the relevance of a project determines its success. The determining

factor for relevance, however, has been the priority of the users’ needs rather than consultants

3
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or political goals. Hence, the ability of planners and decision makers to assess the needs of
users is critical (Klakegg, 2009). Therefore, managing key stakeholders, including identifying
their needs, interest, role, their relevance and perception plays a major role in the success of
any project. Similarly, the goal of stakeholder management has been to increase the
likelihood of project success (Jepsen and Eskerod, 2009). Furthermore, project success can be

achieved through projects managers’ performance, especially in developing countries.

In many developing countries like Ghana, projects are undertaken to achieve specific
development interventions (Ofori, 2012; Othman, 2013). For this reason, the Ghana
Education Trust Fund (GETFund Act 581) (2000) was set up in Ghana to fund projects in
educational institutions and to increase the realisation of educational and other social
infrastructure. Furthermore, the Metropolitan, Municipal and District Assemblies in Ghana as
part of the decentralisation policy have embarked on many projects relating to social and
educational infrastructure development. Unfortunately, these projects with participants and
communities involved have failed (William, 2015). Similar reports by the GETFund in 2010
and the Performance Audit Report of the Auditor General on GETFund funded infrastructural

projects in tertiary institutions also revealed widespread project failure.

There are reports of similar project failures in other countries and the fact that efforts in using
hard project management skills to address project failure related to time, cost and quality
have failed (Davis, 2014). Therefore, this study adopts a new approach to resolving project
failure and enhancing projects success in Ghana using a soft project management skill.
Stakeholder management is a soft project management skill that has been used by developed
countries to enhance project success (Davis, 2014). International organisations have adopted
the stakeholder management approach for enhanced project success in many fields. Likewise,
developed countries, including Finland, Australia and the UK, have adopted stakeholder

management for their construction sector projects (Chinyio and Olomolaiye, 2010).

International bodies like the International Finance Corporation (IFC) inform that early
engagement with project interested parties enhances project relationships. As a result,
organisations now prefer stakeholder interaction at the preliminary project stage. That the
IFC achieves through eight stages of stakeholder identification, analysis, disclosing of

information, stakeholder consultation, negotiating and partnering. Furthermore, the IFC
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engages stakeholders by managing conflicts, monitoring project together with the parties

concerned, reporting to stakeholder and carrying out the stakeholder management functions.

Also, the African Development Board (ADB) advocates strongly for stakeholder involvement
in project development. The aim is to engage persons with interest and influence and share
the control over development initiatives. Also, decisions and resources which affect
stakeholder participation are discussed. The ADB posits five stages of stakeholder
engagement with the first three for consultation and the remaining two for stakeholder
engagement.

Similar industry challenges and the quest for enhanced project success led to the UK
government adopting innovations that are stakeholder focused. Newcombe (2003) informs
that the United Kingdom witnessed that the clients’ role and nature changed significantly in
the past 50 years. That emanated from the construction sector reports by Latham (1994) and
Egan (1998). The two reports stressed the need to improve areas of efficiency, quality and
customer satisfaction in the construction sector (Chinyio and Olomolaiye, 2010400).
Stakeholder management was unavoidable as it evaluates building from the end- users’
perspective. According to Harris (2010), the formal historical appraisals also resulted in
diverse forms of contract development and stakeholder interactions, including integrated and

management contracts.

The Finnish, likewise, had challenges with the construction industry (Aapaoja and Haapasalo,
2014). These were related to project stakeholders. As a result, Finland integrated stakeholder
management into the construction industry (Oyegoke, 2006). The object of that was to
evaluate the stakeholder needs and expectations about the project objectives and to prepare
the project management process to enable active stakeholder interaction during the project
life cycle. Consequently, a stakeholder management model for enhanced project delivery was
developed. The industry prescribes the application of the six levels at all the different phases
of the occurrence of project failure. These are early identification of stakeholders,
identification of potential conflict areas, stakeholder education on project gains and harms,
stakeholder engagement, the involvement of other entities and the following of due process

and management of the process (Oyegoke, 2010).
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Likewise, in South Africa, there has been a demand for enhanced infrastructure delivery,
notably housing for the black community delivery. Challenges associated with the delivery
included remote project locations and associated political and social unrest from the
community. Similarly, there is the challenge of developing nations’ economies, commercial

conflicts, and challenges with contracts (SA Construction, 2015).

Furthermore, stakeholders have been dissatisfied with the delivery of low-cost housing and
have been complaining of lack of engagement (Windapo and Cattell, 2013; Zonke, 2015).
The industry-related problems, stakeholders’ dissatisfaction, as well as the vision for
accelerated and enhanced delivery led to the setting up of the Construction Industry
Development Board, (CIDB) in 2000. Subsequently, the CIDB has engaged in consultative
meetings with construction stakeholders, thereby enhancing project delivery (CIDB Annual
Report, 2016).

The industry challenges are not different from the Ghanaian construction industry and public-
sector projects’ delivery. Previous studies in Ghana have focused on the construction
industry, outlining its importance and the need for development (Ofori, 2012). Likewise,
others have considered causes of project delays, procurement, project managers, contractor
and consultants’ role in project delays and cost overruns as a means of reducing project
failure (Anvuur and Kumaraswamy, 2006; Ahadzie, 2009; Agyakwa-Baah and Fugar, 2010;
Gyadu-Asiedu, 2013; William, 2015). Thus, some efforts have been made towards improving
project success. However, the recent study by William (2015) coupled with the Auditor
General’s Annual Performance Report (2013) reveals widespread evidence of project failure
and stakeholders’ dissatisfaction. Also, Ghana has not been an exception as far as mega
projects failure in developing countries are concerned (Othman, 2013). Thus, despite the
studies, the challenge of project failure still exists. However, that there is lack of studies in

stakeholder management in Ghana.

1.1.1 Project Stakeholders

However, the diverse nature of the projects and dispersed locations have brought about many
firms, individuals and groups being involved in the project development with a stake, share or
interest (Nguyen et al., 2009; Chinyio and Olomolaiye, 2010; Weiss, 2014). The interested

parties and individuals include contractors, design consultants, sub-contractors, suppliers,

www.manaraa.com



construction specialists, project owners, supervising consultants, and contractors (Aapaoja
and Haapasalo, 2014; Wang et al., 2006). In addition, there are also customers, end-users,
main contractors, principal designer, other designers, public authorities, material suppliers,
residents and the municipality/council. Thus, stakeholders are individuals and organisations
who benefit from the activities of an organisation but can affect and be affected by the
organisation or its functioning, goals and even survival; hence they are interested in the

process or its outcome (Fewings, 2005).

These stakeholders possess the power to be a threat or opportunity to the project (Gibson,
2005); hence are severally categorized depending on their relationship and involvement in the
project outcome (Chinyio and Olomolaiye, 2010). Research has revealed some critical
factors impacting on projects’ success to include the stakeholder factor and project manager
factor (Gudiene et al., 2013; Yang, 2010). In addition, there are project failures relating to
project stakeholders and their management as well as the impact on the construction industry

and developing nations.
1.1.2 Stakeholder Management

According to Freeman (2010), stakeholder management (SM) as a concept refers to the
necessity for an organisation to manage the relationships with its specific stakeholder groups
in an action-oriented way. The definition is supported by many scholars (Yang, 2010;
Eskerod and Jepsen, 2013). However, Eskerod and Jepsen (2013) posit that stakeholder
management should entail all the purposeful activities undertaken in connection with
stakeholders for increased project success. Stakeholder management (SM) has been
acknowledged to impact on the success of construction projects globally, among other
factors. It therefore requires systematic identification, analysis and planning actions for
communication and stakeholders’ impact (PMI, 2008).

As a result of projects’ complexity in nature and the diverse participants with conflicting
interests, project stakeholders would have to be managed (Aaltonen and Kujala 2010).
Likewise, Eskerod and Jepsen (2013) state that for projects to be undertaken and the benefits
achieved, stakeholders must be managed. The Ghana Gas project as an example informs
project managers of the need to manage stakeholders as failure to do so led to project delays
and increased cost. Therefore, complex and uncertain projects require an effective SM

approach to accommodate the conflicting stakeholders’ interests (Mok et al. 2015) and
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maintain an acceptable balance of interests, especially political which is crucial to the success
of the project (Cleland, 1999: Karlsen, 2002). However, in spite of the importance advocated
by scholars in recent years (Newcombe, 2003; Olander and Landin, 2005; Chinyio and
Akintoye, 2008), Yang (2010) quotes Loosemore (2006) as identifying the construction

industry to have a poor record of managing construction stakeholders.

Similarly, several studies have mentioned the importance of stakeholder management in
ensuring successful project delivery. However, the construction industry continues to have a
poor record of SM. That can be attributed to failure to systematically identify, engage,
analyse and monitor project stakeholders (Lock, 2007) and the absence of a systematic
framework for stakeholder management (Yang, 2010). Further studies on mega projects in
China posit managing projects which are complex to accommodate conflicting interest
(Olander, 2006; Mok, et al., 2015). That has been found necessary because public sector
projects in developing countries are complex (health facilities, stadia, transport infrastructure,
housing projects) with several stakeholders requiring national context consideration. There is
the need to consider stakeholder interests and influences, stakeholder management processes,
analysis methods and engagement (Yang, 2010).

Also, the need for a systematic process entailing early identification (Koster, 2009),
engagement (Bal et al., 2013), analysing and monitoring project stakeholders (Olander and
Landin, 2005) cannot be overemphasised for developing countries (Nguyen et al., 2009). The
stakeholder management process for developing countries should, however, aim at balancing
the conflicting needs, identifying critical factors and developing a systematic framework. Six
activity groups of preconditions, namely stakeholder identification, assessment, decision
making, action and evaluation, and continuous support have been suggested for construction
stakeholder management success (Yang, 2010). Similarly, development of a typology of
approaches to the evaluation of the systematic framework, the identification of context-
specific nature of has been suggested for developed countries (Yang, 2010). That is worth

considering as a basis for stakeholder management process for developing countries.
1.1.3 Overview of Stakeholder Management and the Construction Industry

Stakeholder management is yet to be fully embraced in the construction industry, including
the UK and several reasons are responsible. These include the fact that SM is not a project

management prerequisite, funding for SM support is inadequate and some project managers
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lack knowledge. Moreover, an effective stakeholder management approach has maintaining
existing relationships, providing top-level support and being proactive (Chinyio and Akintoye
2008). Chinyio and Olomolaiye, (2010) posit that construction projects will have many
stakeholders whose presence alone is a source of conflict. Likewise, Amaeshi (2010) states
that corporate stakeholder practices (CSP) are a precursor to social corporate social
responsibility (CSR), hence the need for SM. Similarly, Harris (2010) asserts that a positive
stakeholder relationship encourages trust and collaboration, thereby reducing conflicts. These
can reduce project cost and time overruns and increase profit. Also, Von Meding et al. (2013)

state that corporate culture and SM are related to organisational success.

Additionally, studies suggest the absence of formal SM process in the sector (Yang, 2010).
Many factors, processes and approaches have been suggested by different scholars such as
Newcombe (2003), Bourne (2005), Yang (2010), and Jepsen and Eskerod (2013). However,
common among scholars is the need for strategic management (Freeman, 1984) to consider a
stakeholder approach, accurate stakeholder identification and consideration of stakeholders
based on their salience and power attributes (Mitchell et al., 1997). Moreover, authors agree
on the impact of effective communication/engagement (Bourne, 2005; Eskerod and Jepsen,
2013) and procurement on stakeholder management success (Rwelamila, 2010). Similarly,
Gardiner (2005) emphasises the need to manage stakeholders’ expectations as disillusioned

ones can cause project failure.

Additionally, Reeds (2008) informs on the need for early and continuous stakeholder
participation. Also, having clear project objectives at the outset is required. Thus, Newcombe
(2003) suggests the principle of ensuring that projects benefit all and act in the interest of all
stakeholders as well as the project for success. Likewise, Cleland and Ireland (2002) state that
success in construction projects is significantly dependent on meeting the needs of
stakeholders while Bourne and Walker (2005) attribute many project failures to poor

consideration of all stakeholder needs.

An overview of the construction industry in Finland by Oyekoge (2006) reveals that in
Finland, the share of the building industry contribution was about 5% of the GDP in 2004,
with 33,000 licenced contractors, and a workforce of 182,000. However, there was the
problem of reduced skilled domestic labour and increased foreign labour. These may be
classified as internal or external stakeholders (Chinyio and Olomolaiye, 2010). Since projects

are demand or supply driven, projects are owned and financed by private individuals or the

9
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public.These stakeholders may be classified as core, strategic and environmentally concerned
(Carroll and Buchholtz, 2006), primary with a direct stake in the success and therefore

influential or secondary, or extremely influential and representing the public interest.

To successfully manage construction stakeholders, namely clients, project users, supply chain
members, financial supporters and the community for project success, there is the need for a
framework or established principles. Thus, Chinyio and Olomolaiye, (2010) suggest
identifying, understanding, analysing and managing stakeholders through six SM principles,
including project identification, programming, appraisal, implementation and facility
management for SM and project success. Construction SM success is critical since several

projects failure is the result of negative stakeholder influence.

According to the Estate Department of the University of York (US), project failure and
stakeholder dissatisfaction can always be related to poor stakeholder engagement or poor
project planning during the project’s early stages. The Estate Department further states that
stakeholders should be involved in some or all the eight stages of project development.
Moreover, the Department identified the project sponsor, manager, client, design team,
steering and working groups and other interested individuals as stakeholders.

1.1.4 The Ghanaian Public-Sector and the Construction Industry

Ghana’s population has doubled over a period of 20 years with a corresponding demand for
building infrastructure, schools, hospitals and administrative buildings. There is pressure on
the government and the domestic construction industry as the population grows at estimated
2.19% yearly (Egmond and Erkeens, 2007; CIA, 2003). According to Atuahene (2009), there
is an over-reliance on the central government for financial support which threatens

inadequate infrastructure provision.

Ghana’s construction industry plays very important role in the national economy (Tuuli et al.,
2007) and contributes to the GDP, socio-economic growth and employment. The industry’s
performance and activities in Ghana have a major influence on the achievement of
developmental goals of providing infrastructure (Ayarkwa et al., 2011), making it essential
that project goals are achieved. The industry’s key stakeholders mentioned are the client,

consultants, and contractors with public sector stakeholders extending to include government
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organisations, local authorities, the community and other groups whose interests are affected

positively or negatively (Riege and Lindsay, 2006).

Considering that the construction industry is the third largest economic sector in Ghana based
on value addition to the gross domestic product (GDP) and the 14.8% contribution to the
GDP in 2014, it has economic importance in the country’s development (Anaman and Osei-
Amponsah, 2007; Statsghana.gov.gh, 2015). However, the industry depends largely on the
public sector for survival. Thus, because many public-sector projects have failed (Ole, 2009)
coupled with the reduced ability of governments to deliver socially needed infrastructure
projects (Mladenovic et al., 2013), there is the need for considering enhanced project
delivery. Public sector projects in Ghana include civic buildings, schools, hospitals and
residential buildings, and their failure can be attributed to designers. Researchers have also
attributed failure to the role of contractors, subcontractors and project financing and poor
project management (Odeh and Battaineth, 2001). The decision to engage stakeholders is
crucial since their perception is hinged on the view of political allegiances (Riege and
Lindsay, 2006).

Contractors working in Ghana are required by law to register with the Ministry of Works and
Housing (MWH). They are classified as class DI, D2, D3, D4, and K1, K2, K3 and K4 for
building works and civil works respectively. The evaluation is based on their technical, plant
holding and financial sub-classification as 1, 2, 3, 4 (Ayarkwa et al., 2011; Anvuur and
Kumarasnamy, 2006). However, contractor classification is not updated regularly (Eyiah,
2003). Contractors manipulate the system to wrongfully get contracts (Crown Agents 1998,
Westring, 1997) with construction projects’ monitoring, control and delivery being poor
(Ayirebi, 2005). Most construction firms in Ghana can be termed as small accounting for
over 90% of all registered contractors. This affects their managerial capabilities.

Considering that construction activities are increasingly becoming highly technical and
sophisticated regarding materials and specification, clients, increasing completion and the
required standards, small firms lack the initiative and have limited skills in problem-solving,
hence practising SM is critical (Erkelens and Egmond, 2005). Further to this, there is a lack
of sufficient funds, credit facilities, appropriate technological capabilities, plant and
equipment as well as key personnel of Ghanaian small contracting firms to handle projects

properly (Ayarkwa et al., 2010).
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Project delivery is characterised by unnecessary delays, cost, time overruns, poor quality and
non-achievement of value for money, hence the PPA, Act 663 in 2003 enactment for
enhanced project delivery. The situation, however, remains problematic (Auditor-Generals
report 2012 on GETFund projects). Theunynck (2009) noted that aggravating this problem of
project delivery is the traditional procurement route adopted and the contract strategies used.
The advantages of design and build and other methods of reducing cost, time and improved

quality remain elusive (Turner, 2008).

1.1.5 Public Sector Projects and Procurement

Ghana, as a developing and colonized nation, adopted its traditional method of procurement
predominantly from the UK. There is, however, an indication of the public sector’s
deficiency in its procurement method, suggesting the need for alternative approaches (Ofori,
2007; Osei Tutu et al., 2010) in addition to the malpractices and lack of benefit (Anvuur and
Kumaraswamy, 2006). Towards the realization of sound procurement practices in Ghana, the
Public Procurement Authority (PPA), formerly the Public Procurement Board (PPB), was
established to facilitate the fullest implementation of the PPA, Act 663 (Osei Tutu et al.,
2010). Thus, the PPA currently governs the award of public sector projects.

Public sector institutions are required by the Public Procurement Act to establish an entity
responsible for approvals and awards of contracts within set thresholds. Contracts with sums
above the approved threshold are forwarded to the next higher entity with the Central Tender
Board as the highest (PPA, Act 663). The successful tenderer by the PPA is the lowest
evaluated tender, and any decision to offer the project to another contractor requires very
good justification. Technical, financial, plant, staff holding and previous works executed are
used among others to evaluate tenders. However, missing are health and safety, sustainability,
stakeholder and risk management plans which are recommended (PMI, 2013) as impacting
on project goals. The major challenges some key stakeholders in the construction industry
such as the GETFund which is a major sponsor for education, health and district assemblies

building infrastructure have been:

e Acting only as an agency for processing and effecting payments merely on the
presentation of certificates in whose favour cheques are written out,
e Not part of the contract awarding arrangements and therefore remains largely ignorant

of developments in the project cycle, and
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e The persistence of these situations been detrimental to the efficient and effective

operations of the Fund.
1.2 Rationale of the Study

Public sector construction projects are complex and designed as interventions for socio-
cultural and socio-economic growth; the failure thereof results in major challenges. Projects
such as hospitals, schools, housing and administrative buildings are aimed at improving the
social well-being of the populace. There are, however, several key stakeholders, depending
on the scale and complexity of the project, with diverse interests and expectations which may
be conflicting. As a result of the stakeholder size and expectations, the project scope, targets
and stakeholders involved may change during the project lifecycle. Effective management of

these interested individuals and groups is essential for the successful project delivery.

Stakeholder management requires a systematic and sustainable approach to identifying,
engaging, analysing and monitoring stakeholders involved. Effective monitoring requires
documentation on stakeholders to determine roles and responsibilities to be assigned, interest,
influence and power to be considered. Researchers in the construction industries in
developing countries have revealed the lack of proper documentation on construction
processes, including project stakeholder relations and stakeholders’ knowledge in SM. Key
stakeholders may change during the construction process. Because of the varying interests,
influence, power and other factors, exploring stakeholder understanding, knowledge and
documentation of the process become essential for enhanced SM and future projects delivery.
Unfortunately, the Ghanaian construction industry has no virtually history or documented
information on construction projects, or key stakeholders involved. For instance, it is
impossible to obtain documented information about a particular contractor, consultant,
contractor, supplier or sponsor from the government sources for an informed decision: as one

contractor states “We keep mental records and die with it (sic)”.

Ren et al. (2012) state that performance of most construction projects in Africa is very low
because of the procurement practices borrowed from their former colonial masters. These, in
most cases, are not suitable for their country’s economy. In Ghana, the rate of project failures
has become alarming, resulting in the call for immediate solutions. Several studies have
attributed the failure of public sector projects to various factors relating to cost, time

overruns, poor project performance, huge variations, abandoning and non-completion of
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projects. These factors are mostly attributed to the role of contractors, designers, clients,
sponsors and users/community rather than natural disasters (Agyakwa-Baah and Fugar, 2010;
William, 2015). That requires effort to improve the management roles, responsibilities,
relationships, interest, and influences as these will improve public sector project delivery.
Both the external and internal stakeholders may change in status during the project delivery.
That depends on the huge range of construction processes; hence, depending on the project
they may change. The work processes and people change almost daily on sites. The
construction industry is further highly fragmented, both in the workforce and professional
disciplines. Projects involve those who procure, design, specify, manage and maintain
buildings and structures as well as those who undertake the process of constructing them. The
fragmentation is echoed through the considerable number of representative bodies for clients,
designers, contractors, suppliers and trades unions. There is not a single body to manage all
the organisations involved in the construction industry. Also, there may be groups who are

not represented at all in the bodies that do exist.

It is further argued that key consultants in construction industry adopted a ‘commercial’
approach in place of ‘professionalism’. The quality of information issued to contractors for
construction purpose is not adequate. That, coupled with poor supervision, results in a poor
construction practice which translates into, among other things, a negative health and safety

(H&S) performance.

This background suggests the need for this research. It indicates that the Ghanaian
construction industry, especially the public-sector, does not have a good historical record on
project stakeholders and delivery. Several stakeholders impact on the growth of the industry,
hence the need to consider their roles in effective public-sector project delivery by exploring
their understanding and SM consideration since the industry’s performance is the collective
contribution of all key stakeholders. Evaluating the SM process, therefore, requires
investigating the impact of procurement methods adopted (Nguyen et al., 2009), as well as
the socio-cultural and other critical factors impacting enhanced SM and project delivery in

developing countries.

Since research in the UK, China and Sweden has proven that key stakeholders influence
construction SM practices and eventually project delivery, enhanced SM performance for
public sector projects must necessarily consider project managers, architects, engineers,

quantity surveyors, contractors, suppliers, statutory approval departments, the community and
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politicians. Previous studies in SM have covered developed countries, and considering that
most research is not systematic, this study is justified. Consequently, this study seeks to
evaluate project stakeholders’ role in stakeholder SM, critical success and barrier factors
impacting on its implementation and develop an SM framework that seeks to enhance SM

success and public-sector project delivery.
1.3  Research Study Definition
1.3.1 The Problem Statement

Though infrastructure delivery in Ghana has been every government's priority, many public-
sector construction projects (GETFund projects) in Ghana have failed. Projects delivery fails
to meet the project set objectives of time, cost and performance, resulting in about 70% of
projects being either uncompleted or abandoned (The GETFund Review and Outlook 2000-
2009). The failure is partly attributed to:

e non-involvement of some key project stakeholders such as sponsors during project

planning and development stage;

e different stakeholders’ involvement at different phases of project development cycle;

e non-involvement of stakeholders at project definition and planning stages;

e absence of a framework for effective management of projects and stakeholders; and

e absence of monitoring and evaluation programmes.

Based on the concerns raised by Section 13 (e) of the Audit Service Act, 2000 (Act 584), the
Auditor-General commissioned a performance audit into GETFund-funded projects in public

tertiary institutions in Ghana administered by the GETFund secretariat.

Secondly, the Performance Audit of the Auditor-General on the GETFund funded projects in

public tertiary institutions revealed the following:

e GETFund and NCTE did not ensure that projects were adequately planned and due
diligence carried out before commencement, thereby resulting in delays in completion
and cost overruns due to variations which could have been minimised.

e Project planning was poor as several projects simultaneously were undertaken, resulting
in delayed payment for works done, affecting project progress, resulting in fluctuations

and thereby increasing the cost of the projects.
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e The Technical Unit of GETFund and the NCTE had depended on the institutions to
monitor and ensure project quality. However, project quality was not always guaranteed,
and GETFund had no means of knowing this because there was no formal reporting

required by GETFund from the consultants.

Thirdly, a review of project delivery and unfinished infrastructure in Ghana’s local
governments (Williams, 2015) identifies many challenges and failures of projects undertaken
by Ghana’s Metropolitan, Municipal and District Assemblies (MMDAS). Williams (2015)
built a database of over 14,000 projects, covering all infrastructure projects undertaken by
MMDAs in Ghana from 2011 to 2013 and states the following:

* Projects are either completed promptly or not at all. Estimates show that approximately one-
third of MMDA projects that are started are not completed. Average projects had a five-
month planned duration; however, one year after projects had begun, only 45.8% of projects
were completed and over a third of projects (35.5%) remained unfinished, three years after
the start date of the project.

« Mid-project interruptions and delays in construction are not uncommon. However, these
delays can render projects unprofitable for contractors under the original contract terms,

hence contributing to project non-completion rates.

* Policy attention shifts to new projects, often resulting in project abandonment. Agencies fail
to budget to finish ongoing projects, before starting new ones. Also, timelines and budgets for

projects are not realistic.

The outlined problems resulting in project failures were project management issues and
stakeholder participation related. The study believes that adopting a stakeholder management
(SM) approach could have increased project success. Thus, this thesis explores the use of soft
project management skill to address the problem of projects failure in Ghana. Also, it
examines the levels of key stakeholders’ consideration, commitment to SM during
construction projects development in Ghana and how the establishment of a sustainable
framework can enhance SM success, thereby impacting positively on public sector projects

delivery.
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1.3.2 Aim of the Study

The overall aim of this study was first to explore the causative factors responsible for SM
success and then develop a sustainable SM framework. The framework aims at successfully
managing all activities related to project stakeholders for enhanced project performance,

improved stakeholder relationship, achievement of stakeholder needs, satisfaction and gains.
1.3.3 Research Motivation

Currently, no study has explored SM success factors in Ghana and developing countries with
similar characteristics. This study hopes to fill the gap and provide empirical data for research
in SM in a developing country. The study evaluated a six-factor construct model by
determining statistically the significance of the factors, pre-stakeholder identification,
stakeholder identification, assessment, engagement, conflict resolution and implementation,
monitoring and feedback since no previous study has examined the combined factors.
Similarly, the two gaps identified as pre-stakeholder identification and conflict resolution
were never identified in any of the models reviewed even though theory and research had

mentioned their influence.

Secondly, the researcher is motivated by the methodology adopted for this study which has
not been used in previous studies. The mixed-method and the robust nature of SEM

application render its outcome as having a high degree of reliability and validity.

Thirdly, as a practising architect, a project manager working in the public sector and a
council member of the Ghana Institute of Architects, the researcher is motivated to find a
lasting solution to the prevailing project failures in Ghana. The outcome of the study will be
useful to the research fraternity and the Institute with a research responsibility for enhanced

professional practice and project success.
1.3.4  Significance of the Research

The significance of the study was threefold. There was lack of studies in stakeholder
management in developing countries and a gap in the literature. The study’s identification of
two factors as statistically significant is a theoretical contribution to the stakeholder
management field. Similarly, additional variables were identified, key stakeholders’ peculiar
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to developing countries and critical barrier factors which previous studies have not studied.

These together theoretically are the study’s contribution.

Furthermore, the structural equation modeling SEM method the study used included multiple
exogenous and endogenous factors to test the hypothesis about the relationships among the
observed variables and the six latent constructs. Similarly, the study identified which
constructs had direct, positive and strong relationships, hence impacting stakeholder

management success outcome as against a general outcome.

Likewise, the findings revealed that ten stakeholder management (SM) success outputs are
achievable if the project management team should adopt the SM model developed. These are
project performance targets, stakeholder needs, satisfaction and gains-related factors. Also,
like Finland, the country can employ one formal SM approach for all public-sector projects as

against having many and informal models.

1.4  The Study
1.4.1 Research Gaps

The study searched for gaps in the stakeholder and SM theory by reviewing existing theories
and models. The review considered the peculiar developing nations’ industry characteristics.
Thus, the study identified two main gaps as related to the SM theory. Also, implementation,
monitoring and feedback were modified and combined. Feedback was identified as key to
evaluation and documentation but the three had not been combined as a factor in previous

studies.

Gapl Though some studies indicate the influence of pre-stakeholder identification activities
on stakeholder identification and management success, no theory or model reviewed

had considered it as a latent construct in a holistic model.

Gap 2 Though some studies have emphasized the influence of conflict resolution or
management on stakeholder management and project delivery success, models

reviewed failed to consider it as an exogeneous factor in a holistic model.

Gap 3 Also, studies have either suggested the need for monitoring, evaluation and feedback,

models reviewed failed to consider the three together as a construct in a model.
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1.4.2 Research Questions

Based on the research problem statement and aim, the following research questions evolved:

RQ1 To what extent does stakeholder management impact on the Ghanaian construction

industry project delivery considering the historical development of the industry?

RQ2 To what extent does pre-stakeholder identification influence construction stakeholder

management success?

RQ3 To what extent does conflict resolution/management influence stakeholder

management success?

RQ4 How much does the consideration of critical success factors (CSFs) influence project

stakeholder management success in Ghana?

RQ5 To what extent do critical barrier factors’ (CBFs) mitigation influence project

stakeholder management success for public-sector project delivery?

RQ6 To what extent does the hypothesised stakeholder management framework fit into the

identified exogenous factors?
1.4.3 Research Objectives

To achieve the study’s aim and the research questions that emanated, the following objectives

were established:

RO1 To evaluate stakeholder management (SM) theories aimed at identifying SM factors
that influence the construction industry project delivery considering the historical

development

RO2 To establish the influence of pre-stakeholder identification factor on SM success in

Ghana as a developing nation

RO3 To establish the influence of conflict resolution/management factor on SM success

and project delivery

RO4 To evaluate the critical success factors (CBF) that influence SM success for

successful public-sector project delivery
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RO5 To evaluate the extent of the influence of critical barrier factors (CBF) the SM

SUCCess.

RO6 To develop and validate a sustainable SM framework for public-sector construction
projects in Ghana and developing countries with similar industry characteristics.

Though the realisation of the study objectives is discussed in detail in chapters eight and nine,
a summary is presented for readers’ understanding. Research objective RO1 was achieved
through a literature review and confirmed using a Delphi study involving key industry
participants for an understanding of the stakeholder and SM theories. Furthermore, the
influence of the construction industry and the historical development on SM was evaluated.
Also, RO2 and RO3 were achieved using a literature review, a Delphi study and

questionnaire surveys. The findings were analysed using structural equation modelling SEM.

Research objectives RO4 and RO5 were achieved using a literature review, Delphi study and
questionnaire survey validation. Also, to validate the factors, SEM AMOS version 22
software was used to model and test the hypothesised model refined after the Delphi study.
Finally, the developed postulated model was validated using SEM for goodness-of-fit indices
for RO6. Chapters nine and eleven further explain the above.

1.5 Research Methodology

The study adopted methods and methodology that enabled the researcher to achieve the
research objectives. While methods are defined as techniques employed and the instruments
used for data collection, sampling and analysing the data, the methodology is the study of the
methods employed (Bryman, 2008). The methodology and methods adopted together were
conceived as a system of philosophical underpinnings and rules underlying the particular
techniques used to achieve the present research objectives (Ghauri and Gronhaug, 2005;
Hughes and Sharrock, 2007; Saunders et al., 2007). Thus, the research approach (design)
considered the plans and procedures for methods of data collection, analysis, interpretation,
methodology and the philosophical assumptions used by the author to achieve the project
objectives (Creswell, 2014). This study then reviewed the methodological traditions used for
similar studies and the data collection techniques employed and therefore draws from some
investigations. Considering the merits of both the qualitative and the quantitative approaches
and the research objectives, a mixed-method research design that employs both techniques

was used. A three-step approach using a mixed-method survey was adopted. Step 1
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considered a literature review; step 2, the data collection and analysis; and step 3, the

discussion of findings and final design of a sustainable stakeholder management framework.
1.5.1 Literature Review

The literature reviewed is an important part of any research process. Neuman (2014)
advocates accumulating knowledge on research questions from work already done in the
area. Research ideas were refined as after a critical review aimed at identifying the current
state of knowledge in SM study, its limitations, and place in the wider context (Saunders,
2011). As stated, the purpose of a literature review includes gaining theoretical,
methodological, empirical, both theoretical and empirical knowledge combined (Flick, 2009).
A literature review was thus critical in the absence of SM theory on developing countries
since the researcher desired to be familiar with the body of knowledge in the field for
increased competence (Neuman, 2014). Also, it helped with refining the research questions
and placing the research work in context. Likewise, it increased the relevance of developing a
framework to address the project failure in developing countries, thereby improving

construction project success.

Secondary data was collected mainly from the literature on construction stakeholder
management, industry practices, projects’ delivery, and public sector and procurement
methods from both developed and developing countries in journals and books. Also, peer-
reviewed conference proceedings were consulted and conferences and PhD students’

workshops were attended for guidance on various research methods suitable for this study.

The study examined relevant literature, namely journals, conference publications, books and
dissertations from both local and international authors. The review and discussion of more
than fifteen SM theories, models and concepts (Chapter 2) augmented the researcher’s
knowledge in the SM field. It found that the stakeholder concept by SRI in 1963, strategic
management; a stakeholder approach (Freeman, 1984), and stakeholder identification and
salience (Mitchel et al. 1997) were major theories underpinning modern research. Following
that, the study reviewed SM models and frameworks developed between 2000 and 2014 as
many of those studies had reviewed the earlier theories and models extensively. The
emphasis was on the research approach, the factors identified and the variables tested. The
reviews were used as the basis for the development of the sustainable framework for

stakeholder management success in Ghana.
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Similarly, the literature studies on selected developed and developing nations focused on the
historical development of the construction industry, best practices and the impact on
stakeholder management. Also, project stakeholders, stakeholder management models, the
critical success and barrier factors were noted. Likewise, the variables that impact on
stakeholder management success about the factors and gaps identified were considered. The
roles of pre-stakeholder identification, and conflict resolution were found peculiar to
developing countries such as Ghana also as gaps having not being considered in the studies
reviewed. Additional variables were implementation, monitoring and feedback
documentation. The key and common factors posited by many scholars as influencing SM
success were stakeholder identification, classification, prioritisation, communication and
engagement. Lastly, this aspect of the study found the UK, Australia, Finland and South
Africa to be some of the nations whose public-sector project delivery is stakeholder focused,
hence making the right impact. Clarity and focus on the research enhanced the research

methodology and methods to contextualise the results (Kumar, 2005).
1.5.2 Qualitative Research

A research approach must entail plan, procedures, assumptions, methods of data collection,
analysis, and interpretation (Creswell, 2013). This research identified a qualitative method as
one of the main approaches, hence philosophical assumptions, procedures of inquiry, and
methods of data collection, analysis and associated interpretation were critically reviewed.
The research used the approach for the subjective meaning of the occurrence of stakeholder
management from experts’ perspective, social practices and experience (Flick, 2011).
Similarly, it explored using a small number of cases as per relevance to identify factors and
variables responsible for stakeholder management success, and critical and barrier factors.
Though complete objectivity and neutrality were not possible (Gupta and Awasthy, 2015),
the aim was to develop concepts and theory through collection and data analysis (Bryman and
Bell, 2007) with an emphasis on exploration and conceptual clarity (Gupta and Awasthy,
2015).

The other reason for using quantitative method was the authors’ constructivist or interpretive
philosophical stance on stakeholder management (Creswell, 2013). Thus, an inductive
approach to research was adopted (Bryman and Bell, 2007). Also, in the absence of a formal
stakeholder management model in Ghana, the study had to rely on participants’ lived

experiences for understanding as that was essential.
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Likewise, the research considered constructivism, hence sought for the meaning of experts’
experiences towards stakeholder management by looking for varied rather than narrow ideas
(Crotty, 1998; Creswell, 2013). Thus, an open-ended strategy was used to collect factors and
variables for the development of theory and concepts as experts’ opinions were relied upon
(Bryman and Bell, 2007). Also, there was a collaboration between the researcher and
participants in finding a solution. Nevertheless, the qualitative approach has been criticised
as being subjective, difficult to replicate, lacking transparency, reliability and validity
(Bryman and Bell, 2007), as well as for the fact that it is unstandardised (Flick, 2009). The
Delphi technique qualitative approach used for data was appropriate because the focus was to
understand, explain, explore, and clarify the perceptions and experiences of industry
participants on SM (Kumar, 2005). Similarly, the approach was useful for an emerging
approach focused on a single concept and aimed at creating an agenda for change through a

development of theory.
1.5.3 Quantitative Approach

The study believed that causes determine outcomes, hence the positivist/postpositivist stance
was explored to determine the possible causes that influence stakeholder management
outcomes. That raised the need to investigate the causal effects as well. It was a search for
the objective reality as it existed in the construction ‘world’. Likewise, the belief that causes
influence outcome augurs well for the deductive approach between research and theory,
formulating a hypothesis and conducting a test to establish the relationship and validate the

theory.

However, of importance are measurements to estimate the degree of relationship (Bryman,
2007). To achieve that, the research needed to employ measurements as a basis for
estimation, hence the use of the quantitative approach. Studies show that quantitative
methods deal with measures, quantities and indicators. Knowledge of variables for
measurement was obtained through careful observation and measurement of the existing
objective reality ‘out there’ (Creswell, 2013). According to Bryman and Bell (2007), there are
four main pre-occupations for adopting quantitative approach: measurement, causality,

generalization, and replication.

Thus the quantitative approach was used to search for reliability, the validity of

measurement, and dependent and independent variables for stakeholder management success.
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It further examined the influence of variables on the latent constructs in the causal
relationship as well as the constructs on stakeholder management output. For theoretical
significance, the researcher aimed for generalization beyond the study’s confines. There was
also the possibility of replicating the study’s findings. Testing for consistency was necessary.
Therefore, the study used the Likert scale, a standardized data collection tool, as a testing
instrument for consistency. The issues of causality, reliability, validity and objectivity were
addressed (Flick, 2011).

Studies suggest that for the quantitative approach, the research must begin with theory which
through data collection can be verified, refined or refuted (Creswell, 2013). Therefore, a
hypothesised model was developed for the quantitative study, thus searching for indicators
and moving from theory to conclusion (Bryman and Bell, 2007). The study also leaned on the
merits that it offers objective knowledge, gained from direct experience, is value-free and
can be used to develop universal causal laws when strict rules and procedures are adhered to
(Robson, 2011). However, measurement and classification demand that study designs are
more structured, rigid, fixed and predetermined for accuracy (Kumar, 2005). For this reason,
the field survey used the Likert scale closed-ended questionnaire. Criticisms were addressed

by employing a qualitative approach in support (Tashakkori and Teddlie, 1998).
1.5.4 Mixed-Method Research Design

According to Creswell et al. (2003) and Bryman and Bell (2007), a mixed-method study
involves the collection or analysis of both quantitative and qualitative data in a single study.
Similarly, Tashakkori and Teddlie (2003) posit that the mixed method is a third research
approach which combines the qualitative and quantitative approaches into the research
methodology of a single study, thereby presenting many advantages. It has a philosophical
assumption and method of enquiry that guides the direction of data collection and analysis for
the combined used of the qualitative and quantitative approaches. However, in applying the
mixed-method design, Driscol et al. (2007) prescribe two transformative designs: a design in

which qualitative and quantitative data is collected either concurrently or sequentially.

This study adopted the mixed-method approach as researchers assert that the combination of
the two approaches presents valuable middle position philosophically and methodologically
(Johnson and Onwuegbuzie, 2004: 17). Also, it presents both a practical and outcome-

orientated method of inquiry based on action and leads, iteratively, to further action and full
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conviction. Similarly, the approach merges the technical strength in data collection and

analysis methods of the two separate approaches (Johnson and Onwuegbuzie, 2004:17).

Furthermore, the collection and combination of both quantitative and qualitative data in this
research were influenced by other factors. The details of the qualitative data provided insights
which were not available through the general quantitative survey (Jick, 1979). Also, mixing
the different types of methods strengthened the study (Greene and Caracelli, 1997). Using the
mixed-method was necessary for understanding the complexities and enhancing the research
value (Greene and Caracelli, 1997; Creswell et al., 2003).

Therefore, this study employed a mixed-method sequential approach, first using a qualitative
approach (both open and closed-ended) and then validated with a quantitative method
(closed-ended). The qualitative analysis followed the path of aggregation of words and
categorization first and then the frequencies using the mean and median. Subsequently, the
study developed themes and was analysed. In contrast, the quantitative data produced
measured items that were statistically analysed and interpreted. Thus, in evaluating the
critical success, barrier factors and the latent constructs of stakeholder management success
the advantages of both approaches were merged and used. According to Creswell and Plano
Clark (2007), the large quantitative data is used to validate the qualitative data with same

individuals involved in both data collection.

The qualitative approach employed an open-ended questionnaire to search for variables and
factors in addition to the closed-ended Likert scale scores to confirm and rate the extent of
influence of each variable in the opinion of the experts. While typically qualitative approach
adopts open-ended interviews, this study employed a Delphi survey as it was found to be
superior and had many advantages. The qualitative method was used to inform the
quantitative approach (Edwards et al., 1998; Bryman and Bell, 2007).

1.5.,5 Criteria Governing the Admissibility of the Data

In developing countries such as Ghana, the government remains the single largest public
sector developer and construction industry client. Therefore, it was necessary to treat
sensitive government information for research purposes only and with ultimate responsibility.
Inconsistency in information documentation was addressed by double checking data collected
for accuracy and reliability. External factors that could undermine the integrity of data

collected were excluded from ethical consideration.
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Purposive sampling for data from the three sectors, namely the northern, middle and
southern, were considered in order to generalise the findings. Also, professionals from the
different professions in the construction industry were involved. Moreover, respondents from
the ten (10) technical universities located throughout Ghana were used. Variability in sample
size, data and analysis was considered by efforts to create the same conditions and

environment.
1.5.6 Data Needed and Sources Obtained

Considering that the overall aim of the study is to use stakeholder management success to
enhance project success, literature on project management related to the study and
stakeholder management was sourced. According to Flick (2011), data collection is vital for
testing theories. Also, two important aspects about data are what to measure and how to
measure it. As data is required for testing theory and hypothesis, both primary and secondary
data were needed. Thus, the data collection was for variables that are the cause of some effect
(independent), are affected by the cause variable (dependent), and predict an outcome
variable (predictor) and variables that change as a function of the change in the predictor
(Field, 2009).

Secondary data was obtained from journals, conference proceedings, published and
unpublished PhD dissertations and web-based applications such as Google Scholar and the
University of Johannesburg institutional database. Primary (empirical) data was gathered
mainly using a Delphi study and a field questionnaire survey.

The Delphi survey was employed to explore factors and variables that are responsible for
stakeholder management success. Also, gathered were the critical and barrier factors to
stakeholder management success, as well as indicators of SM success output. The Delphi
survey involved experts from the academic and professional institutions who had vast
experience and knowledge in project and stakeholder management in Ghana. Similarly, data
from the field survey were provided by industry practitioners and experts from the academia.
The research participants were stakeholders from the different professional backgrounds,
both public and private sectors, and the three geographical belts in Ghana.
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1.5.7 Data Analysis

Data obtained from the Delphi study was analysed using Microsoft Excel (2010) spreadsheet.
The median, mean, standard deviation and interquartile deviations were noted. The
qualitative analyses approach aided the development of the postulated model. Likewise, the
data obtained from the field questionnaire survey used SPSS16.0 for data entry. While the
demographic data were analysed using descriptive statistics, the factors and variables were
analysed using Structural Equation Modeling (SEM) AMOS version 22. The graphical
models were presented while their outputs were analysed. The multivariate and univariate

descriptive statistics, parameter estimates and model fit were analysed.
1.5.8 Study Results

To ascertain the influence of project stakeholder management factors on stakeholder
management (SM) success, it was necessary to identify the key factors that influence SM
success. Therefore, the thesis presents the Delphi and field surveys findings. That meant the
identification of the exogenous variables (pre-stakeholder identification, stakeholder
identification, assessment, engagement, conflict resolution, implementation, monitoring, and
feedback) as the critical success factors. In addition, there were the (external environment)
critical barrier factors and their variables. Tables, graphs and figures were used to represent

the results. The results are presented in Chapters 8, 10 and 11.
1.5.8.1 Delphi Survey Specific Objectives

A Delphi survey was conducted for qualitative empirical data in the absence of an SM model
in Ghana. The overall objective and expected output were the identification of variables and
factors for stakeholder management success. In so doing, critical and barrier factors were
enumerated. Therefore, the following specific objectives were developed to help to achieve
the research objectives:

e DSO1: To evaluate the critical barrier factors (CBF) that influence stakeholder
management (SM) success

e DSO2: To determine sub-attributes and the extent of influence of pre-stakeholder
identification (PSI) related factors on SM success

e DSO3: To evaluate the influence of stakeholder identification (SIP) on SM success
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e DSO04: To evaluate the influence of stakeholder types and prioritize them for analysis for
SM success

e DSO5: To determine the extent of the influence of stakeholder communication or
engagement on SM

e DSO06: To evaluate the influence of conflict analysis on the implementation of the
sustainable stakeholder management framework

e DSO7: To determine the extent of the impact of implementation, monitoring and
feedback documentation on SSM

e DSO8: To evaluate the SSM output attributes as a result of SM success by considering
performance, gains, achievement of needs and satisfaction, relationship, and environment

e DSO09: To seek and confirm or otherwise factors identified from the literature review and
those formulated as gaps.

1.5.8.2 Bias

Field survey can be susceptible to bias (Leady and Ormrod, 2010; Mwanaumo, 2014). Bias in
research occurs when there is a distortion of data as a result of the influence of a single or set
of conditions (Leady and Ormrod, 2010). According to Creswell (2014), the researcher must
build in protections against bias and have controls for alternative explanations to be able to
generalize and replicate the findings. Therefore, to reduce bias, the study employed a mixed-
method approach. The findings of the quantitative field survey were compared to the Delphi
findings as well as the use of the robust SEM analysis technique. Also, the Likert scale and

descriptive analysis were employed.
1.5.8.3 Reliability

Reliability is enhanced through the method and source of data collection (Trochim, 2006). It
measures whether an instrument can be interpreted consistently across different situations
(Field, 2009). Thus, the study examined the data, trend of scores and the returned
questionnaires to avoid missing data and inconsistencies on the part of respondents. The
study also avoided a mismatch of the combined methods to ensure that the research findings
were reliable as the mixed-method approach aimed at enhancing reliability (Bryman, 2008).
Lastly, this research relied on active industry practitioners, targeted sampling and trustworthy
research assistants for a reliable source of data. The source of data, means of collection and
the robust analysis the SEM technique employed were the means of data reliability (Trochim,
2006).
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1.5.8.4 Validity

According to Field (2009), validity refers to whether an instrument measures what it was
designed to measure. A means of reducing measurement error is to enhance the validity and
reliability of the data. Criteria/construct reliability assesses whether the instrument measures
what it claims to measure. Also, content validity assesses the degree to which individual
items represent the construct being measured and cover the full range of the construct. The
study used the Kaiser-Meyer-Olkin (KMOQO) measure of sampling adequacy, Bartlett’ test of
sphericity and Cronbach’s alpha to assess the validity and reliability of the data.

1.6 Ethical Statement

Flick (2009) suggests that using mixed methods in one study raises additional ethical issues.
The researcher adheres to ethical issues, and professional conducts derived in the literature
review and the researcher’s institution on the problem of context and anonymity of
participants. Ethical considerations included optional personal data, non-reference to
participants by name or institution in the data collection, processing and analysis, voluntary
offer of information to be outlined and attached to surveys and request for participation. The
researcher’s institution only will have access to raw data which will be destroyed after use.

Values such as trust, accountability, reliability and fairness were adopted.
1.7 Structure of the Study

This study presents twelve chapters. Chapter one introduces readers to the entire study while
chapters two to six cover the literature reviewed. Chapter seven presents the methodology,
while chapters eight to eleven consider the empirical data and analysis, with chapter twelve

as a conclusion. The details are presented as follows:
Chapters one: Introduction

The first of the twelve chapters of this thesis entails a summary discussion of the overall
research. It provides the background, problem statement and justification for the study. It
states the research questions and objectives and indicates the methodology for achieving the
objectives as well as the literature reviewed. A summary of the research methods employed
(qualitative, quantitative and mixed-methods) and literature in the study area are presented. A

brief discussion on data which is an essential aspect of this study is discussed, including
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validity and reliability of data. It further provides the structure, limitations, contributions

made, benefits of the study and conclusion.

Chapter two: Theoretical perspective of stakeholder theory, stakeholder management theory

and concepts

The chapter presents a literature review on projects delivery and project stakeholders with the
emphasis on construction project stakeholders. The stakeholder concept and stakeholder
management theories relevant to this study are examined and stakeholder management
frameworks relating to project delivery reviewed. Project stakeholders and their role in
project delivery and stakeholder concepts are established. Gaps in the literature on existing
stakeholder frameworks are explored. Fourteen models and frameworks posited between

2000 and 2014 were reviewed, and seven latent constructs noted.
Chapter three: Gaps in stakeholder management research

Following a review of the existing stakeholder theories and stakeholder management
processes, gaps identified are expounded upon. Gaps relating to stakeholder management and
construction industry practices in Ghana identified. These relate to pre-stakeholder
management factors, the impact of procurement, external environment challenges, conflict
resolution, implementation, monitoring and feedback. Pre-stakeholder identification and
conflict resolution were the main gaps discussed. However, implementation, monitoring and
feedback combined as a factor have not been holistically considered in any existing model.
The chapter concludes by outlining the major factors to be considered in the research as a

contribution towards the body of knowledge in stakeholder management.

Chapter four: Stakeholder management and construction project delivery in the developed

countries

The chapter reviews construction industry, project stakeholders, project delivery, stakeholder
management frameworks, policies, models and plans legally adopted and implemented to
enhance construction projects by selected developed countries. Finland, United Kingdom and
Australia are used as case studies. Also, SM frameworks and models used are reviewed to
assess their impact on the construction industry and possible gaps. This study is interested in
the development of stakeholder management processes, the identified stakeholders, the role

of public procurement methods and the policies in place for strict adherence. Likewise,
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critical success factors and challenges are identified. It concludes by outlining possible

critical factors and what are considered as best practices.
Chapter five: Stakeholder management and project delivery in developing countries

The chapter considers the concept of stakeholder, SM process, development and historical
records in Nigeria, Botswana and South Africa. Also, references are made to Malaysia as a
developing nation outside the Africa continent. It assesses project stakeholders’ levels of
understanding of SM practices, stages of consideration and implementation. It compares the
approach to SM implementation and interventions by both countries and enumerates the
challenges and impacts faced by both countries on project delivery. It further reviews the role
of the procurement methods adopted, the impact of the socio-economic and socio-cultural
environment on the implementation of SM and any identified existing legislation and its
impact. Key stakeholders, roles and responsibilities, engagement, identification, analysis and
relationships are noted. Critical success factors (CSF) and challenges are identified. It ends
by identifying gaps as compared with SM practised by developed countries and advocated by

scholars.
Chapter six: Overview of the construction industry in Ghana

This chapter begins with an overview of the construction industry in Ghana. It examines the
project stakeholders, their capacity and the industry performance. It assesses the procurement
methods, considers the Public Procurement Act, examines the stakeholder engagement,
identification and management during the project development and execution stages.

Additionally, it considers critical success and barrier factor to SM success in Ghana.

The fifteen CSFs for SM success identified in developed countries (Yang, 2010) are
reviewed. In addition, the socio-economic, cultural, role of procurement method adopted and
level of stakeholder awareness are considered. Moreover, previous studies, knowledge and
practice in SM, key stakeholders’ commitment, the construction industry’s characteristics,
and critical success and barrier factors are compared with research findings already
identified in studies done in developed countries. Reports on project failure relating to project
stakeholders’ role are reviewed. The critical success factors are then confirmed or otherwise
by research participants from the developing countries. That is critical for the framework

development for enhanced stakeholder management process and improved projects delivery.
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Chapter seven- Research methodology

The chapter presents and justifies the research design used to achieve the research objectives.
It discusses the qualitative, quantitative and mixed-methods used. The three-step approach
entailing a literature review, a Delphi study and field surveys conducted for this study and
their specific objectives are discussed. The primary data collection, analysis and finally the
development of framework and validation are also included. The SEM technique for analysis
of the field data and validation of the postulated model is discussed in detail, outlining its
advantages and the steps involved in its application. It states the research gaps, research
questions and objectives leading to the development of the framework. The sampling design;
data collection questionnaire administration; data analysis including descriptive analysis,
statistical methods, and the relative importance index; ethical considerations, and limitations
are outlined. The chapter is essential as it explains the steps taken by the author to achieve the

research objectives.

Chapter eight: Delphi survey findings and analysis

The chapter employs the Delphi technique for the qualitative study to gather in-depth and
quality information from experts. That is necessary as all the information is not available
from the literature. Key considerations are the number of experts to be used, expert
qualification criteria, the evaluation process and the number of iterations. The empirical
statistical findings and analysed data are presented as tables, graphs and other statistical

representations in a manner that can be compared.

Chapter nine: Development of conceptual framework

Findings from the empirical studies from Ghana, a literature review from developed and
developing countries on stakeholder management processes and a review of stakeholder and
stakeholder management theory are noted. In addition, the Delphi survey results are used in
developing a conceptual South Africa sustainable stakeholder management framework for

validation using quantitative data.

Chapter ten: Field survey findings

The chapter displays the results of the quantitative data collected to validate the qualitative

survey and the conceptual framework. The findings are presented relating to the key factors
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identified for the framework development. These include the descriptive, inferential, and
preliminary CFA, the measurement models, structural models and the final framework

design.

Chapter eleven: Discussion of Field Survey Findings

The chapter discusses the field (questionnaire) survey results relating to the influence of each
exogenous variable on stakeholder management success. Furthermore, it assesses the direct
influence of each exogenous variable on stakeholder management success. It also compares
the Delphi survey and questionnaire summary results and enumerates the similarities and
differences. Finally, it assesses the level of the postulated model fit in the identified factors

and concludes the chapter.

Chapter twelve: Conclusion and recommendations

The chapter concludes the entire study after validation of the developed framework and
evaluation of the research objectives. It recaps the aim and study objectives. Then the author
discusses the achievement of each of the objectives and how the sub-objectives supported the
achievement of the study objectives. Similarly, the six-factor model is summarised as
representing the influence of the critical success factors on stakeholder management success.

The influence of the critical barrier factor is also mentioned. Then the theoretical,
methodological and practical significance of the study is outlined. This is followed by,
recommendations made for the areas of significance earlier outlined. Finally, after limitations

have been highlighted, conclusions are drawn.
1.7.1 Delimitation of the Study

Most developing nations in Africa have similarities in the pattern of infrastructure
development. The construction industries are no exception with many professionals and
contractors operating in different countries on the continent. Also, most of the legislatures,
practices governing the construction industry and procurement systems of many developing
nations originate from the United Kingdom and Europe. Though there are differences in
climatic conditions, the affiliation to the bodies which regulate the construction industry
professionals such as the African Union of Architects and the Chartered Institute of Builders

have provided common grounds for professionals to operate.
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In Ghana, for instance, a sizeable construction workforce originates from Togo, a
neighbouring country. Equally, there are many Ghanaian construction professionals and
labour force working in Liberia and Sierra Leone. These similarities justify the decision to
limit the source of primary data to Ghana; however, the findings will be useful to all
developing countries, especially in Africa. Research participants were from all the regions in
Ghana, the academia, industry, and public and private institutions. Furthermore, the research
limitation to professionals in three major cities only and higher institutions of education is as
a result of limited cost, time and availability of documented information.

The United Kingdom and Finland are cited for SM implementation best practices with
comprehensive studies in stakeholder management. SM documentation and comprehensive
studies in Australia, China and Hong Kong were also available and were reviewed, hence the
decision to limit the study on SM implementation to the three developed countries. This
justifies the basis for the use of the outcome of the review of the frameworks and SM
frameworks implementations in these countries as a basis for the sustainable SM success
framework for Ghana. The existing stakeholder management models reviewed and the
development of the sustainable SM success framework consider stakeholders that influence,

impact or are influenced by the outcome of construction projects realisation.
1.8 Benefits of the Study
1.8.1 Benefit to the Government

The most significant beneficiary of this dissertation will be the government of Ghana. That
will be the response and solution to the recommendation in the Auditor-General’s report on
the GETFunded projects which are public sector projects. As a developing country, in Ghana
succesful project delivery is a major intervention for a nation with scarce resources. The

following are some outlined benefits:

e Identifies major stages and areas to be considered in the formulation of the national

stakeholder management policy framework for construction projects;

e Helps identify key stakeholders for public sector construction projects for effective

engagement and management;
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e Enhances public sector projects delivery and reduces the prevalence of project failures
which will result in increased infrastructure development — a prerequisite for the

improved well-being of the populace;

e Provides a basis for the establishment of regional co-operation and collaboration in
project stakeholder management, assistance in research and development for SM and

training of project stakeholders involved in public sector projects delivery; and

e More importantly, the developed SM success model can be used for SM success by
considering the pre-stakeholder identification, stakeholder identification, assessment,
engagement, conflict resolution, implementation, monitoring and feedback factors.
Also, the indicator variables and details of the management process are outlined in

the conclusion.

Finally, the model has a planning significance for the Metropolitan, Municipal and District
Assemblies (MMDA) in Ghana for project planning and development for reducing the
negative influence of stakeholders and the rate of project failures. The model presents
activities to be considered for the beneficiary community and key stakeholders to ensure their

continuous support, role, achievement of needs and satisfaction.
1.8.2 Benefit to the Construction Industry

There is evidence of project failure such as the Affordable Housing Project in Ghana,
collapse of many construction firms, contractors and consultants with huge debts as a result
of poor stakeholder management resulting in project failure (Modernghana.com, 2017;
GETFund Report, 2010). A framework addressing stakeholders’ management for improved
project delivery will enhance the construction industry’s growth. Similarly, the study
identified gains and reduced project conflicts as an outcome of stakeholder management
success. Thus, the relationship among industry participants will be enhanced. Likewise,
project stakeholders will make a profit (gains), while stakeholder needs and satisfaction will

be achieved.
1.9 Conclusion

The chapter provides the background to this dissertation, outlining the role of the construction

industry in a nation’s socio-economic and infrastructure development. to this end, the need to
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minimise the rate of construction projects failure while enhancing project success is
discussed. Also, readers are informed on who project stakeholders are, their diverse interests
in project development, the resulting conflicts, and why there is a need to identify, engage,
analyse and manage them. The development of stakeholder and SM theories and studies done
in developed nations were mentioned. It further highlighted the challenges with SM by
contextualising the problem within the construction industries in developing countries, other

developed countries and the impact on project delivery in the public sector in Ghana.

It followed with the problem statement, emphasised project stakeholders’ role in construction
project failure, gave the research definition, stated the research gaps, and formulated
questions and objectives aimed at improving stakeholder management success for improved
projects delivery. Of importance were theoretical areas to be reviewed, the research design
and how the objectives are to be achieved. It concluded by outlining how the objectives were
achieved and the perceived benefits of the study to both the government of Ghana and the

construction industry.
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CHAPTER TWO

THEORETICAL PERSPECTIVE OF STAKEHOLDER CONCEPT,
STAKEHOLDER MANAGEMENT AND CONSTRUCTION PROJECT SUCCESS

2 Introduction

The chapter reviews findings from various scholars and studies on project stakeholders,
stakeholder theories, the stakeholder management (SM) process, models, and frameworks
with an emphasis on construction stakeholders and project success. This study examines
project stakeholders and stakeholder theories relevant to this research, SM frameworks and
models relating to project delivery and in the context of developing countries. Construction
stakeholders’ specific role and responsibilities in project implementation and the entire SM
process are considered with the purpose of identifying existing gaps in the literature on
project stakeholders, SM theory and frameworks. It seeks to address the primary research
objective aimed at developing a sustainable stakeholder management framework for

construction projects in developing countries.

The chapter considers literature on projects, construction projects, public sector projects,
stakeholders, construction stakeholders, stakeholder theory, stakeholder values, and
stakeholder roles and responsibilities. In addition, the study reviews the historical
development of stakeholder management, the stakeholder management concept, and the
process which includes identification, engagement, analysis, planning, monitoring, models,
frameworks and approaches. This is because it is naive to think that there are still new fields
to explore, where nothing ever has been published before (Flick, 2009). It concludes by
identifying gaps in the literature and relating to developing countries which forms the basis of

the next chapter.
2.1  Contextualising Stakeholder Management - Projects

Stakeholder management relates to the coordination of the projects and activities that are
related to the individuals, groups and organisations. The latter affect, impact or are affected
by the projects. The PMI (2008) and BS 6079 (2000) define a project as a unique and
transient endeavour undertaken to achieve the desired outcome. Also, projects have a unique
set of coordinated activities with definite starting and finishing points. Similarly, projects are

to meet specific performance objectives with defined schedule, performance and cost
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parameters. Projects face pressures from external stakeholder environments (Aaltonen, 2011)
with different interests and demands (Olander and Landin, 2005). Moreover, the project team
usually includes people who do not work together, sometimes from different organisations
and across multiple geographical locations, requiring effective management and project
execution. Likewise, projects relate with complex and vibrant environmental challenges
requiring clear decisions from stakeholder participation (Reeds, 2008). Therefore, Meredith
and Mantel (2006) suggest that a project must exhibit the characteristic of importance, run by
a senior responsible officer (SRO), and the progress monitored to meet specific performance

criteria.

Organisations’ activities are categorised as large, medium or small-scale projects depending
on the financial resources, project team size, deliverables and complexity. Projects are
referred to as short term if the schedule is within a year, or medium to long term when the
schedule is more than a year, as a construction project when the product is a building or road.
The projects may be local or international with the latter facing a variety of pressures from
their uncertain and complex external stakeholder environments (Aaltonen, 2011). Projects,
irrespective of their categorization, involve a wide array of stakeholders whose interests and
demands need to be considered in the managerial decision-making to ensure the success of
the project (Cleland, 1986; Olander and Landin, 2005). Therefore, project management
advocates that stakeholders’ interests be considered for their support and project success
(Achterkamp et al., 2008).

Project management processes entail stages of initiating, planning, executing, monitoring,
controlling and closing and draw on ten areas, including stakeholder management, for project
success (Lock, 2007; PMI, 2013). Projects are successful only when delivered by handing
over to the project owner or users (Lock, 2007). Several public-sector projects in Ghana and
other developing countries have failed as they remain undelivered (GETFund Outlook 2000-
2010, Othman, 2013; William, 2015). This study considers SM in public-sector construction
projects in Ghana with the challenges of a developing country (Othman, 2013) and a high rate
of project failure (William, 2015).

2.1.1 Construction Projects

According to lrurah (2001), construction can be interpreted at four levels, namely site

activity, the full project cycle, everything related to the business of building, and the creation
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of human settlement. The most common explanation is that the site activities will lead to the
realisation of a particular building or another construction project (e.g. road). However,
development is viewed as a distinct stage in the project cycle (Irurah, 2001). According to
Decker (2013), construction intervention is limited to those aspects under the direct control of
the contractor (execution stage) without addressing stages earlier or later in the project cycle.
The second interpretation of construction addresses the complete cycle of a construction
project. The entire project period covers critical stages such as feasibility, design,
construction, operation and decommissioning. While interventions in the project lifecycle as
outlined considerably reduce the impact of the building product, it still does not consider the
full scope of activity related to construction. Construction by itself is a large sector of the
economy, responsible for millions of jobs and a significant proportion of GDP in most
countries (Du Plessis, 2007).

2.1.2 Construction Projects Success

Developing countries embark on construction projects aimed at development intervention and
project success (Othman, 2013). Gyadu-Asiedu (2009) states that undesirable project
performance is one of the main industry challenges in developing countries. Project success
has been associated with time, cost and quality as performance (PMI, 2008). However, PMI
(2013) introduces achieving stakeholder needs and satisfaction. Nonetheless, construction
project activities are temporary undertakings with diverse stakeholders involved. As a result,
there is a challenge in integrating the interested parties and professionals for construction

project success (Winch, 2010).

Some researchers have linked project success to the efficient and continuous management of
project stakeholders (Bourne and Walker, 2005; Olander, 2007; Aaltonen et al., 2008;
Chinyio and Akintoye, 2008). Projects are commonly acknowledged as successful when
completed on time, within budget, by specification and to stakeholders’ satisfaction (Nguyen,
2004; PMI, 2013). Also, is fitness for purpose for occupiers (Takim and Akintoye, 2002) and
meeting the expectation of project stakeholders (Sanvido et al., 1992). Ashley et al. (1987)
referred to project success as having results much better than expected usually assessed by
the cost, schedule, quality, safety and participant satisfaction”. Moreover, Nguyen (2004)

adds grouping success factors under comfort, competence, commitment and communication.
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Bourne (2005) mentions building and maintaining relationships and delivery of value. A
project is delivered when completed, and the defined terms of specific tangible deliverables
met. Moreover, a successful project is linked with the whole-life cycle and not necessarily
successful until it meets the initial set criteria for completion (Fewings 2005, OGC, 2007).
Therefore, stakeholder management is necessary for successful project delivery because

stakeholders can influence project success.

Equally, construction project failures can be related to either a lack of or inadequate
stakeholder management during the project development (Akintoye et al., 2003; Bourne,
2005; Olander and Landin, 2008). According to Egan (1998) and Wood et al. (2002), the
construction industry is project-based, associated with poor quality, poor service and
unfulfilled promises as a result of a lack of co-operation, mistrust, ineffective communication
and adversarial relationships among stakeholders (Kadefors, 2004; Wikforss and Lofgren,
2007).

Furthermore, studies have associated construction project participants with project failures.
Assaf and Al-Hejji (2006) identified from 57 out of 73 factors and 7 out of 9 groups studied
that project delays are stakeholder related. Furthermore, Chan and Kumaraswamy (1997)
posit that the five principal factors responsible for project failure are poor risk management,
supervision, slow decision making, client-initiated variations and work changes. Four of these

factors are stakeholder related.

Moreover, many of these public-sector projects are initiated and funded by governments,
thereby requiring improved project management and project stakeholder controls to avoid
mega-costs and time overruns (Eskerod and Jepsen, 2013). The projects support governments
in achieving their social and economic development objectives (Othman, 2013). According to
Mok et al. (2015), mega construction projects have stakeholders of diverse occupational and
professional backgrounds with different levels and types of interests in the project. Also, as
they are complicated in nature, evaluating and understanding these complexities are critical

for these projects’ success (He et al., 2015).

However, Ahadzie et al. (2008) inform that there is no agreement on what should be the
critical success criteria for construction projects despite several studies. Davis (2014)
suggests that perceptions of success by interested parties are significant as just as the actual

performance of the project. Moreover, Pinto and Slevin’s (1987: 1989) seven success factors
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posited and referenced by many authors are stakeholder related. Also, project definition is
recognised as complex and challenging but a key factor influencing the project success. Thus,
project definition should identify stakeholders’ needs and define the specifications (Cano and
Juan, 2011). The consideration of stakeholder identification, conflict resolution, SM and

careful project definition is vital for project success.
2.2  Stakeholders

Studies have defined, identified and classified stakeholders differently following the first
introduction of the stakeholder concept into the management domain by the Stanford
Research Institute in 1963. The production and managerial view of a firm considered owners,
suppliers, customers and employees by managers (Freeman, 2010). Over a decade, the
agency theory dominated, considering the relationship between managers and stockholders
(Hills and Jones, 1992). Nevertheless, the nature of a contractual relationship could not be
explained by the agency theory which identified a firm’s stakeholders as managers,
employees, customers, suppliers, creditors, communities and the general public (Hills and
Jones 1992). Similarly, Freeman (1984) identified groups that play a vital role in the success
of the business as consumer advocates, customers, owners, competitors, and the media. Also,
employees, environmentalists, suppliers, government, and the local community are referred
to as stakeholders. The past three decades have produced a plethora of books and articles
primarily relating to the stakeholder concept (Donaldson and Preston, 1995: Yang, 2010).
However, these studies have credited the stakeholder theory to Freeman (1984). Mitchell et
al. (1997) state that the concept of “stakeholders” has become embedded in managers’
thinking and management circles since Freeman (1984) published his landmark book,

Strategic Management: A Stakeholder Approach.
2.2.1 The Stakeholder Concept

Following the introduction of the “stakeholder concept” into the management domain by the
Stanford Research Institute in 1963 (Freeman, 1984, p.31), researchers have raised questions
relating to stakeholders, leading to several definitions and concepts. Newcombe (2003)
suggests that considering clients only as stakeholders by the traditional approach to
construction gives recognition to the client only. Freeman (1984) posits that there are
individuals, groups and organisations which affect and are affected by the activities of an

organisation. According to Mitchell et al. (1997), the assertion raises the question of:
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e Who are project stakeholders?
e What do these project stakeholders expect from a construction project?

e How do project managers manage these stakeholders?

Freeman (1994) advised that organisations should pay attention to stakeholders according to
the “principle of who (or what) counts”, leading to the call for normative and descriptive
theories on stakeholder identification and salience respectively (Mitchel et al., 1997).
Furthermore, stakeholder theories evolved from later studies by scholars such as Donaldson
and Preston (1995), Mitchell, Agle, and Wood (1997), Friedman and Miles (2002) and
Phillips (2003). Consequently, Elias et al. (2002) assert that the stakeholder concept is
diversified into corporate planning, system theory, corporate social responsibility and
organisation theory. Moreover, the increased study led to the chronology of stakeholder
theories by McElroy and Mills (2000).

2.2.2 Stakeholder Definition

Researchers have defined a stakeholder differently. This study compiles a chronology of
stakeholder definitions as reviewed in the literature. This definition follows a review of
publications, chronology of definitions (Friedman and Miles, 2006) and the extensive study
of Yang (2010).

Table 2.1: Stakeholder Definition

Date Author Stakeholder definition Keywords
1963 Stanford Those groups without whose support the | Support as
memo organisation will cease to exist (Freeman & Reed, | “Livewire.”
1983; Freeman, 1984)
1964 Rhenman Are depending on the firm to achieve their personal | Dependent on each
goals and on whom the company depends for its | other
existence
1971 Ahlstedt & | Driven by their interest and goals, are participants | Interest, goal
Jahnukainen in a firm and thus depending on it and on whom for
its sake the firm is depending (Nasi, 1995)
1983:91 | Freeman & Wide: can affect the achievement of an | Affect, be affected
Reed organisation objective or who is affected by the | Dependent
attainment of an organisation’s objective. Narrow:
“Organization is dependent for its continued
survival.”
1984:46 | Freeman Can affect, be affected by the achievement of | Affect, be affected
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organisations objectives

1987:39 | Freeman Can affect or is affected by a business Affect, be affected
3 &Gilbert
1987:5 | Cornell “Claimants” who have “contracts.” Claimants have
&Shapiro contracts
1988:75 | Evan & | “Have a stake in or claim on the firm” Stake, claim
76 Freeman
1988:79 | Evan & | “benefit from or are harmed by, whose rights are | Benefit, harm,
Freeman violated or respected by corporate actions.” violation or respect of
rights
1988;11 | Bowie “without whose support organisation will cease to | support
2, exist.”
1989:36 | Alkhafaji “groups to whom the corporation is responsible.” responsible
1989: Carroll “assets to have one or more of this kind of stakes”- | Stake, interest, right,
o7 ranging from an interest to a right” to ownership or | ownership or legal
legal title to the company’s assets or property. title
1990 Freeman and | “contract holders.” Contract
Evan
1991:20 | Thompson et | “in a relationship with an organisation.” Relationship
9 al.,
1991:61 | Savage etal. | “have interest in the actions of an organisation... the | Interest, influence
ability to influence it.”
1992:13 | Hill & Jones | “constitutes who have a legitimate claim on the | Legitimacy,
3 firm... established through the existence of an | relationship
exchange relationship.”
1993:20 | Brenner “having some legitimate, non-trivial relationship | Legitimacy, impact
5 with an organisation (such as) exchange
transaction,  action  impacts and  moral
responsibility.”
1993:60 | Carroll “asserts to have one or more kinds of stake in | Asserts, stake, affect
business”- may be affected or affect
1994:41 | Freeman participants in “the human process of joint value | Role
5 creation.”
1994:48 | Wicks et al. “interact with and give meaning and definition to | Interacts
3 the corporation.”
1994:43 | Langtry the firm is significantly responsible for their | Responsibility
3 wellbeing, or they hold a moral or legal claim
1994:90 | Stank “can and are making their actual stakes known” — | Stakes
are or might be influenced
1994:5 | Clarkson “bear some form of risk as a result of having | Investment
invested some kind of capital, human or financial, | risk
something of value, in a firm”
1995:10 | Clarkson “have, or claim, ownership, rights, or interest, in a | Claim, rights, interest
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6

corporation and its activities”

1995:19

Nasi

“interact with the firm and thus make its operation
possible.”

Interacts

1995:76,

Brenner

“which could impact or be impacted by the
firm/organisation.”

Impact

1995:85

Donaldson &
Preston

“persons or group with a legitimate interest in
procedural and substantive aspects of corporate
activity.”

Legitimate interest

1995

Jones

Groups and individuals with (a) the power to affect
the firm's performance and or (b) a stake in the
company's performance

Power, affect, stake

1996

Gray et al.

Any human agency that can be influenced by or can
itself influence the activities of the organisation in
question

Influence

1996

PMI

Individuals and organisations who are actively
involved and whose interest may be affected
positively or negatively

Actively
affect

involved,

1997

Mitchell et al.

Legitimate or urgent claim on the corporation or the
power to influence the corporation

Legitimacy, urgency,
power

1997

Carroll and

Nasi

Any individual or group who affects or is affected
by the organisation, its processes and functions

Affects, affected

1998

Argandona

Those who have interest in the company, everyone
in the community who has a stake in what the
company does, parties with a stake in the
corporation, something at risk, something to gain or
lose as a result of corporate activity

Interest, stake

1999

Agle et al.

Voluntary members of a corporative scheme for
mutual benefit, mutual advantage, justifiable in the
case that it can be approved by all those affected by
the norm

Affect

1999

Reed

Those with an interest for which a valid normative
claim can be advanced

Interest

2000

Gibson

Those groups or individuals with whom the
organisation interacts or has interdependencies and
any person or group who can affect or is affected
by the actions, decisions or policies, practices or
goals of the organisation. Have the power to be a
threat or benefit to an organisation.

Interacts, affects,

power, threat

2000

Kochan and

Rubinstein

Contribute valid resources, which are put at risk
and would experience costs if the firm fails or
relationship  terminates, direct influence on
organisational performance.

Contribution

2000

Scott and

A direct influence on organisational performance

Influence
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Lane and survival.

2001 Henry Moral actors, the relationship cannot be reduced to | Relationships
contractual or economic relations

2002 Cragg The corporation impacts, individuals and | Impacts
collectives whose interests are affected both
positively or negatively

2002 Orts and | Participants in business who have some economic | Financial stake

Strudler stake directly at risk

2003 Newcombe Groups or individuals with stake in, or expectation | Stake
of the project performance

2004 Freeman “Those who are vital to the survival and success of | Vital
an organisation.”

2005 Bourne Who have interest or some aspect of rights or | Interest, ownership,
ownership in the project, contribute in the form of | right. impact
knowledge, support, impact or can be impacted

2006 Moloney Individuals and groups who benefit from | Benefit
organisation

2006 Carroll  and | Have claims, rights and expectation Claims, rights

Buchholtz

2008 PMI Persons or organisations who are actively involved | Actively involved
in the project, whose interest may be affected
positively or negatively by the performance or
completion of the project

2009 Beach, Sandra | Groups or individuals who can actually or | Actually affect
potentially affect or be affected by the achievement
of governance network outcomes (Mitchell et al.,

1997, p. 869)
2010 Chinyio & | Affect and are affected by an organisation and its | Affect
Olomolaiye activities

2010 Yang Adopts Freeman (1984): individuals or groups who | Affect
can affect or be affected by a construction project

2013 Eskerod and | Persons and entities that affect and can be affected | Affect

Jepsen by the project
2014 Aapaoja and | Individuals or groups who have an interest or some | Interest
Haapasalo aspect of rights or ownership in the project, can
contribute in the form of knowledge or support, or
can impact or be impacted by, the project. Adopts
Bourne, 2005
2015 Mok et al. Diverse occupation and professional background, | Interest

different levels and types of interest

(Source: Researcher’s review)
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A stake is an interest, a share in undertaking or investment in a business or entity; hence
individuals, organisations or entities with a stake in a project can be referred as stakeholders
(Weiss, 2006). The existence and nature of the stake present an argument. Moreover, the
basis of "stake™ determines “who or what counts" (Mitchell et al., 1997). Freeman (1984)
acknowledges the Stanford Research Institute (SRI) as offering the earliest definition of
stakeholders in 1963 (Freeman, 1984). The SRI memo defined stakeholders as those groups
without whose support the organisation would cease to exist (Freeman and Reid, 1983). The
book, Strategic Management: A Stakeholder Approach, highlighted the definition.
Subsequently, Freeman (1984) defined stakeholder as any individual or group who can affect
or is affected by the achievement of the firm’s objective and is generally acknowledged.
According to Mitchell et al. (1997), the stakeholder concept has since been entrenched in
management scholarship and managers' thinking.

According to Table 2.1, there are many stakeholders’ definitions. Freeman (2010, p.46)
formally defines stakeholders in an organisation as “any group or individual who can affect
or is affected by the achievement of the organisation’s objectives”. Also, Mitchell et al.
(1997, p.869) state that stakeholders “...can actually or potentially affect or be affected ...” by
a project. That definition by Friedman and Miles (2006) suggest that outsiders, individuals
and groups can consider themselves as stakeholders of an organisation. Similarly, that
definition is broader when considered together with that of Gray et al. (1996) as any human
agency that can itself influence or be influenced by the activities of an organisation.
Moreover, it raises the difficulty of identifying stakeholders of an organisation or its
activities. Accordingly, many stakeholder definitions are based on dependence, influencing

connection and the defining adjective (Yang, 2010, p.16,17).
2.2.3.1 Definition Based on Dependence

Firstly, the chronology of the definitions further suggests that there are stakeholders who
depend on the organisation for survival (Langtry, 1994) and those that the organisation
equally depends on for existence (Nasi, 1995). Stakeholders can be responsible for the
achievement of organisations and vice versa (Carrol, 1993; Gibson, 2000). Stakeholders’ role
in an organisation’s performance suggests the need to manage stakeholders for the survival of
the institutions. Scott and Lane (2000) posit that stakeholders’ influence determine

organisations’ survival.
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2.2.3.2 Definition Based on Influencing Connection

Secondly, Yang (2010) states the existence of an influencing connection between the
organisation and stakeholders. McElroy and Mills (2006) suggest that the nature of the
relationship is defined by a verb (Yang, 2010, p.16). Thus, Freeman’s (2010, p.31) definition
of stakeholders as those who can affect or is affected by the achievement of organisations’
objectives has been quoted in many research studies. The influencing connection is “affect”
or be “affected”. Thus, stakeholders are considered as individuals or groups who can
influence the achievement of an organisation’s objectives (Freeman and Gilbert, 1987; Jones,
1995; Rowley 1997; Gibson, 2000; Kujala, 2001). Chinyio and Olomolaiye 2010 agree and
states further that stakeholders can affect an organisation and its activities. Likewise, Cragg
(2002) and Bourne (2005, p.31) uses the verb ‘impact’ or ‘impacted’ by the project in
defining stakeholders.

Also, Evans and Freeman (1988) suggest that not only can stakeholders influence an
organisation, its objectives or activities but can be harmed by a project outcome of an
organisation. Following these definitions, Gray et al. (1995) and confirmed by Mitchell et al.
(1997) state that stakeholders can be influenced or can themselves influence the activities of
the organisation in question. Stakeholders’ “influence” can be positive or negative
(Newcombe, 2003). While Wicks et al. (1994) and Gibson (2000) submit that stakeholders
interact with a project, Brenner (1993) and Nasi (1995) state that interested parties “impact”
on project outcome. Given the influencing verb, stakeholders are individuals or organisations
that affect or are affected, can harm or are harmed, influence or can be influenced, interact

and impact on a project or project outcome.
2.2.3.3 Definition Based on Defining Adjective

Thirdly, scholars define stakeholders by including a defining adjective, another type of
qualifier or aspect of either the organisation or the participants which narrows the definition
(Yang, 2010; Friedman and Miles, 2006). Stakeholders are considered as dependents on
organisations for survival (Freeman and Reed, 1983) or as having a legitimate claim (Hills
and Jones, 1992). That is echoed by several scholars, including Carroll and Buchholtz (2006).

Also, stakeholders have been defined as having interest, interacting, being involved,
impacting, affecting, or benefiting in an organisation or its activities (Savage et al., 1991;

Newcombe, 2003; Bourne, 2005). Likewise, Newcombe (2003) suggests that construction
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stakeholders have different levels, types of investment, and interests in construction projects
and can be seen as multiple clients or customers in the projects. He further states that
stakeholders are groups or individuals who have a stake in or expectation of the project's
performance. Moreover, Newcombe (2003) identified clients, project managers, designers,

subcontractors, suppliers, funding bodies, users and the community as stakeholders.

Furthermore, Bourne (2005) defined stakeholders as individuals or groups who have an
interest or some aspects of rights or ownership in the project, can contribute in the form of
knowledge or support, impact or be affected by the project. Bourne’s definition is considered
a much broader definition compared with Freeman’s definition of individuals or groups who
can affect or be affected by a construction project (Yang, 2010). This research defines
stakeholders as individuals, groups and organizations’ with interest in, who can affect/be
affected, impact/be impacted or can influence construction projects’ success or their

outcomes.
2.2.4 Construction Stakeholders

The building sector non-debatably has stakeholders because of the several small and medium-
sized entities involved in the demand and supply chain. Also, many individuals and
organisations affect or are affected, impact or are impacted by construction project activities.
Al-Khafaji et al. (2010) identify owners, sponsors, customers, local communities,
subcontractors, project managers, superintendents, project team members and end-users as
stakeholders. Also, architects and consultants, material and product suppliers, government
regulators and public agencies involved in issuing permits, insurance and bonding companies
and media are regarded as stakeholders. Figure 2.1 illustrates how Freeman (2010) identified
firm’s stakeholders which was adopted by Yang (2010). Other studies have similarly
identified stakeholders to include project owners, facility users, project managers, facility
managers, designers, shareholders, legal authorities, employees, contractors, subcontractors,
suppliers, and process and service providers. Also, stakeholders are competitors, banks,
insurance companies, media, community representatives, neighbours, the general public,
government establishments, visitors, customers, regional development agencies, the natural
environment, pressure groups and civic institutions. Traditional authorities, politicians,
statutory approval bodies, town councils and planning departments, project champions,
project sponsors and contractors are also all stakeholders (OGC, 2009; Chinyio and

Olomolaiye 2010; Eyiah-Botwe, 2015). Figure 2.1 illustrates a firm’s stakeholders in general.
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According to Oyegoke (2010), there are some dimensions of the number and types of
interested parties on a project. Thus, stakeholders should possess a power attribute, have
ownership rights, and be a user, sponsor or in the supply chain. This study adopts project
clients, project champions, project managers, facility users and administrators, supply chain
members, designers, contractors, subcontractors, suppliers, process and service providers and
project sponsors as stakeholders. Also, the local community and traditional authority,
government establishment, development agencies, civic institutions, politicians and statutory

approval bodies are regarded as project stakeholders in Ghana.
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Figure 2.1: Freeman’s Stakeholders’ View of a Firm
(Source: Yang, 2010)
2.2.5 Managing Stakeholder Expectation

PMI (2008) defines stakeholder expectation management as a process of communicating and
working with stakeholders to meet their needs and address issues as they occur. Disappointed
and disillusioned stakeholders can cause a project failure (Gardiner, 2005). Stakeholder
expectations determines their contribution (Eskerod and Jepsen, 2013), including: delivering
project on time and cost, conflict resolution upfront, completing on schedule and profit (Al-

Khafaji et al, 2010). Thus, different stakeholders (client, project team, construction team and
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users) have different expectations (Al-Khafaji et al, 2010). According to Gardiner (2005) in
Chinyio and Olomolaiye (2010), when all parties concerned dance to the same tune, then the
project moves on. Stakeholder expectation requires effort and sufficient documentation
processes. Gardiner (2005) states that the parties concerned usually have a hidden expectation
which, when revealed leads to late scope changes. Project managers need to understand
project stakeholders and their hopes. Stakeholders’ expectations may be as a consequence of

a legal right or moral right which determines the need or stake (Oyegoke, 2010).
2.2.6 Stakeholder Satisfaction

Stakeholder satisfaction is perception less expectation (Eyiah-Botwe and Owiredu, 2017).
Meeting the expectation of stakeholders is the minimum project goal criterion while the
ability to provide extra as perceived brings satisfaction to the stakeholder. Key project
stakeholders’ collaboration on further projects depends on satisfaction (Cleland and Ireland,
2007). Project success is not about the budget, time and quality achievement as traditionally
believed (Chua et al. 1999). It is rather meeting and going beyond stakeholders’ expectations
(Mallak et al. 1991; Sanvido et al. 1992) of the future value of the project with a wider view
of project success (Olsson et al., 2008). Meredith and Mantel (2011) suggest that key
stakeholders have different perceptions about project satisfaction and these may be

conflicting in some instances (Polonsky, 1995).
2.3 History of the Stakeholder Theory
2.3.1 Classical Literature

Stakeholder theory has gained popularity in the past three decades, focusing on different
perspectives on how managers of organisations and firms should manage their stakeholders.
The SRI in which ‘stakeholder’ appeared in an economic sense in 1963 has been the source
of the stakeholder concept (Freeman, 1984). Following that, the corporate planning theory,
systems theory, organisation theory and corporate social responsibility theory (Figure 2.2)
were developed (Freeman, 1984; Mitchell et al., 1997; Elias et al., 2002). Elias et al. (2002)
present the development of stakeholder theories as a stakeholder literature map (Figure 2.2).

50

www.manaraa.com



2311 Corporate Strategy

Literature suggests that Ansoff (1965) argued for rejection of the stakeholder theory in his
classic book, Corporate Strategy, since it considered objectives and responsibilities as
synonyms. The rejection was part of the fight for the survival of stakeholder theory. Strategic
planning literature began to feature stakeholder theory prominently in the late 1970's. Taylor
(1971) predicted that the importance of stakeholders would diminish because businesses were
going to run for other stakeholders. King and Cleland (1978), however, analysed stakeholders
in project management using a developed method.

2.3.1.2 Organisation Theory

Rhenman (1968) referred to stakeholders as individuals and groups which depend on an
organisation for survival and the vice versa. Pfeffer and Salancik (1978) also suggested the
effectiveness of an organisation as determined by the ability to manage the demands of
interest groups using a model of society and environment. An organization-environment
model developed suggest that management of demands of interest groups leads to an

organisation’s effectiveness (Freeman, 1984).
2.3.1.3 Systems Theory

The systems theory contributed to the development of stakeholder theory. Ackoff (1974)
argued for stakeholder participation in system design importance when he suggested that
stakeholder interaction and support help in solving societal issues. Thus, the systems theory
was in contrast to earlier predictions that the influence of interested parties would diminish
(Taylor, 1971). The systems approach, therefore, supported the stakeholder influence and the

need for stakeholders’ management.
2.3.1.4 Corporate Social Responsibility

Many researchers became concerned with corporate social responsibility (CSR) as
management literature featured the stakeholder concept. Post (1981) covered areas such as
ideas, concepts and techniques of earlier researchers and included non-traditional
stakeholders in research using the stakeholder theory concept as a significant difference.
More initial investigations and theories have not considered non-traditional stakeholders. The
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corporate social responsibility also was in contrast to the corporate strategy as it was a

proponent of stakeholder consideration (Figure 2.2).

According to Elias et al. (2002), the development of the stakeholder concept in the
management literature is classified into different stages as shown in the stakeholder literature
map (Figure 2.2) with Freeman (1984) developing the first three levels of the map.
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Figure 2.2: Stakeholder Literature Map
(Source: Elias et al., 2002)
2.3.2 Stakeholder Key Models

Yang (2010) states that three key models were developed which have become the foundations
for modern research in stakeholder management. These are the following:

e stakeholder strategy formulation,

e stakeholder salience, and

e the social network models.
Likewise, Elias et al. (2002) assert that the approaches of Freeman (1984) and Mitchell et al.
(1997) to stakeholder management is appropriate for the development of the framework. It is
worth stating that stakeholder theory aims at avoiding partiality and preferential treatment to
prevent a threat to project success and survival (Beauchamp, 1982). This study examines key
models that advocate for interested parties’ consideration for enhanced stakeholder
management success. Thus, stakeholders can be assessed together with their interest using
that approach (Elias et al., 2002).
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2.3.2.1 Freeman’s Stakeholder Strategy Formulation (Strategic Management) Model

Freeman (1984) asserts that the stakeholder approach requires strategic management, thus a
strategy formulation. This theory is considered as the foundation of stakeholder management
theory. Firstly, the model was developed by a traditional view of managing the organisation
and its stakeholders. Secondly, it considers the firm as central but with a direct relationship
with all stakeholders. Thirdly, the model was based on rational mapping. The model
considers all parties concerned as playing a vital role in the success of the firm and who
affect and are affected by the organisation's activities (Freeman, 1984). The stakeholder
strategic management model reiterates the need to investigate stakeholder behaviour and
logically explain each stakeholder’s objectives, external environment, and beliefs about the
firm. Also, possible coalitions in similar beliefs, actions and goals need to be identified.
(Yang, 2010). Thus, there was a need for the stakeholders’ view of a firm which illustrates a

firm’s stakeholders (Figure 2.3).
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Figure 2.3: Stakeholders’ View of a Firm
(Source: Freeman, 2010)

It is also necessary to understand how to formulate, implement and monitor strategies
formulated to manage each stakeholder. Finally, there is a suggestion for a new practical
approach to stakeholder relationship management by considering new theories and models
about certain non-traditional groups: keeping traditions but rethinking strategies to be able to
manage non-traditional customers. Through empirical study Booth and Segon (2008)
identified that a core theme in the strategy-making process for each organisation was the

strong emphasis on stakeholder considerations in strategic thinking. The same stakeholder

53

www.manaraa.com



reflections are useful in developing strategic plans, introducing innovations to supplement

traditional planning process in strategy formation (Mintzberg, 1995).
2.3.2.2 Mitchell et al.: Stakeholder Identification and Salience Model

This model of the theory of stakeholder salience (Figure 2.4) evolved based on the concept of
‘dynamics of stakeholders’ in response to questions raised in previous study on the “principle
of who or what counts”. It has been the foundation for many types of research works, both
theoretical and empirical (Elias et al., 2002). Three attributes, namely

e power to influence,

e the legitimacy of stakeholder relationship and

e the urgency of stakeholder claim
were identified and emphasised in an attempt to determine the “Principle of Who or What
Really Counts” that is “who and what are the stakeholders of a firm” and “to whom or what
managers pay attention” (Mitchell et al., 1997, p. 853). Considering stakeholders as those
who can affect or be affected by an organisation’s activities suggests that stakeholders
possess at least one of these attributes to influence the outcome of an event. The theory of

stakeholder salience is raised.

Salience relates to the degree by which managers give priority to competing stakeholder
claims. While the broader view of stakeholders suggests that organisations can affect or be
affected by anyone, the narrow view suggests managers give priority to competing
stakeholder claims owing to limited resources. The limited resources and the need for
prioritisation advocate for the typology of stakeholder identification and classification.
Arguably, using normative assumption and the three attributes as variables, the field of
stakeholders is defined. Using the stakeholder typology developed by Mitchell et al. (1997),
seven types of stakeholders can be identified as Dormant, Discretionary, Demanding,

Dominant, Dangerous, Dependent and Definite (Figure 2.4).

Also, the study classifies stakeholders as latent, expectant or explicit and to which managers
give low, moderate and high attention respectively. Moreover, it states that stakeholder
attributes are variable, not steady, socially constructed, and not objective, since reality,
consciousness and wilful exercise may or may not be present. Thus, managers must be able to

predict stakeholder changes and pay attention accordingly.
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Figure 2.4: Stakeholder Typology
(Source: Mitchell et al., 1997)

Rowley et al.: Social Network Analysis (SNA)

move beyond the analysis of dyadic relationships.

organisation actions also increases.

increases (Table 2.2).
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Earlier stakeholder theories had focused on stakeholder identification and classification for a
dyadic relationship. Researchers’ interest had been on the direct connection between the
firms at centrality and focused on the personal stakeholders’ influence (Carroll, 1989; Nasi,

1995). Rowley (1997) argues that to build a stakeholder theory of the firm, researchers must

The SNA considered multiple and interdependent stakeholder relations with an organisation
by reviewing the organisations’ stakeholder networks (densities), focal organisations’
centrality and the degree of impact on the group rather than the individual. It further assessed
the organisations’ resistance to stakeholder pressure and how the structure of organisation

stakeholder relationships affects their responses. The study suggests the following two

As network densities increase, the ability of the focal organisation to constrain the

. As a central organisation’s centrality increases, its ability to resist stakeholder pressure

Rowley (1997) concludes that no single theoretical perspective is a sufficient explanation.

Also, each organisation has a different set of interested parties presenting a unique structure
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and pattern of influences, arguing that managers must consider multiple stakeholders as
against individual stakeholders. A matrix of the density of the stakeholder network against

the centrality of the focal organisation is as follows:

Table 2.2: Structural Classification of Stakeholder Influences: Organisational

Responses to Stakeholder Pressure

Centrality of the focal of organisation

Density of the High low
stakeholder

High Compromiser Subordinate
network

Low Commander Solitarian

(Source: Rowley, 1997).
2.3.3 Stakeholder Development Stages

Stakeholder theory development literature suggests at least seven stages of stakeholder theory
development. The first three steps were developed by Edward Freeman (Elias et al. 2002).
Classical stakeholder followed as a second stage after the introduction of the stakeholder
concept in SRI (1963). Classical stakeholder literature developed on the basis that
““...stakeholders are those groups without whose support an organisation will cease to exist”
(Freeman, 2010, p.31). Moreover, it suggests that the survival of a group depended on the

assistance of the main groups (Yang, 2010).

Following that was strategic management which proposed a framework for stakeholder
analysis. The three levels considered in the framework are rational, process and transactional,
based on Freeman’s (1984) definition of stakeholders. A rational process was used to identify
stakeholders using a stakeholder map and chart. The method of analysis was the use of a two-
dimensional grid. A transactional level considered transactions among interested parties and
based on legitimacy, assessed whether negotiation fitted within a stakeholder map taking into
account the external environment in a systematic way. This theory acknowledged that
interested parties are not static, but change; new ones appeared as others dropped out and

were no longer involved.
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While the question of “who or what counts” is answered by the strategic management theory,
the question of “to whom or what do managers pay attention” remained unanswered
(Mitchell et al., 1997). The stakeholder identification and salience model suggested that a
stakeholder can be identified by the possession of one or more of the three relationship
attributes of power, legitimacy and urgency. Possession of one attribute is latent; two are
considered moderate and all three are considered as high if perceived so by the project
manager. The level of power possession leads to the seven-typology identification of
stakeholders as dormant, discretionary, demanding, dominant, dangerous, dependent and

definite stakeholders.

Managers are supposed to consider stakeholders beyond possession of the power to include
the legitimacy and urgency of the stake. Arguably, these two important models have
considered a dyadic relationship between the firm and the individual’s influence on the
company. Rowley’s (1997) approach was the development of a theory that examined the
entire stakeholder structure, and multiple stakeholder relationships with the enterprise. The

stakeholder social network analysis finds the following:

e No single theoretical perspective can explain everything related to stakeholders;

e Each firm faces a different set of stakeholders hence there are unique patterns of
influences;

e There are the multiple or simultaneous demands of stakeholders; and

e An organisation’s position in its network is an important determinant of its behaviour.

Stakeholder theory development focussed on defining the concept and classifying
stakeholders into categories (Rowley, 1997). A matrix of network density of stakeholders
against focal organisation centrality suggests that focal institution may command,
compromise, subordinate or solitairian. Mok et al. (2015) suggest the need for using SNA for

managing interrelations in a project due to weaknesses in stakeholder network analysis.

2.4  Contemporary Stakeholder Theories

The development of stakeholder key theories and the interest generated in the field have
resulted in the outcome of several modern stakeholder theories. Amaeshi (2010) states that a
firm’s level theorization of stakeholder salience goes beyond managerial perspective to

include the organisation context on stakeholder-related decisions. Jawahar and McLaughlin

(2001) propose that decisions on stakeholder salience are influenced by where a firm is on its

57

www.manaraa.com



organisational life cycle. Jones et al. (2007) argue that organisation stakeholder culture rather
affects the salience decision. Mok et al. (2015) affirm the impact of not only organisational

culture but also the national culture on the stakeholder management process.
2.5  Stakeholder Management (SM) Approach

Kalsen (2000) argued that the management of stakeholders lacks strategies, plans and
methods. That has resulted in spontaneity and casual action, without coordination and
discussion with the project team. Thus, many stakeholder management models and
approaches have evolved without a formal approach (Chinyio and Olomolaiye, 2008). That
could be attributed to increased SM literature and its adoption as a soft skill. Thus,
Newcombe, (2003), Gardiner (2005), Pinto (2007) and Yang (2010) have proposed SM
models. However, Reed et al. (2009) and Chinyio and Akintoye (2008) have suggested the
need for SM formal approaches in the construction industry, including that of the UK.
However, Finland has a formal stakeholder management framework. Nevertheless, a formal

framework for the developing countries construction industry is undeveloped (Yang, 2010).
2.5.1 Stakeholder Management Definition

Lock (2007) defines stakeholder management as the systematic identification, analysis,
planning actions, communication, and negotiation aimed at influencing the stakeholders.
Chyinio and Olomolaiye (2010) state that it involves identifying and classifying stakeholders
for initial and subsequent engagements with the interested parties in a timely, planned and
coordinated manner. Eskerod and Jepsen (2013) broaden the definition as consisting of all

purposeful activities carried out in connection with the project to enhance project success.
2.5.2 Stakeholder Management Factors

Scholars have suggested that there are several stakeholder management processes. The
several processes, models and framework identified in literature confirm Chinyio and
Akintoye’s (2008) assertion that there is not a formal or single process for stakeholder
management. Yang (2010) subsequently proposed the need for a formal stakeholder
management process. Studies have suggested four different factors for the SM process. This
study reviews the following major factors proposed by scholars between 2000 and 2012:
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Table 2.3: Key Factors for Stakeholder Management Success

No | Name of Researcher | Key factors for stakeholder management

1 Karlsen (2002) Identifying stakeholders; analysing the characteristics of
stakeholders; communicating and sharing information with
stakeholders; developing strategies and following up.

2 Elias et al. (2002) Developing a stakeholder map of the project; preparing a chart
of specific stakeholders; identifying the stakes of stakeholders;
preparing a power versus stake grid; conducting a process level
stakeholder analysis; conducting a transactional level
stakeholder analysis; determining the stakeholder management
capability of the R&D projects; analysing the dynamics of
stakeholder interactions.

3 | Young (2006) Identifying  stakeholders;  gathering information  about
stakeholders; analysing the influence of stakeholders

4 Bourne and Walker | Identifying stakeholders; prioritising stakeholders; developing a
(2006) stakeholder engagement strategy.

5 | Olander (2006) | Identifying stakeholders; gathering information on stakeholders;
adopted Cleland | identifying stakeholder mission; determining stakeholder
(1999) strengths and weaknesses; identifying stakeholder strategy;

predicting stakeholder behaviour; implementing stakeholder
management strategy.

6 Lock (2007) Systematic identification, analysing, monitoring and controlling

7 | Walker et al. (2008) | Identifying stakeholder; prioritising stakeholders; visualising
stakeholders; engaging stakeholders; monitoring effectiveness of
communication

8 PMI (2008) Identifying stakeholders, planning communication, distributing,
managing expectations, reporting performance

9 Jepsen and Eskerod | Identifying the (important) stakeholders; characterizing the
(2009) stakeholders, pointing out their (a) needed contributions, (b)

expectations concerning rewards for contributions, (c) power
about the project; deciding which strategy to use to influence
each stakeholder

10 | Chinyio and | Identifying and classifying stakeholders for initial and
Olomolaiye (2010) | subsequent engaging with stakeholders timeously, planned and

in a coordinated manner

11 | Yang (2010) Pre-condition, identifying stakeholders, assessing stakeholder,
making decisions, acting and evaluating with continuous
support.

12 | Eskerod and Jepsen | Carrying out all purposeful activities in connection with the

(2013) project stakeholder to enhance project success. identifying
stakeholders, assessing and prioritising.

13 |Hammed and EI-| Managing information; inputting information; assessing
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Sawalhi (2013) stakeholders; making decisions; acting and evaluation;
supporting continuously.

14 | Bal et al. (2013) Identifying stakeholders; relating with issues; prioritising
stakeholders and issues; managing stakeholders; measuring
performance and putting targets into action

15 | Aapaoja and | Defining the project purpose and customer constraints;
Haapasalo (2014) identifying project stakeholders according to their functional
role; assessing the stakeholder salience and the probability of
their impact/ability to contribute; classifying and prioritising
stakeholders according to four groups.

(Source: Review by researcher)

Stakeholder management is essential for project delivery considering projects’ complexity,
various interested parties and the threats and opportunities within the set targets of cost, time
and performance (OGC, 2003; Chapman and Ward, 1997). Olander (2006) mentions that
construction projects attract interest from various stakeholders whose expressed needs and
expectations are often in conflict with each other and managed through a process. A
stakeholder management process involving evaluating the needs and expectations of

stakeholders about the project through stakeholder analysis is, therefore, essential.

Table 2.4: Major Stakeholder Management Factors as Identified by Scholars
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Stakeholder prioritisation X | X |X X X X X | X
Stakeholder analysis X | X |X X X
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Stakeholder engagement/ | x X | X X | X | X |X X X
communication/ conflict
resolution

Implementation, X X | X | X | X |X X X
monitoring and feedback

(Source: Researcher’s compilation)

The literature reviewed identified eight major factors involved in the stakeholder
management process as follows: pre-stakeholder identification; stakeholder identification;
stakeholder assessment; stakeholder classification; stakeholder prioritisation; stakeholder
analysis; stakeholder engagement/communication/conflict resolution; implementation,
monitoring and feedback. Three out of five articles reviewed between 2010 and 2014 stressed
the need for pre-stakeholder identification consideration before the formal stakeholder

management process.
2521 Pre-conditions

According to Yang (2010), pre-conditions’ consideration is required for construction
stakeholder management (SM). However, the pre-condition is not stated as a key factor in the
holistic model developed. Rather, a precondition of economic, legal, cultural and ethical
issues should be considered for all the major constructs in the stakeholder management
framework developed. Thus, it is necessary for a pre-stakeholder identification factor to be
considered. Gudiene et al. (2013), on the other hand, state economic, legal, cultural, ethical,
social and political environment factors as external factors critical to project success in
developing countries which must be discussed at the project initiation stage. Aapaoja and
Haapasalo (2014) stress purpose and customer constraints. Since stakeholder management is
a project management soft skill (Davis, 2014), stakeholders’ views of project success need to
be considered in the stakeholder management process. Considering pre-stakeholder factors is
critical for both stakeholder management and project success (Elias et al., 2002; EI-Sawalhi
and Hammad, 2013; Aapaoja and Haapasalo, 2014). Developing countries have their project
outcomes and policies shaped by stakeholder attitudes (Aerni, 2005). The media, public and
politicians have responded to stakeholder’s influence (Mittelman, 2000; Aerni, 2005). Thus,
considering political and socio-cultural stakeholders’ whose concerns are driven by political
affiliation and ignorance on the project and its management is important. The existence of

political and socio-cultural stakeholders suggests the consideration of the role of useful
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project management factors that impact on stakeholder management and vice versa for

research gaps in pre-stakeholder factor.
25.2.2 Stakeholder Identification

The second major factor identified is stakeholder identification. All the fifteen models
reviewed (Karlsen, 2002; Aapaoja and Haapasalo, 2014) mentioned the formal stakeholder
identification factor as the only common factor revealed. However, there was no consensus
on how and when stakeholders are identified. Several researchers have proposed stakeholder
identification as the first factor for consideration (Karlsen, 2002; Elias et al., 2002; Young,
2006; Bourne and Walker, 2006; Olander, 2006; Lock, 2007). Nevertheless, Jepsen and
Eskerod (2009) and Eskerod and Jepsen (2013) have argued that stakeholder identification
takes place at all the stages. The emphasis has been on early stakeholder identification and
consideration of the following: (Karlsen, 2002; Elias et al., 2002; Young, 2006; Bourne and
Walker, 2006; Olander, 2006; Lock, 2007). According to Jepsen and Eskerod (2009) and
Eskerod and Jepsen (2013):

e Stakeholder identification occurs at the project definition stage;
e An expert staff identifies stakeholders;
e All stakeholders are involved at the initial stage;
e All interested parties are identified before project design sign off;
e Have a good strategy for prompt stakeholder information;
e Exclude all late stakeholders;
e Review an existing stakeholder list; and
e Have a directly designed register.
Koster (2009) argues that for the sake of efficiency, key project stakeholders need to be

identified early in the project lifecycle.
25.2.3 Stakeholder Assessment

Stakeholder assessment has been identified as the next major factor after stakeholder
identification (Yang, 2010; Eskerod and Jepsen, 2013; Hammed and El Sawalhi, 2013;
Aapaoja and Haapasalo, 2014). Stakeholder assessment entails stakeholders’ evaluation
based on their needs and interest in the project or firm. According to Yang (2010),
stakeholders should rather be assessed based on their attributes, attitude and inter-

62

www.manaraa.com



relationships. The PMI (2008) states the need for determining the level of participation
desired for each identified stakeholder, specifying the nature of each stakeholder claim and

assessing each stakeholder’s ability to press the claim.

This assessment is considered as analysing stakeholders. Other scholars assert the need to
classify and prioritise the stakeholders (Elias et al., 2002; Young, 2006; Bal et al., 2013;
Aapaoja and Haapasalo, 2014). The argument of rather classifying and prioritising
participants is grounded on the stance that there are several types of stakeholders (Mitchell et
al. 1997; Winch and Bonke, 2002; Carroll and Buchholtz, 2006). It is, therefore, useful to

consider the types of stakeholders based on their attributes and attitudes before analysing.
2524 Stakeholder Classification

Following the formal stakeholder identification, some scholars rather suggest stakeholder
classification as a major factor for consideration (Elias et al., 2002; Young, 2006; Chinyio
and Olomolaiye, 2010). Classifying stakeholders is aimed at categorising stakeholders for
effective engagement. While Elias et al. (2002), Young (2006) and Aapaoja and Haapasalo
(2014) state classification as a major factor, most scholars mention the identification of
stakeholder types as part of the stakeholder management process. Stakeholder identification,
however, becomes necessary when different stakeholders are likely to impact differently. The
several stakeholders have different interests and project expectations. Newcombe (1999), for
instance, mentions stakeholders who can be antagonistic and hence impact negatively on the
project outcome. In developing countries where political stakeholders are critical in project
realisation, stakeholder classification is essential as political affiliation motivates stakeholder

attitude and influence.

Carroll and Buchholtz (2006) suggest stakeholders’ categorisation as primary, with a formal
agreement with the project owner and secondary if not. It is worth noting that primary
stakeholders are essential or critical for project delivery (Clarkson, 1995; Calvert, 1995;
Winch and Bonke, 2002) but could be without strong influence due to buyer dominance
(Walker, 2007). Chinyio and Olomolaiye (2010) also assert that some stakeholders are more
critical to the project success though the position may change as the project progresses with

other interested parties also increasing their support base.
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2525 Stakeholder Prioritisation

Stakeholder prioritisation is a major factor identified in the literature review following the
definition of Mitchell et al. (1997) of stakeholders about power, urgency and legitimacy of
the claim. According to Mitchell et al. (1997), depending on power, urgency and legitimacy
claim of the stakeholder, seven different types of stakeholders were identified as follows:
Dormant, Discretionary, Demanding, Dominant, Dangerous, Dependent and Definitive
stakeholders. The Dormant is the lowest considered and the Definitive, the most significant to
be considered. As a result, researchers have argued for stakeholder prioritisation by their
power (Elias et al., 2002; Eskerod and Jepsen, 2013; Bal et al., 2013; Aapaoja and Haapasalo,
2014). Bourne (2005) proposes prioritisation as one of the five main factors in stakeholder
management using the stakeholder circle. Further research has also mentioned attributes like
interest, importance, impact, position, proximity, agreement with the project owner,
commitment, responsibility, and role as other related factors which call for the need to

prioritise stakeholders.
2.5.2.6 Stakeholder Analysis

Stakeholder analysis is a major factor but presented differently by many scholars. While the
early scholars stated stakeholder analysis in the stakeholder management process, (Karlsen,
2002; Elias et al., 2002; Young, 2006) a factor with related factors, later scholars grouped a
series of factors together to represent stakeholder analysis. Thus, stakeholder assessment,
stakeholder classification and prioritisation are mentioned instead of stakeholder analysis
(Yang, 2010; Eskerod and Jepsen, 2013; Aapaoja and Haapasalo, 2014). The PMI (2008)
defines stakeholder analysis as a technique for systematically gathering and analysing both
quantitative and qualitative information to determine whose interest should be noted.

Stakeholders’ interest, influence and expectations are therefore identified in the process.

Olsson et al. (2008), quote Mikkelsen and Riis (2003) as stating that stakeholder analysis is
not based on a democratic process to ensure equal rights or stakeholder representation. On the
contrary, stakeholder analysis builds on a process describing the project’s position in a
political field of force between stakeholders with conflicting and congruent interests.
Stakeholder analysis is about understanding stakeholder support, position, predictability,

power and influence on the project objectives. A stakeholder impact analysis aims at
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determining the nature, the impact of stakeholder power, position, its likelihood and whether

stakeholders are the project proponents or opponents (Olander, 2007).

As part of stakeholder analysis, there is the need to assess stakeholder influence. Olander and
Landin (2005, p.321) argues that a negative attitude to a construction project by the interested
parties can severely obstruct its implementation. Such obstruction will cause cost overruns
and exceed time schedules due to conflicts and controversies concerning project design and
implementation. An evaluation of stakeholder demands and influence should be considered as
a necessary and important step in the planning, implementation, and at the completion of any
construction project. Watson et al. (2002), Susskind and Cruikshank (1987) suggest that
stakeholders power and interest levels may be used to influence project outcome and to their
advantage if their perceptions are not addressed. Also, when there are wrongful, preconceived
ideas and assumptions. Team leaders should acknowledge stakeholder concerns and interests,
especially those who can affect the project and deal with these through good relationships,

dialogue and communication when interests are conflicting at the early stages of the project.

Olander and Landin (2005) examined two projects. The project stakeholders influenced the
project beyond the project manager’s control resulting in time, cost overruns and bad media
publicity. Lessons derived from negative stakeholder influence on the Lund, Sweden railroad
project and a housing project consisting of 60 apartments delayed for over six years are

summed up as follows:

. Project managers and team leaders should investigate all possible alternatives and
solutions to realise the objectives of the project, not only from the quantitative aspects of
technology and economy but also from the more qualitative aspects of potential influence

from stakeholders.

. All the powerful and negative arguments about the chosen alternative should be
defined clearly in relation to the other options investigated, in order to be regarded as

trustworthy by those stakeholders who are negatively affected by the project.

. The stakeholders’ base of influence is not static. The stakeholder analysis must be
conducted and updated during the entire life cycle of the project, with the purpose of gaining
knowledge about the potential influence various stakeholders have at different stages of the

project.
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. Before any major decision to proceed into a new phase of the project, there should be
an analysis of how the decision affects the various stakeholders to be proactive in the

stakeholder management process.

Research suggests the use of stakeholder mapping as a tool for analysing stakeholder
influence. Stakeholder management should consider two steps: Firstly, an attempt to classify,
prioritise and change project opponents to proponents if it requires changes to the project
mission. This will prevent possible proponents defecting. Secondly, mapping should be used
to manage the stakeholders (Winche and Bonke, 2002). According to Bourne and Weaver
(2010), the need for a practical, usable approach in visualising stakeholders has led to the
development of different mapping techniques. Stakeholder mapping employs a qualitative
perception of stakeholders’ importance in using a network of relationships to influence a
project. Thus, Bourne (2005) identified mapping as a factor of the five-factor stakeholder
management model. On a scale of 0-10, stakeholder mapping is used to determine

stakeholder power influence on decisions made (Olander and Landin, 2005).

However, Gardiner (2005) and Lock (2007) suggest mapping stakeholders according to
impact on project delivery, response and resolution of issues for benefits’ realisation.
Stakeholder mapping can be based on stakeholder value, threat and potential for cooperation,
interest, power and attitude (Savage et al., 1991; Mitchell et al., 1997; Fletcher et al., 2003,
Chinyio and Olomolaiye, 2010). Bourne and Weaver (2010) state that the commonly used
dimensions are power, support, influence, interest and attitude. Stakeholder mapping
produces a better picture for communication, relationships and assessment of stakeholders on
project implementation and delivery. Also, it can be represented as a grid (Fig 2.5). The study

identified the following:

e Dimension matrix (Johnson and Scholes, 1997; Newcombe, 2003)

e Salience model analysis (Mitchell, 1997; Elias et al., 2002; PMI, 2008)

e Social network analysis (Newcombe, 2003; Landin, 2008; Mok et al., 2015)

e Stakeholder Circle as used by scholars in analysing and managing project
stakeholders (Bourne, 2005; Weaver, 2010; Aapaoja and Haapasalo, 2014).

e Power/interest (Johnson and Scholes, 1997; Newcombe 1998)

e Power/predictability (Newcombe, 2003; Chinyio and Olomolaiye, 2010)

e Power/influence (PMI, 2008)
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e Impact/Probability (Winch, 2003)

e Importance/Influence (Mitchell, 1997)

e Influence/interest (Imperial College, 2007: Bourne and Weaver, 2010)
e Influence/impact matrix (PMI, 2008)

e Power/proximity (Bourne and Weaver, 2010)

e Help/Harm-potential matrix (Savage et al., 1991; Eskerod and Jepsen, 2013).

The mapping (Fig 2.5) is used to determine stakeholder power, political and social influences.

High Keep satisfied Manage closely
(A) Key player (B)

Power Minimal effort Keep informed

Monitor (C) (D)
Low

Low level of Interest High
Figure 2.5: Power/Interest Matrix. (Source: Newcombe, 2003)
2.5.2.7 Stakeholder Communication/Engagement

Stakeholder communication/engagement is a key factor of the project stakeholder
management process. Studies have shown that it is critical to the success of every project and
efficient project management. Al-Khafaji et al. (2010) state that the survival of any
organisation depends on its ability to develop and maintain an active and continuing
relationship. Many scholars have identified project communication as crucial for the success
of any project (Gudiene et al., 2013; Osei-Kyei and Chan, 2015). Yang (2010) identified
effective communication and engagement with stakeholders as the second critical success
factor for stakeholder management. The PMI (2008) considers the entire stakeholder
management process as part of project communication management. Construction projects
have several stakeholders with diverse cultural, social and organisational backgrounds. The
different stakeholders have needs, interest and expectations that need to be identified and
addressed. Project information needs efficient management. According to the PMI (2008),
project information management requires timely generation, collection, distribution, retrieval
and disposition of information. Stakeholder engagement primarily focuses on getting to know

and understand each other, at the management level. Meeting provides the opportunity to
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communicate, discuss and agree on stakeholders’ expectations, a set of values and principles

that all stakeholders will uphold.

According to Al-Khafaji et al. (2010), effective communication requires appropriate timing,
simplicity, clarity and relevance. Moreover, communication can be verbal (projected as oral,
written, and/or electronic) on nonverbal (expression, expressive behaviours, and/or body
language). Additionally, the information flow approach can be downward, upward or

horizontal.

Project stakeholders must be presented with information in a manner and approach that can
be understood and make the necessary impact on the project success. A process must thus be
established on planning, distributing and managing the information. A communication plan
which is the first stage therefore plays a vital role in stakeholder communication. A
communication method can be in the form of a template or map and must address the

following:

e What to communicate

e Who to communicate

e When to communicate

e How to communicate and

e What are the constraints (Bourne and Weaver, 2010; Eskerod and Jepsen, 2013).
A communication plan can only be effective after a careful and proper identification of all
stakeholders, classification and prioritisation are complete (Bourne, 2005; Eskerod and
Jepsen; 2013). The type of information to communicate depends on the stakeholder’s attitude,
expected benefits, interest, importance and commitment. After that, the project manager must
decide on the communication method or channel to appropriate for distributing the
information. The channel may include telephones, emails, instant messages, social platforms
and software (PMI, 2008; Chinyio and Olomolaiye, 2010).

Who to communicate with depends on the stakeholder assessment about the project.
Moreover, communication plans for internal and external stakeholders are different. Takim
(2009) urges for overall communication to project stakeholders for effective feedback. The
project client with sole power and end-users with hidden agendas play important roles in
determining project priorities (Takim, 2009). The proximity, power and importance of

stakeholder are therefore vital in stakeholder communication (Bourne, 2005). Stakeholder
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participation is increased when there is enhanced transparency and involvement (Martinez
and Olander, 2015).

On when to communicate, studies have identified reactive and proactive approaches (Chinyio
and Olomolaiye, 2010). With proactive strategies, the project manager takes the initiative to
communicate to stakeholders ahead of the need while reactive approaches are in response to
stakeholders’ action. Studies suggest that proactive approach is recommended as a project
manager can have more control over the project rather than a reactive approach when the
parties concerned take the initiative (Eskerod and Jepsen, 2013). Unique and crisis

information will also have to be planned in addition to the regular information required.

The stakeholder type and nature of the project can influence the communication approach and
method. Research has suggested vertical (top-down or bottom-up, upward or downward) and
horizontal methods (relating to line managers). Other proposed methods include the ‘push’,
‘pull’ and ‘interactive approaches’ (PMI, 2008; Eskerod and Jepsen; 2013). While the ‘push’
method relates to information forced on stakeholders, the ’pull’ methods are a choice of

stakeholders to access.

Also, stakeholders can be networked so that information may be received at the same time by
all stakeholders or only by selected stakeholders at a time. The approach of selective
distribution of information results in an impersonal or interpersonal type of communication.
A project manager may also use verbal and non-verbal communication methods. Body

language can be carefully read and addressed by the project manager.
25.2.9 Action and Evaluation

According to Yang (2010), action and evaluation are key factors for the proposed framework,
mainly for developed nations. The need for monitoring and control forms an important part of
project communication management, hence stakeholder management process (Bourne, 2005).
In the context of a project management, stakeholder management is planned at the project
feasibility and planning stages. A strategy/plan should be developed for each major factor
considered such as a pre-stakeholder plan, stakeholder identification plan, analysis, and
engagement plans. As the project progresses, the stakeholder management plans are
implemented as demanded at every project stage. It is however, necessary to track, review
and regulate the performance. As stated, project targets and stakeholders may change during

the project implementation, raising the need for monitoring and feedbacks reviews.
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Yang (2010) suggests implementing strategies, evaluating the stakeholder management
effects and stakeholder satisfaction with engagement as part of the stakeholder management
process. Monitoring and feedback become essential as project participants’ power and base
are not also static. It is equally necessary to assess the implementation effectiveness of all
strategies developed for the major factors (Mitchell et al., 1997; Olander and Landin, 2005).
Therefore, some theories reviewed by this study have suggested the need for implementation,
monitoring and feedback as a major factor to be considered (Olander, 2006; Lock, 2007;
Walker et al., 2008; PMI 2008).

2.6 Stakeholder Value

Project stakeholders are invaluable to the success of every construction project. Planning
construction projects using hard skills does not guarantee project success (Davis, 2014).
Eskerod and Jepsen (2013) opines that a project cannot be established, accomplished and the
benefits realised without carefully considering and dealing with the project stakeholders. The
assertion on project benefits’ realisation is as a result of the fact that a project can be affected,
influenced and impacted by project stakeholders. A convergent stakeholder theory attempts to
describe stakeholder actions and reaction to change. The change in stakeholders’ actions
requires project managers to endeavour to develop reciprocally trusting and cooperative

relationships with the interested parties.

Stakeholders’ value is further critical because the successful completion of project
deliverables and project objectives addressing stakeholder expectations is heavily dependent
upon relationship management skills (Cleland, 1999). In addition to managing stakeholders
need and expectations, stakeholders’ role, commitment and contribution in achieving
successful stakeholder management success and eventually project success cannot be
overemphasised. Stakeholders’ obvious connections with the project, support and cooperation

are vital for project success (Bourne and Walker, 2005).

Considering stakeholder value is critical to the success of stakeholder management, as power
attributes of stakeholders can influence the management process either positively or
negatively. Stakeholders’ negative influence on project development has led to project
managers’ loss of project control, hence leading to time and cost overruns (Olander and
Landin, 2005). Mitchell (1997) mentions Etzioni (1964) who suggests that the following

features of stakeholder attributes as summarised below are relevant to the salience theory's
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dynamism, providing a preliminary framework for understanding how stakeholders can gain

or lose salience to a firm's managers:

e Stakeholder attributes are variable, not a steady state.
o Stakeholder attributes are socially constructed, not an objective reality.

e Consciousness and wilful exercise may or may not be present.

Stakeholders with political support can influence the securing of project resources. When
resources are inadequate, the need arises to negotiate, and stakeholder value becomes evident
(Pinto, 2000; Bourne 2005). Crawford and Da Ros (2002) identified project success as
political and further argued the following regarding stakeholder value:

e There is a strong correlation between organisational politics and the acquisition of
project resources;

e The ability of the project manager to make efficient use of organisation politics
contributes significantly to project success; and

e The above arguments raised bring to bear the value of project stakeholders in

achieving project success.
2.7  Conclusion

From the literature review, it was identified that there are three major areas of consideration
under the stakeholder theory, namely the stakeholder concept, stakeholder definition and
stakeholder management. On the stakeholder concept, the literature reviewed posits that SRI
first introduced the stakeholder concept into the management domain in 1963. The attention
was for organisations to consider “groups without whose support an organisation will fail to
exist” (Freeman 2010, p.31). That suggests that in achieving construction projects success,
there are groups or individuals involved in the project team whose support is needed.
Moreover, stakeholder management became embedded in managers’ thinking and
management circles after the publication of Strategic Management: A Stakeholder Approach
(Freeman, 1984). Thus, the development of other theories in stakeholder management has
been founded on Freeman (1984) and the SRI (1963) stakeholder concept.

Regarding construction stakeholders, the research revealed that stakeholders had been
defined by a ‘connecting verb’, ‘influencing verb’ or a ‘defining adjective’. Most scholars

have referred to Freeman’s definition of stakeholders as individuals, groups or firms that can
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affect or are affected by a project or its outcome together with influence and impact.
However, other studies broadened the definitions to consider the power, legitimacy and
urgency of interested parties to influence the project outcome. Subsequently, stakeholder
types, the need for classification and prioritisation for the purpose of engagement have come

to the fore.

This study, therefore, defines construction project stakeholders as individuals, groups or
organisations who can affect/be affected, impact/be impacted or influence/be influenced by
projects’ outcome. The stakeholders considered for this study include the project clients,
project champion, project sponsor, project manager, supply chain members, designers,
contractors, subcontractors, suppliers, process and service providers, local community,
government establishments, traditional authorities, politicians, and statutory approval bodies.
The literature review further revealed several types of stakeholders’ classification and
prioritisation about stakeholders’ proximity to the project, interest, influence, commitment,

role, importance and power attributes.

Finally, this study placed emphasis on reviewing the literature on the existing stakeholder and
SM theories between 2000 and 2014. Fifteen models identified as useful to the study were
discussed. The research discovered that SM involves more than one key factor. It entails
systematically coordinating all factors related to project stakeholders to ensure successful
project delivery. The study found two construction SM models as incorporating most of the
factors identified in the others. The major factors identified are stakeholder identification,
assessment, classification, prioritisation, analysis, engagement/communication and
monitoring. However, the key factors and indicators are differently perceived by other
scholars. The two adopted models argue for pre-stakeholder factors though not as latent
constructs in holistic models. Again, these factors and the study areas focused on developed
countries, hence the recommendation and the need to consider a sustainable SM framework

for Ghana.
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CHAPTER THREE
GAPS IN STAKEHOLDER MANAGEMENT RESEARCH
3 Introduction

This chapter aims at addressing the gaps identified in the stakeholder theory and stakeholder
management process literature which were not examined as major factors (constructs) by the
existing stakeholder management frameworks, models and processes. It is worth mentioning
that some scholars suggest these factors as related factors (variables) by the existing
structures which were developed based on studies conducted in western developed countries.
This study identifies the gaps as research questions to be addressed since they have not been

fully answered or examined by previous scholars in the field.
3.1 Identified Gaps

In the literature reviewed the study identified both main and related factors as gaps which this
research seeks to fill. Addressing those gaps will be a contribution to the body of knowledge
in the construction stakeholder management area. The main factors (constructs) discovered as
gaps are pre-stakeholder’ implementation, monitoring, and feedback factors. Other factors are
identified as gaps but are related factors and are discussed as part of the study on developed
and developing countries, outlined as best practices and lessons learnt. This study deliberates
on the revealed gaps for the purpose of the development of a sustainable stakeholder

management process for developing countries.
3.2  Gaps in Sustainable Stakeholder Management Conceptual Framework

This study reviewed existing stakeholder theories which form the basis for stakeholder
management considerations. Though this research agrees to a large extent with stakeholders
identified in the literature, the literature primarily covered developed western nations such as
the UK, Finland and Australia as revealed in Chinyio and Olomolaiye (2010) and Yang
(2010). Construction projects’ delivery in developing countries such as Ghana is a major
government socio-economic intervention due to the role in economic development and a
measure of the success of the government (Ofori, 2012). As a result, this study carefully
considers stakeholders such as government representatives, politicians and the traditional

authority who have significant influence and are critical to the success of projects in
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developing countries. Since the stakeholder management process considers all the activities
related to stakeholders for a successful project delivery, stakeholders in developing countries
present a different approach to the stakeholder management process as compared with the

western developed nations.

This study reviewed more than fifteen existing stakeholder management frameworks and
models. Citing the Stakeholder Circle proposed by Bourne (2005) and the stakeholder
management frameworks by Yang (2010), Eskerod and Jepsen (2013), Aapaoja and
Haapasalo (2014) as examples, again the studies were focused on western developed nations
where project management is well developed. Construction project delivery and project
management development in developing countries, including Ghana, are certainly different
hence the major factors (constructs) cannot be the same. Also, the study reveals that
researchers consider stakeholder management as a project management soft skill (PMI, 2008;
Davis, 2014). The stance that stakeholder management is a soft skill suggests careful
consideration of the role of project management in project success and sustainable
stakeholder management process in developing countries. The reason is that the success of
construction projects is a fundamental issue for most governments, users and communities
(Gudiene et al., 2013).

Since the studies do not present an overview of the SM and project management approach in
developing countries, the relevance of the results and application cannot be consistent with
those of developing countries owing to the peculiarities (Aigbavboa, 2013). As stated, this
study therefore proposes the observed gaps from the reviewed frameworks as the new main
factors for the current study and the new conceptual framework. These primary constructs are
pre-stakeholder, conflict resolution, implementation, monitoring, and feedback. The main
constructs adopted are stakeholder identification, classification, prioritisation, analysis and
engagement. However, there are related factors (variables) of these constructs that the study
identifies which are peculiar to developing nations, including Ghana. The development of the
sustainable stakeholder management framework for Ghana addresses the identified gaps and

relevant factors.
3.3  Gap One: Considering Pre-stakeholder Identification Factor

This study finds it important to examine the reasons behind the differences in the major

factors (constructs) proposed for stakeholder management frameworks, processes and models
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in the developed nations. Also, the study attempts to explore the development of stakeholder
management process in Ghana, any gaps as a result of the differences in stakeholder groups

and the project development approach as pertains to the developed nations.

As stated, stakeholder management process is a soft project management skill (Davis, 2014).
This stance is augmented by the consideration of stakeholder management as project
communication management, one of the ten project management areas noted for a successful
project delivery (PMI, 2008). The objective of stakeholder management is to mobilise
stakeholders to contribute positively and more efficiently towards the success of a
construction project success. The goal calls for coordinating all activities related to project

stakeholders for successful project delivery (Eskerod and Jepsen, 2013).

According to Davis (2014), stakeholder management as a soft skill has become necessary
with the persistent reports of project failure in spite of all efforts to consider project
management hard skills regarding project time, cost and specification. Chen et al. (2012) and
Gudiene et al. (2013) also suggest the claim that success in construction projects is dependent
on the active organisation of multiple, specialised teams, each of which brings its ability,
experience, knowledge and skill towards completing the joint project. Thus, stakeholders can

contribute to the success of a project or otherwise, hence the need to manage stakeholders.

As revealed in the literature reviewed, all the studies agree on formal stakeholder
identification as a major factor. However, Elias et al. (2002), Yang (2010), Eskerod and
Jepsen (2013), Aapaoja and Haapasalo (2014) suggest the consideration of a factor or more
before the formal stakeholder identification factor. While Yang (2010) suggest pre-condition
of economic, cultural, legal and ethical considerations, Eskerod and Jepsen (2013) suggest a
review of all activities related to the stakeholder, including the project phases of formation
and planning. Aapaoja and Haapasalo (2014) argue for project definition and customer
constraints before the formal stakeholder identification. This together with suggestions by
Chen et al. (2012) and Gudiene et al. (2013) suggests that there are several activities related
to stakeholders that will ensure successful project management and eventually project
success. Research findings indicate that project scope often changes in developing countries
owing to poor project planning, the absence of design details, less consideration of
stakeholder expectations and needs, and the limited role of project managers and consultants
among others, influencing project stakeholders and project execution (GETFund Report,
2012; Eyiah-Botwe, 2015).
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The research findings further support pre-stakeholder activities such as project definition and
procurement systems as impacting stakeholder management success. A study conducted by
Ofori (2012) on critical success factors for project management in Ghana identified, among
others, effective communication, clarity of project purpose and goals, stakeholder
involvement and top management support which are stakeholder related. It is essential that at
the project formation and planning stages, project managers and team leaders carry out
excellent project feasibility studies, clarify project goals and objectives, and determine the
level of stakeholder involvement.

This study defines the pre-stakeholder identification factor as entailing all the project
management-related activities that are connected to stakeholders’ involvement and influences
that determine project participants. Also, stakeholder types, attributes and impact on project
success should be determined before the formal identification of stakeholders. As stakeholder
management aims at successful project delivery, the study examines stakeholder-related
activities that influence project participants, stakeholder management and eventually project
success. Yang (2010) has extensively reviewed previous studies conducted in the western
developed nations and found the need for preconditions suggests re-examining this factor for
developing countries. Therefore, the study considers four areas as established by literature

review as follows:

e Project formation and planning (Elias et al., 2002; Gudiene et al., 2013; Aapaoja and
Haapasalo 2014);

e Project stakeholder factor (Gudiene et al., 2013; Abubaker et al., 2009);

e Procurement method adopted (PMI, 2008; Rwelamila, 2010); and

e Stakeholder education (Eyiah-Botwe, 2015).

331 Project Formation and Planning

Every project has different phases which together define the project lifecycle. The steps may
include project formation (inception), planning, execution, and close down of the project.
Having the project formation and planning well conducted is critical for a successful project
and management of project participants (Fewings, 2005). The client representative prepares a
business case or project execution plan at the project formation or inception stage and
evaluates after appointing the design professionals to carry out a feasibility study. Other
literature suggests the development of a project charter at the initial project stage which
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stipulates the business case and conducts a feasibility study as a pre-project phase (PMI,
2013). This study considers several options including project scope, design team, project
benefits, needs and constraints (Fewings, 2005; Eskerod and Jepsen, 2013; Aapaoja and
Haapasalo, 2014).

A well-considered project formation and planning stages will consider and decide on the
project needs, benefits, scope, team, constraints, and targets in addition to establishing key
stakeholders’ (Eskerod and Jepsen, 2013). Furthermore, the study outlines the project aims
and objectives as well as the human resource plan. Razali and Anwar (2011) state that the
central determination at any project commencement are the project objectives and customer
needs. Having adequate project feasibility reveals the apparent conflicts and challenges to be
encountered, the necessary planning to mitigate and project stakeholders to be consulted.
Thus it is essential to have the following related factors well addressed at the project
formation and feasibility stages to avoid late changes which affect the stakeholder

identification process:

e an adequate project feasibility study,

e clear stated project objectives,

o well-defined project scope,

e very detailed design,

e outlined stakeholders’ needs and expectations and

e what constitutes stakeholder satisfaction

These factors together assist in preparing a project management plan that identifies project
participants, their needs and expectations for the project or its outcome. As part of the
feasibility study, the project manager prepares and defines the project for execution.
According to Aapaoja and Haapasalo (2014) and illustrated in Figure 3.1, defining the project
purpose and customer constraints should be the first key factor for consideration. However,
the model (Figure 3.1) is not holistic as it considers only the aspects of stakeholder

identification and classification.
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Figure 3.1: Framework for Stakeholder Identification and Classification
(Source: Aapaoja and Haapasalo, 2014)
3311 Project Definition

According to Fageha and Aibinu (2012) project definition refers to defining and preparing a
project for execution and aims at deciding on whether to proceed with the project or not. An
incomplete scope definition in the initial stages of a project’s life cycle is a common source
of tension in the construction project development (Fageha and Aibinu, 2012). Stating the
project mission and objectives clearly are part of the project definition. That is supported by
Ofori (2012). Also, Pinto and Slevin's (1987) ten project success factors posited include
project mission (clear definition of goals and direction), top management support (making
available resources, authority and power for implementation) and schedule and plans
(detailed design specification). Similarly, the Audit Report on GETFund Project (2013) in

Ghana mentions initiation, planning, implementation, as well as the procedure for managing
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project scope, time and budget, and concluded that project failure is partly due to poor project
initiating and planning. According to Gibson et al. (2006), project definition provides
sufficient information that is required to identify the work to be performed and avoiding
fundamental changes that impact negatively on project performance. The information from

the project scope definition can lessen the likelihood of cost overrun.

Fageha and Aibinu (2012) assert that poor project planning and poor scope definition can
result in expensive changes, delays, rework, cost overruns, schedule overruns, and project
failure. Scope changes are the product of uncertainties at early stages and lead to the
inclusion of new project stakeholders with different needs and expectations. Stakeholder
consideration is crucial for public projects where the community is mostly the beneficiary.
Right project formulation and pre- project planning can lead to saving up to 20% in costs and
39% of the schedule in facilities projects (Cho & Gibson, 2001). An adequate feasibility
study with clearly stated project objectives and stakeholder needs is crucial for a successful

stakeholder management process, project execution and outcome.
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Figure 3.2: Formulating of project scope definition practice
(Source: Fageha and Aibinu, 2012)
3.3.1.2 Project Responsibility and Role

Harris and McCaffer (2013) opine that construction project management should focus on
achieving a unique solution by contracting stakeholders to undertake precise project functions
and duties. Well outlined roles and responsibilities aid in stakeholders’ identification. Wang

et al. (2006) suggest that roles determine the four key stakeholders. However, studies suggest

www.manaraa.com



that having a project well planned will not guarantee a project’s success. Achieving project
management success and benefits leads to attaining project success (Anderson, 2008).
According to the PMI (2013), project success entails the achievement of time, cost and

quality targets but more importantly, meeting stakeholders’ need and satisfaction.

A good project strategy is necessary which will consider the efficient management of tasks
and project participants. Therefore, project realisation requires an individual with the
responsibility to achieve the project objectives. Project managers are appointed with the sole
responsibility of managing project human resources and project participants to meet the
project objectives. A project manager’s competence is a critical factor for affecting the
project’s planning and implementation (Gudiene et al., 2013). Thus, a project manager’s

leadership, organizational and coordinating skills, experience, authority and trust are critical.

A study in Ghana on construction delays identified the underestimation of the costs, time, the
complexity of projects, inadequate supervision and professional management as among the
top ten factors (Fugar and Agyakwah-Baah, 2010). These factors are planning and project
manager related. Thus, the project leader element becomes a significant aspect of stakeholder

and project management success.
3.3.2 Project Stakeholder Factor

Project managers’ role is important as their primary task is to ensure that they deliver projects
successfully. However, successful stakeholder management and project success require
coordinating all the activities related to all stakeholders to ensure project success. Morris and
Hough (1987) assert that project success is dependent upon the multiple project stakeholders
involved in a project and their perceptions of success. Studies suggest that project success has
moved from scrutinising the technical aspects to consider its relationship to the client
organisation, the project manager or project team (Davis, 2014). An effective project
management plan creates communication channels, among others. Ofori (2012) asserts
effective communication and stakeholder involvement as critical for project management
success. Research states that an active communication between project managers and owners
result in project success (Muller, 2003; Turner et al., 2009). Likewise, Davis (2014) argues
for stakeholders’ direct involvement in determining the stakeholder role in project success.

Project stakeholders; project managers, project team, client, contractor, users, customer,
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project sponsor or owner are more considered as the key stakeholders. This study, therefore,

examines the PM factor in ensuring SM success.
3321 The Project Manager-Related Factors

The project manager (PM) or team leader is the lead person with the assigned responsibility
of completing the project and achieving the three primary project objectives, namely time,
cost and performance (Lock, 2007). Considering project success to include meeting
stakeholders need and satisfaction, PM must coordinate activities related to the stakeholders
for project success. According to the PMI (2008), the PM is the person responsible for the
overall success of the project. Newton (2012) states that successful project management is
ultimately about effective communication and people management and not the mechanical or
methodological aspects. Gudiene et al. (2013) explored the critical success factors for the
development a project management success model. They identified PM-related factors as one
of the essential groups. Lewis (2002) further argues that the PM’s responsibility is to
facilitate the planning, scheduling and controlling of all activities to achieve the project’s
objective with all stakeholders involved. Project success can be realised through the proper
performance of PM involved in the project (Gudiene et al., 2013). Likewise, Bourne (2005)
asserts that the level of PM’s knowledge, skill and experience can influence project success.
A PM must not only be mindful of stakeholder consideration but planned documentation of
processes and controls. The PM should possess the right skills to build the current project

team.

In Ghana and in many developing countries, the architect is the team leader who acts as the
project manager. It is necessary to examine whether architects as team leaders have formal
knowledge in project management. Morris (2004) discusses how useful formal knowledge of
project management is in achieving successful project outcomes and concludes that
information is different from knowledge. Competence is the ability to perform in an efficient
and consistent manner and requires a blend of relevant formal knowledge, skills and
behaviours. Project managers should have expertise and knowledge to function effectively
(PMI, 2008). Likewise, it is an essential factor which affects a project’s planning and
implementation. The other factors related to the sound performance of a project manager are
leadership, organisational and coordinating skills, experience, authority and trust (Gudiene et
al., 2013). This research, therefore, explores the impact of project managers’ competence,

knowledge and their influence on the successful stakeholder management process in Ghana.
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This study identifies the absence of project management as a degree course in the Ghanaian
universities until recently as having impacted or PMs competence. Project management is
part of the professional practice at the postgraduate level for students of architecture. It is not
strange that some architects who are team leaders do not have formal knowledge in project
management. Project management skills have been developed through experience working
with professional bodies and firms and, in recent times, attending project management
training by chartered project managers. Project managers with formal knowledge in best
practice and competency through the practice of stakeholder management as a soft project

management skill are likely to perform better and achieve project success.

In addition to competence and knowledge, leadership plays a significant role in a successful
stakeholder management process and eventually project delivery. According to Fewings
(2005), the Construction Clients Forum (2002) mentions the provision of leadership as one of
the seven essential considerations in considering construction investment. The project
manager who manages both the client and other stakeholders must provide the right
leadership role. Also in the construction sector, there are breaches in professional ethics due
to competition and the absence of regulatory bodies in some instances (Bowen et al., 2007;
Ofori, 2015). However, managing project team members is different from providing
leadership as the literature suggests that all managers are not necessarily leaders. Managers’
primary responsibility is to plan, organise, control and monitor policies and strategies using
administrative structures. On the other hand, managers exercise authority based on position to
accomplish the task, lead rather than appeal to team members’ values and behaviour for
support and exhibit an enhanced commitment to an active relationship. Also, project
managers have a responsibility through effective leadership to motivate project participants
for enhanced output and the achievement of project objectives (Maylor, 2003).

It is inappropriate to perceive leadership as issuing instructions to team members based on
project managers’ authority but the subtle working towards gaining project teams’ support.
Leadership is about communicating the vision to the construction project participants and
inspiring them for enhanced performance. Good leaders employ influence in the absence of
direct authority. Fewings (2005) states that leadership means building and encouraging teams
to understand and deliver project ideas, with team members making a profit on the project

and greater value being achieved through collaboration.

Additionally, O’Neil (2000) argues that effective leadership is about:
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e providing meaning and purpose,

e focusing on the right things to do,

e getting others to do what you want,

e motivating people towards getting things done willingly, and

e enabling others to take responsibility.

Project managers’ leadership skills, therefore, influence stakeholders’ behaviour and a
successful stakeholder management process. According to Morris (1994), projects require a
high standard of leadership, people with strong drive and ability to lead those involved to
accept project goals and work towards achieving them. According to the PMI (2008),
successful projects require strong leadership throughout all phases of the project. Since
projects have several participants, PM should, through excellent interpersonal relationship
skills, motivate project participants and exploit their strength to realise project set objectives.
Project managers ought to be leaders not only by a traits’ approach but through a desire to
develop skills and style through learning. Project managers must demonstrate better
interpersonal relationships through leadership, impact and right judgement for successful
project realisation.

The team leaders’ leadership style will determine the level of project success. As a result,
managers should not focus on managerial function and ignore the bigger picture of
sociological, physiological and political behaviour which requires effective leadership
(Elmualim, 2010). Studies suggest there are the different leadership styles including the

following:

e autocratic versus democratic,
e directive versus participative, and

e decisiveness versus harmony (Wood, 1997; Fewings, 2005)

Elmualim (2010) mentions five main clusters of theories on leadership. The contingency
theory suggests that leaders take reactive reaction and that the decision is dependent on the
situation or context. Transformational theory focuses on the project vision and effective
communication based on the manager's personal qualities. Transactional theory considers
influencing participants’ attitudes and behaviour using a reward system. The distributed
theory examines the interdependence and coordination of the new group as requiring

distributed leadership practice. Project managers must be leaders with vision and ready to
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impact knowledge (Chan and Cooper, 2007). They must also be honest, reliable and
trustworthy (George et al., 2007). This study, therefore, explores the influence of the
following:

e Project manager’s competence,

e Project manager’s leadership skills,

e Project manager’s knowledge,

e Project manager’s decision-making ability and

e Project team’s experience in the stakeholder management process.
3.3.2.2 Other Stakeholder Factors

Several project participants are involved in a construction project delivery. These include the
construction clients, project users, the supply chain members, financial supporters, and the
community/public (Oyegoke, 2010). The individuals, and groups affect or are affected by
project outcome (Freeman, 1984). The scale of the project when large has the likelihood of
increased number of participants who asserts to have stake or some right (Carroll, 1989) and
legitimate interest (Donaldson and Preston, 1995). Mok et al. (2015) opine that for mega-
scale projects, project participants exhibit diverse cultural and social backgrounds. The new
team formed may be working together for the first time, hence with different experiences.
The previous team experience of the stakeholder impacts on the stakeholder management
process owing to work and regional cultures. Changes in project scope may be caused by
interested parties and can cause significant disruption to the project. The adverse effect is the

main reason why project stakeholders’ involvement in similar projects is of importance.
3.3.3 Procurement System and Stakeholder Management

The procurement approach adopted for a construction project influences the project
stakeholder type and project stakeholder management. Procurement entails the method of
tendering and contracting between the client and the supply chain (Fewings, 2005). Managing
project procurement should be a process. The PMI (2008) advocates for project procurement

management as a process entailing the following:

e plan procurements (identify project needs that must be met by the project team),

e conduct procurements (the process of obtaining bids and award of the contract),
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e administer procurements (managing procurement relationships and monitoring
contract performance), and

e close procurements (completion of procurement requirements).

Complex projects can involve managing several contracts or subcontracts with different

stakeholders and relationships at the same time influencing SM involved and project success.

Construction procurement remains a key factor to project success. Rwelamila (2010) argues
for early consideration of the building procurement system if the project is to be delivered
successfully since it determines the project stakeholders. Positive stakeholder management
means that the project procurement approach needs early attention. Love et al. (2002) opine
that the procurement method assigns specific responsibilities and authorities to the
participants. The approach in procuring the project shapes the relationships between the
different elements of construction in a project and establishes contractual frameworks that
determines the nature of relationships for the period of stakeholders’ interaction (Oyegoke et
al., 2009).

Rwelamila (2010) defines construction procurement systems (CPS) as an organisational
structure that defines and describes individual roles and responsibilities. Also, it includes
stakeholders’ relationships, the sequence of activities and timing of events required to
provide the facility, practices and techniques of management used. In fact, research suggests
that the choice of a procurement system should proceed development of a project brief as the
CPS decides who should be involved the development of the brief (Latham, 1994,
Rwelamila, 2010). The procurement system defines the stakeholders’ roles and creates social
relationships, power structure, individual responsibilities, the sequence of activities practices
and techniques of management (Newcombe, 1996: Rwelamila, 2010). A choice of CPS and a
good project manager will be required to build the project team to deliver the client and
project objectives. The selection of the right CPS will lead to a successful stakeholder
management and eventually project success. Studies have suggested the following as CPS

classifications:

e Separated or traditional,
e Integrated, design and build,
e Management orientated systems, management contracting, and

e Construction management (C1OB, Code of practice, Rwelamila, 2010)
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The main differences are related to the sharing of responsibility, risk and authority. The
different CPSs imply that stakeholders involved have different responsibilities, interests and

influence on the project as well as an impact on project organisation and sequence.
3.3.3.1 Impact of Separated System

The separated system is the choice mostly used in Ghana. The separated system mainly refers
to the traditional method. The main characteristic is the separation of design and construction
responsibilities. Irrespective of the methods under this system, the two roles remain
separated. The conventional methods or routes are the two-stage selective which involves
either open or restricted tendering, the negotiated tendering or the cost reimbursable
contracts. While there is enough time for the project manager with competent skills and
knowledge to identify stakeholders, there is weak contractor collaboration and client
involvement in the design stage. Also, the absence of all stakeholders’ involvement implies

some needs are not considered (Rwelamila, 2010).
3.3.3.2 Impact of Integrated System

These include design and build, package deals, turn keys and develop and construct. Project
delivery responsibility regarding the design and construction are combined. The literature
recommends the integrated system for speed of mobilisation, early involvement of all
stakeholders and single point of responsibility. The integrated approach enhances stakeholder
management as almost all project team members participate from the project onset. Late
scope changes are avoided, hence new stakeholder involvement at a later stage is prevented.
Interested parties’ identification is much easier due to the single point responsibility
employed. Moreover, as the designers and contractors work as a team, it is simpler to assess

the impact of the environment and identify all stakeholders.
3.3.3. Impact of Management System

The different methods of the management system approach include management contracting,
construction management, design, and management. This system, unlike the integrated
system, does not encourage designer and contractor collaboration. The risk allocation and
responsibility require for flexibility in the stakeholder management process as time, cost and

specifications can vary. The impact on stakeholder management process is more negative
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than positive. However, for public projects, the choice of the CPS may be entirely decided by

the construction client based on the priorities and developers’ objectives.

The Public Procurement Act PPA, Act 663 rather considers methods than systems or
approaches, hence outlines the competitive, restricted and sole sourcing as the procurement
practices for consideration. This procurement approach justifies the different stakeholder
management processes between the western developed countries and some developing
countries, including Ghana. Separated, integrated and management-oriented systems define
the structure, stakeholders involved, needs, interaction and contractual framework (Ren et al.,
2012). The PPA, Act 663 approves the use of any of the three; the emphasis is on an open
competitive method using the separated system (traditional) method with a two-stage

competitive open or selective tendering route. The key challenges are the following:

e Identifying stakeholders involved a stage of stakeholder involvement, and

e Maintaining a set of project participants for the same or similar project.

Nguyen et al. (2009) argue projects have diverse stakeholders with interest and needs and
rigorous management for project success, This, however, appears not to be supported by the
traditional procurement approach as stakeholders’ involvement could be after the tender stage
and coming with their project needs and expectations. For each project, one CPS may be
better and produce a better result than the others, but one particular approach cannot be
considered to be the best. Pinto (2007) asserts that CPS impacts on the stakeholder
management process and continues to outline six areas for consideration when analysing the

influence of CPS on stakeholder management process as follows:

e Identifying project stakeholders,

e Assessing the environment,

¢ Identifying the goals of the principal stakeholders,
e Assessing clients’ capabilities,

e Developing solutions, and

e Testing and refining solutions.

Analysing each procurement approach by considering these areas will affect initial decisions
differently, hence stakeholders and stakeholder management. A procurement plan can be a

constraint; hence it needs careful attention as argued by some scholars and more especially
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for developing countries like Ghana. It is the trend that new governments when they are
inaugurated, upon coming to power review project procurement and in some instances, cancel
already awarded projects. Also, it is a common practice that new political governments make
changes in stakeholder representation in the project development process, affecting the entire

stakeholder management process when elected to power.
3.4  Gap Two: Implementation, Monitoring and Feedback Factor

This study combines implementation, monitoring and feedback consideration as one
significant factor. The literature review of the existing theoretical models developed in the
western nations measured evaluation or monitoring. This study examines the reason for its
non-consideration as a key factor but rather related factors. Again, though frameworks
reviewed suggest how monitoring and feedback should be of concern to project managers,
they failed to highlight its impact on the stakeholder management success.

This study opted for caption, implementation, monitoring and feedback as against control to
emphasise the need for the full implementation of stakeholder management plans or strategies
developed as the output of each key process/factor. The research considers outputs from pre-
stakeholder identification, stakeholder identification, classification, prioritisation, and
stakeholder analysis as identified in the reviewed frameworks. Also, project managers should
fully implement stakeholder engagement, conflict analysis, critical challenges, success factors
and any other agreed on plans. The PMI (2008) mentions the need for a project management
plan that integrates all planning outputs. This research examines the implementation as the
input, monitoring the process and feedback as the output. Monitoring and feedback become
the control system. Fewings (2005) suggests that the monitoring system is critical to the
health of the process and should influence the overall planning process. Other studies have
not combined the three.

34.1 Implementation of Developed Plans/Strategies

The study discusses the full implementation of plans and strategies by the team leader/
project manager as outputs from factors considered. Project implementation is a critical task
even after careful planning and development. Similarly, the stakeholder management process
can be a peculiar function after the development of all the strategies. The reasons include the
reality of unforeseen events, environmental challenges and changes in stakeholder attitude at

the operational levels during the project execution process. In developing countries where
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project resources are inadequate, coupled with human activities dominating the project
implementation processes, the full implementation of decisions to meet stakeholder needs can

be challenging.

Newcombe (2003) argues that team and project leaders have the tendency to satisfy
construction clients only. Research also suggests that stakeholder perceptions of their
contributions to a project determine their attitudes (Eskerod and Jepsen, 2013). The argument
suggests that failure by project managers to fully implement decisions as agreed or perceived
by stakeholders will influence stakeholder participation in the process. Karlsen (2002)
suggests the need to develop strategies and follow up its implementation. There should be a
clear policy that indicates an active management of the stakeholders during the process.
According to Olander (2006), a decision to implement stakeholder management strategies can
be followed up with additional guidelines, action plans, procedures and allocation of
supporting resources to make stakeholder management an ongoing activity. Project
stakeholder management processes consist of executing the management functions of
planning, organising, motivating, directing and controlling the resources used to cope with
strategies from stakeholders (Cleland, 1999; Olander, 2006). As part of leading the project
management process, the project manager has two main tasks, namely predicting stakeholder
behaviour and implementing stakeholder management strategy. According to Cleland (1999)

project managers should:

e ensure that the key managers fully appreciate the potential impact that both supportive
and opposition stakeholders can have on the project process;

e manage the project review meetings to incorporate stakeholder views an integral part
of determining the status of the project;

e maintain contact with the major external stakeholders to improve the chances of
identifying the stakeholder’ project perception and their probable strategies;

e ensure an explicit evaluation of probable stakeholder response to major project
decisions;

e provide an ongoing, up-to-date report on stakeholder position for managers and
professionals to use in evolving and implementing project plans; and

e Provide ideal safety systems to protect sensitive project information that might be

utilised by opposition stakeholders to the detriment of the project.

89

www.manaraa.com



The key issues raised agree with the suggestion to develop a management plan (PMI, 2008).
Though the two key frameworks; Yang (2010) and Aapaoja and Haapasalo (2014) adopted
for this study failed to include implementation in their models for the studies conducted in the
developed nations, this study found it useful adding it to monitoring and feedback as a

construct.
3.4.2 Monitoring Stakeholder Management

Monitoring stakeholder management (SM) implementation entails an ongoing process aimed
at assessing the implementation of the plans and strategies that constitute the entire SM. Also
as part of the monitoring, there is a tracking of those day-to-day events and deliverables
necessary for achieving SM success through data collection and reviews. The PMI (2008)
suggests that monitoring should include collecting project performance data on plans,
producing performance measurements and reporting on the information. Monitoring is a vital
part of project management, usually developed to guard against non-compliance during the
project execution stage. Stakeholder management equally adopts monitoring to assess the

impact of implemented strategies and plans in the management process.
3.4.2.1 Monitoring Objectives

Stakeholder management plan is typically developed at the project formation and planning
stage. After the development of the SM plan, the project team at the initial stages of project
definition and planning must agree on the type, plan and frequency of data collection. Also,
the project stakeholders should agree on the analysis to be undertaken for monitoring
performance. Through the analysis, problems may be identified in the early stages and
corrective action implemented. The primary aim of stakeholder management in construction
project development is to gain stakeholder support in project implementation so that the
project activities will be issue driven rather than stakeholder (Jergeas et al., 2000; Mok et al.,
2015). Construction project implementation in developing countries requires a stakeholder
identification process at every stage as well as a review of the stakeholder management.
Since SMP is usually developed during the project formation and planning stage there is the

need for reconsideration due to the following reasons:

e New project participants become involved as the project progresses;

e Stakeholder expectations and interests may change (Eskerod and Jepsen, 2013);
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e Changes in stakeholder power and influence due to coalitions formed (Olanden,
2006); and

e Project scope changes, affecting project resources (Eyiah-Botwe, 2015).

There is, therefore, the need to review the stakeholder management plan as there may be

problems related to stakeholders during the project implementation phase.
3.4.2.2 Monitoring Stakeholders Outcome

Eskerod and Jepsen (2013) refer to studies as suggesting a review of the stakeholder
management plan at project meetings and stage gates (Mikkelsen and Riis, 2003; Vaagaasar,
2006). Moreover, research suggests that stakeholder attitudes are not static during project
implementation, hence monitoring and controlling the SM is vital and may lead to the
following:

e Reviewing performance and targets against performance baseline;
e Controlling changes and recommendation of preventive actions;

e Giving attention to areas and stakeholders that require attention;

e Managing the implementation of plans and strategies; and

¢ Influencing factors that can cause undesirable changes.
According to Sampietro (2016), monitoring SM process also leads to the following:

e The identification of new stakeholders;
e Re-evaluation of the importance of specific stakeholders; and

e Assessment of the effectiveness of the stakeholder management strategies.
3.4.2.3 Usefulness of Stakeholder Management Monitoring

Scholars in construction stakeholder management have cited the model developed by Karlsen
(2002). Aaltonen (2011), Jepsen and Eskerod (2009) have both mentioned that process in the
development of their models. The model outlines six steps, including defining objectives,
resources and operational details; identifying stakeholders; evaluating their interests and
impacts; reporting evaluation results; formulating stakeholder management strategies; and

monitoring effectiveness. Additionally, Mok et al. (2015) suggest stakeholder identification,
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analysis, strategy development and performance control as critical factors for SM success in

relation to mega construction projects delivery globally.

Though the construction stakeholder management framework developed by Yang (2010) for
developed nations is the principal framework adopted for this study, the research finds the
Karlsen (2002) theory as particularly appropriate for developing countries. The reasons
include the identification of project definition and monitoring of performance as ineffective
in project management in Ghana (Williams, 2015). The project stakeholder management
includes executing the management functions. According to Mok et al. (2015) and Cleland
(1999), these functions are planning, organising, motivating, leading and controlling the
project resources to align with strategies from stakeholders. Consequently, monitoring of
implementation entails directing and controlling the management process. Sustainable and
SM for developing countries require the monitoring of the stakeholder management plan
implementation for performance review and giving attention to stakeholder needs and

negative influences arising during the process.
3.4.3 Feedback on Stakeholder Management

Feedback refers to data on the performance of a task which serves as a basis for
improvement. Feedback on stakeholder management (SM) entails gathering information on
the implementation of the strategies outlined in the SM plan. Consequently, there will be a
change or control of the process. Stakeholder feedback is a tool employed for appraising SM
to determine the needed adjustment and have the process back on track. Feedback control is
critical to the health of SM success, and the project hence should influence the project
planning process (Fewings, 2005). Stakeholder feedback can be deployed for SM evaluation
and to determine what adjustments are needed to get the SM back on track and achieve

success.
3431 Types of Feedback

Feedback may be positive or negative, depending on how well the performance of the task is
as influenced by several factors, including external environment factors identified in this
study as critical challenges (Fewings, 2005). A major factor that leads to negative feedback is
poor planning of the stakeholder management plan. Changes in stakeholder position,
commitment, and attitude due to changes in expectation and needs also require consideration.

Feedback is positive if the appraisal meets the baseline performance criteria set at the project
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planning stage, implying that stakeholders have remained committed and proponents of the
stakeholder management objectives. The biggest problem with feedback control is the time
required to measure an output and take corrective action to avoid feedback becoming reactive
(Eskerod and Jepsen, 2013).

Studies also suggest that a control system can be feedback or feed forward (Fewings, 2005).
While a feedback control system considers monitoring performance of set targets, identifying

gaps and instituting corrective actions, a feed forward control system considers

e regular events, advance meetings ahead to discuss issues related to meeting objectives
and stakeholders;
e taking a proactive approach that is reactive to avoid mitigation; and

e reviewing proper appraisal of feedback, among others.
3.4.3.2 Outcome of Feedback

Positive or negative feedback is an assessment result of overall satisfaction with the
stakeholder relationship employed (Strong et al., 2001; Olander, 2006). A satisfaction model
developed by Strong et al. (2001) suggests the need for feedback to determine expected and
actual information that was implemented. Satisfaction with the information and outcome will

lead to overall SM success and stakeholder satisfaction.

How well stakeholders fare is critical to achieving project results. Most attention has been on
the front-end analysis with little or no consideration for the performance management.
Project managers can arrange for stakeholders’ feedback for evaluating stakeholder
management to determine what adjustments are needed to get back on track. Existing
frameworks fail to include implementation, monitoring and feedback together in a holistic

model.

The stakeholder models reviewed for this study identified the need for feedback; however, as
an indicator variable (Olander, 2006; Bal et al., 2013) while Yang (2010) posits evaluation
and continuous support, and the PMI (2008) mentions report performance. Scholars have
suggested the need for tools for feedback collection. Among the proposed tools are emails,
online services, project social media platforms and report cards (PMI, 2008; Jepsen and
Eskerod, 2013). Feedback request must be simple, precise and easy for stakeholders to have

an interest in responding. Project managers should follow up a feedback request from project
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participants. Stakeholders' time is valuable, hence stakeholder consultation for feedback
should be efficient as possible. The need for comments in the form of a report performance

or evaluation with proper documentation cannot be overemphasised.
3.5  Gap Three: Conflict Management/Resolution

Conflict resolution and management are used interchangably as synonyms by different
authors. While conflict resolution aims at finding an end to a conflict, management of the
conflict reduces its negative impact. Thus, the study evaluates the influence of reducing the
negative impact or eliminating conflict for enhanced SM. The study identified another aspect
of stakeholder engagement in addressing needs, expectations and differences as relating to
conflict and resolution. According to Aapaoja and Haapasalo (2014), each project participant
has specific requirements with respect to the project, thereby creating fundamental conflicts
with others. Also, is the many functions versus the inadequate funding (Aapaoja and
Haapasalo, 2014). Other studies support that assertion suggesting that conflicts are at the root
of most project management challenges (Olander, 2007), happening at both the strategic
level (e.g. setting project objectives) and at the tactical level (e.g. change management)
(Olander, 2007; Aapaoja and Haapasalo, 2014).

Conflicts in the project environment cannot be avoided but can be managed (PMI, 2008).
Moura and Teixeira (2010) state that conflict is a fact of life. The nature of project
development, the scarce resources and the several stakeholders involved are major causes of
project disputes (Moura and Teixeira, 2010). As mentioned, the diverse stakeholders with
different cultural, social practices and interests inevitably raise conflicts. Studies have
shown that conflicts have been a major setback in project development and account for major

project failure (Newcombe, 2003).

Also, negative stakeholder attitudes and stakeholder opposition can severely obstruct project
implementation and SM success (Olander and Landin, 2005). The negative stakeholder
influence on the Lund, Sweden railroad project and a 60-apartments housing project caused a
delay for over six years. Olander and Landin (2005) identified that project stakeholders
influenced the project beyond the project manager’s control, resulting in time, cost overruns

and bad media publicity.

Furthermore Aapaoja and Haapasalo (2014) assert that challenges due to collaboration and

the confrontational nature of construction stem from the culture and habit differences
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between team members and other stakeholders. The outcome of such conflicts are disrespect,
mistrust, and rivalry among the project partcipants and these must be overcome (Dietrich et
al, 2010). That is resolved by evolving and maintaining teamwork and stakeholder
management during the project development (Dietrich et al, 2010; Aapaoja and Haapasalo,
2014). Managing conflict is vital as stakeholder management is about managing the

relationship between the project and stakeholders

To address project conflicts, a project manager must realise that conflict is natural and
requires transparency, focus and openness on the part of the project manager in resolving.
Also, the project managers’ leadership skills in predetermining conflicts and the possible
types are essential. Stakeholders or parties involved in the conflict should show a willingness
to resolve the differences. Conflicts may be addressed through analysis by identifying the
type and cause. The types may include open conflict, hidden, latent, between two parties,
individuals or more. Conflicts may arise when there are differences in objectives, interest,
values, facts and personalities (Moura and Teixeira, 2010). Some of the known conflict

resolution approaches are dialogue, negotiation, mediation and conciliation and arbitration.
3.6  Conclusion

The study set out to discuss the gaps identified in the existing stakeholder management
literature reviewed. The SM frameworks and models had been developed from studies
conducted in mainly developed western nations influenced by the construction industry
practices and stakeholder types and to be assessed if they are appropriate for Ghana as a
developing country. It deduced that project environmental factors prevailing in Ghana as a
developing country differ from those of the western developed countries. Also, literature
suggests that poor project planning, development and stakeholders’ role have been a factor
responsible for project failure in Ghana. In addition, this research examined the need for the
identified gaps to be included in the proposed holistic sustainable stakeholder management

framework for public-sector construction projects in Ghana.

Firstly, the research identified pre-stakeholder activities as having influence on SM success.
Also, the project formation, planning, implementation, monitoring and feedback on
stakeholder management plan are sub-factors that influence pre-stakeholder acivities.
Considering pre-stakeholder activities for SM success is supported by studies’ outcome that

stakeholder management plans entail all the plans and strategies which are the output of the

95

www.manaraa.com



key factors related to stakeholder management success. However, the stakeholder plan is
usually developed at the project planning stage and implemented during the project execution
phase. During the project formation and planning stages, many stakeholders’ interest are not
taking into consideration and scope changes occur, hence the difficulty in achieving

stakeholder satisfaction as a measure of SM success.

Also, the project managers’ competence, leadership and experience in project and stakeholder
management suggest the need for careful consideration as designers and team leaders are
made project managers, not necessarily with knowledge and experience in project
management. It must be mentioned that the discussion emphasised the role of the different
procurement systems and the impact on the stakeholders and SM factors to be considered.
Thus a pre-stakeholder identification factor that considers project definition, project
managers factor, education and procurement system employed requires careful consideration
for SM success. Project success centres on meeting stakeholders’ needs and satisfaction
which is an output of SM success. The best approach to meeting stakeholder needs is
considering stakeholders during the project formation and planning stage and repeating the

process through the different phases.

Secondly, this study discussed the role of implementation, monitoring and feedback as key
factor for SM success and project delivery. Though other studies have mentioned evaluation
or monitoring as key factors, this study discussed implementation, monitoring and feedback
as a collective major factor for sustainable stakeholder management. The study revealed that
stakeholder type and composition differ at different project phases. Also, stakeholder interest
and needs are not static and change with time. Furthermore, stakeholder power attributes may
vary and the support base increased, hence the need to monitor stakeholder influence at
different stages of project implementation for changes in their commitment, interest and

expectations.

On implementation, there is the need for full implementation of the stakeholder management
plan, review and control of developments. Also, proactive response to changes in expected
and actual satisfaction of stakeholders is a prerequisite for SM success. In chapter two this
study discussed the adopted model which for studies suggest that each of the key factors,
namely stakeholder identification, classification, prioritistion, analysis, communication and

evaluation strategic plan must be fully implemented.
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Thirdly, the thesis discussed conflict resolution/management factor as a gap in SM literature.
It found that there is conflict emanating from the different stakeholder interests and project
objectives. Also conflicts arise from the different cultures and work ethics. The conflicts need
to be resolved or their influence minimised for SM success, both at the project planning and
implementation stages. It is believed that by considering pre-stakeholder identification
factors, conflict resolution, implementation, monitoring and feedback, sustainable SM
success can be achieved. This will be characterised by excellent communication, continuous
key stakeholders support, promotion of good relationships and trust, reduced conflicts; and
improved stakeholder collaboration. These when achieved will lead to project success:
reduced project time and cost, increased quality, stakeholder profit, socio-economic benefit,

and the achievment of stakeholder satisfaction and needs.

There is a huge demand for infrastructure development in Ghana as a developing nation for
socio-economic growth. Hence all the need for SM and project delivery success. Success
should be considered with the emphasis on project success as meeting stakeholder needs and

satisfaction asserts the need for sustainable SM implementation.
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CHAPTER FOUR

STAKEHOLDER MANAGEMENT AND CONSTRUCTION PROJECT DELIVERY
IN DEVELOPED COUNTRIES

4 Introduction

The earlier literature reviewed discussed the stakeholder, stakeholder management theory,
and the gaps identified from the literature. Having deliberated on the SM frameworks and
processes, key and related factors in general, this chapter focuses on the SM processes
employed in the construction industries of selected developed countries. The aim is to
identify the construction industry practices, the SM process used and the influence on
construction project delivery. The study will further discuss the SM key factors, related
factors, principles, challenges and critical success factors for the implementation of the SM
process and the impact on successful construction project delivery. The role of government
policies, education and professional bodies’ embracement will be useful. The lessons learnt,
gaps identified and best practices will serve as a guide in the development of a successful SM
framework for the construction industry in developing nations and in particular for Ghana’s

public-sector projects.

There are several project participants involved in a construction project delivery, either as
individuals or as groups. These several participants have interests (Bourne, 2005) or affected
by the construction project delivery process (Freeman, 2010) or outcome hence are project
stakeholders. Stakeholders have different needs, project expectations, work culture and
diverse interests in the project. Furthermore, stakeholders may have assigned responsibilities
and roles, varying levels of commitment, act as project proponents, or opponents, and
therefore all activities related to them should be coordinated for the successful project
delivery.

Several scholars have attributed construction projects’ failure to the stakeholders involved
and the construction industry practices and regulations. Other studies have suggested clients,
designers, sponsors or contractors as being responsible. Also, factors such as the procurement
systems, the historical development of the industry and the part of regulatory bodies have
been cited as having played a role in construction project failure. This discussion will
examine the view of two internationally recognised project management bodies, namely; the

Project Management Institute (PMI) and the Association of Project Managers (APM). It will
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further emphasise the SM process employed in Finland, Australia, Hong Kong and the United

Kingdom.
4.1  The Construction Industry and Project Delivery

Projects are the responses of specific needs. The construction sector is responsible for the
physical realisation of a nations’ infrastructure development for socio-economic growth. The
industry is large and comprises supply chain members including designers, main contractors,
sub-contractors, material suppliers and the construction product industries. Several factors
influence project delivery, including the procurement systems, the external environment
factors, project planning and implementation, communication, and stakeholder co-operation
(Diallo and Thuillier, 2005). The diverse participants have different interests, work culture
and expectations (Mok et al., 2015). Meeting stakeholder needs and satisfaction requires
careful consideration and coordination of all activities related to individuals and organisations

for the project success.
4.1.1 Project Success

Eskerod and Jepsen (2013) argue that project success is the sum of project product success
and project management success. ldentifying, managing and engaging stakeholders can
ensure project success (Walker et al., 2008). Thus, project delivery calls for an understanding
of the criteria for success among stakeholders. Criteria for success are not stagnant and may
change as the project progresses, hence the need for both hard and soft rules. For a project to
be successful, certain expectations for a given participant should be met (Alias et al., 2014)

41.2 Critical Success Factors

Critical success factors (CSFs) are the project management practice efforts which when
considered can lead directly or indirectly to project success. They encompass many essentials
which have to be harmonised to ensure project delivery on time (Alias et al., 2014). Research
on project success and critical success factors (CSFs) is imperative for improving the
effectiveness of project delivery (Chan et al., 2004). According to Alias et al. (2014),
management action, project procedures, human factors, external issues and project related
factors are critical success factors. Research has identified the following as constituting key

success factors as well:
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e Clearly stated objective,

e Rightly considered project requirements,

e Relationship based on trust,

e Top management support,

e Sufficient funds and other resources,

e Technical competence of the project team, and

e Excellent communication.

4.2  Procurement and Project Delivery

According to Von Meding et al. (2013), current procurement methods have resulted in an
increase in construction projects stakeholders. Also, stakeholder identification, classification,
procurement type and culture have been identified as determinants of stakeholder
management success. Traditionally, the architects’ role as the project designer have made
them the team leaders. Consequently, the design and preparation of project documents were
separated from tendering and project execution by a contractor (Holt et al., 1995). Many
public projects’ development employ the traditional or separated system. The traditional or
separated system has tendering methods such as competitive, selective and negotiated
(Fewings, 2005).

However, with developments in the construction industry (Eghan, 1988; Latham, 1994), other
forms of procurement systems have evolved that are stakeholder focused. Construction
procurement systems practised in the developed nations include the separated, integrated and
management-oriented systems (Fewings, 2005; Rwelamila, 2010). The separated is
considered as the traditional method while the integrated consist of design and build, design
and build variants. Also, the management oriented has management contracting, construction
management, design and management and construction management (Fewings, 2005;
Rwelamila, 2010).

Partnering agreement is another form of contracting that has evolved following Egan’s (1998)
commendation on the use of partnering agreements among the supply chain members in the
UK for improved project delivery. Different studies equally assert the use of partnering for
public sector projects for change implementation (Morton, 2002; Fortune and Setiawan,
2005). Partnering as a procurement approach has caused a shift in the values of the UK

construction sector. Ng et al. (2002) identified key factors related to successful partnering as
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identifying, commitment, trust, and stakeholder authorization in the project delivery process.
Partnering is used widely in socially-owned housing projects (Fortune and Setiawan, 2005).
According to Rwelamila (2010), construction project systems have a significant impact on
stakeholder participation and stakeholder management.

Similar to Ghana, public organisations in developed countries such as the UK are required to
accept the lowest valid tender. However, many construction clients have opted for the
alternatives such as design and build or management contracting as these methods offer
owner satisfaction (Holt et al., 2000). Choice of procurement method for a particular project
should aim at delivering stakeholder satisfaction and project success. While the
characteristics of a selected procurement system may achieve project success, the same
system may be inappropriate for another project. Therefore, project managers must have both
kinds of knowledge on stakeholder management and the characteristics of the procurement

types to make the right decision.
4.3  Developed Institutions and Stakeholder Management

Every project involves several participants with diverse interests in the project activities or
outcome (Nguyen et al., 2009). These paricipants who affect or are affected by the project are
project stakeholders (Freeman, 1984). According to Bourne (2005), stakeholders are
individuals and groups who have an interest in or some aspects of right in the project. Also,
they contribute, can impact or are impacted by the project. Similarly, a project interrelates
with its environment and location, hence the need to consider the competing demands by the
project, stakeholders and the environment (Aapaoja and Haapasalo, 2014). Moreover,

traditionally, stakeholders are determined by their role in project development.

Therefore, stakeholders may include the client, contractor, designer, end-user, sponsor,
resident in the vicinity, non-governmental organization (NGO), media, lobbying
organization, and government (Cova and Salle, 2005). Also, studies have identified the
construction project stakeholders as clients, users, suppliers, owners, employees, customers,
project manager, designer, legal authority, subcontractors, banks, insurance companies,
media, the general public, civic institutions and the local community (Newcombe, 2003;
Smith and Love, 2004).

Furthermore, Aapaoja and Haapasalo (2014) identified the client, end-users, main contractor,

subcontractor, side contractors, main designer (architect), and other designers as stakeholders.
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Also, identified as stakeholders are: public authorities, material suppliers, local residents, and
the municipality council and statutory boards. Thus, the stakeholder relationship must have
trust, commitment, transparency and active engagement. Stakeholder management success is
about managing all the activities related to the diverse stakeholders for project success
(Eskerod and Jepsen, 2013).

According to the UK Doughty Centre Cranfield School of Management Study (2009), SM
has been used for over 500 NGO projects to enhance NGO community relationship on
projects. The study outlined SM benefits as being proactive, anticipative, regular and
defensive over crisis management which is reactive, vulnerable, episodic and hostile in the
absence of SM. According to Aaltonen and Sivonen (2009), SM has documented more
successes than failures in the area of project management. The Doughty Centre states seven
stages of a systematic, logical and practical approach: plan, understand, conduct internal
preparation and align, build trust, consult, respond and implement, monitor, evaluate and

document.

According to Sutterfield et al. (2006), a project manager‘s view of the stakeholder
management framework is the identification of project vision and mission, preparation of
project SWOT analysis, formal identification of project stakeholders and goals, strategies,
criteria on stakeholders management, and alternative management strategies. While each
participant requires a management plan, the project manager must acquire resources to
manage project members, implement agreed policies, appraise the implemented strategies and
include continuous feedback. Similarly, Griffiths et al. (2007) state stakeholder commitment,
collaboration and engagement as steps to ensure successful World Health Organisation/
World Economic Forum health projects. An empirical study by Rotomskiené (2011) in
England and Wales on EU countries’ national e-health action plan implementation revealed
that practical application poses an even greater challenge and rather suggested the use of

upper stakeholder engagement as recommended by Friedman and Miles (2006).
4.4 International Bodies View on Stakeholder Management

This study also consulted the stance of world organisations as the construction industry and
government continue to depend on the World Bank, IFC and ADB for project funding. The
IFC defines a stakeholder as a person or group directly or indirectly affected by a project as

well as those who may have interests in a project and have the ability to influence its
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outcome either positively or negatively. The IFC’s stakeholder lists are locally affected
communities or individuals, their formal and informal representatives, national or local
government authorities and politicians. Also included are religious leaders, civil society
organisations, groups with special interests, the academic community, or other businesses,

potential environmental or social impacts of the project.
4.4.1 The International Finance Corporation (IFC) Perspective

The IFC believes that early engagement with the interested parties enables a proactive
cultivation of relationships. Also, the IFC has noted that organisations prefer to interact with
stakeholders currently at the project initial stages. Likewise, it identifies stakeholder
engagement as entailing activities and interactions over the life of a project. The IFC
engagement plan for projects is in five stages. The stages are stakeholder identification,
analysis, disclosing of information, stakeholder consultation and negotiating and partnering.
The remaining steps are managing conflicts, monitoring the project together with the parties
concerned, reporting to the project members and carrying out the stakeholder management

functions.
4.4.2 The African Development Board (ADB) Perspective

The African Development Board (ADB), for instance, advocates for stakeholder participation
in project development, a process through which people with interest and influence, share
control over development initiatives, decisions and resources that affect their participation in
project development. The African Development Board suggests stakeholder management

must consider the following:

e Documentation of key interested parties,

e Discussing project material,

e Paying attention to their views,

e Having them participate in the development planning, and

e Participation in the decisions (www.afdb.org/fileadm).

The ADB outlines the first three levels as constituting consultation and key to project success
and the final two for active stakeholder engagement. The ADB considers all interested parties
who will affect the project directly or indirectly as stakeholders. In their opinion, the principal

factor for successful participatory development is having the competence to identify all the
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stakeholders and documenting their needs and interests. Also, assessing the level of power to
influence is crucial for analysing stakeholders. The ADB asserts that organisations must
know who their stakeholders are when developing a project and relate to the stakeholders by
considering their needs. Also, it is necessary understanding individual project members as

their needs and expectations are different.
4.4.3 Other Bodies -The National Health System, (NHS) UK

The National Health System UK, established in 1948 as the public-funded health care system,
has developed as a large body with several stakeholders. The NHS stakeholders include
Members of Parliament, local councillors, elected representatives, media or local strategic
partnerships, staff, patients, trade unions and regulators. The NHS in the UK establishes a
relationship with their stakeholders while maintaining a focus on the interests of local people
and communities (Gloucestershire Hospitals NHS, UK, 2012).

Stakeholder management is used extensively in the Department of Education and Health for
the management of NHS project, facilities and other intervention projects. The Department of
Education identifies stakeholders as people or communities that affect or are affected by the
project or its outcome. Primary stakeholders are further are beneficiaries of development
intervention or those directly affected (positively or negatively) by it. They include local
populations (individuals and community-based organisations) in the project/programme area,
in particular, poor and marginalised groups who traditionally would be excluded by the
project managers from participating in development efforts. The NHS’s view of secondary
stakeholders is those with influence on development policies and indirectly affected by their
project activities. The list includes borrowing government, project staff, implementing
bodies, civil society and organisations. Also, included are the private sector firms, the bank
and its shareholders and other development organisations.

A major factor in participatory development is the ability to identify stakeholders, their
needs, interests, relative power and potential impact on project outcomes. It further advocates
for greater engagement with stakeholder interests; ensuring services are delivered in
collaboration with the interested parties and providing results which meet community needs;
more significant opportunities to contribute directly to policy and programme development;
and early identification of synergies between stakeholder and government work, encouraging

integrated and comprehensive solutions to complex policy issues.
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45  Developed Nations and Stakeholder Management

The United Nations unfortunately do not have any established convention for classifying
countries as ‘developed’ or ‘developing’ hence countries’ classification according to their
development status does not have an institutional basis (Lopes et al., 2016). However, the
World Bank classifies countries based on income levels per capita, gross national product
(GNP), or gross domestic product (GDP). Nations with US$12,276 per capita or over are
identified as high-income countries or developed countries (World Bank, ADB, 2013). The

International Monetary Fund (IMF) refers to them as ‘advanced countries’.

This section of the research reviews SM in three selected developed nations, namely Finland,
Australia and the United Kingdom. The nations were selected after carefully considering the

following:

(1) Stakeholder practice in those developed countries. In the UK, the executive structure
has been used for over five decades, with an established professional body that
regulates the practice;

(i)  Ties between the nations and West African countries, Ghana and Nigeria as former
British colonies have many of their construction industry development fashioned
after these developed nations;

(ili)  Additionally, the availability of SM literature and scholars (McElroy and Mills,
2000). These include Lynda Bourne, Eskerod and Jepsen, Chinyio and Olomolaiye;

(iv)  The use of their project procurement systems and contracts (Finnish and World Bank
contract procedures); and

(v) The contrast in SM processes, the established best practices and the need for

developing countries to learn from the developed (Ekundayo et al., 2013).

Ye et al. (2009) opine that the construction industry is a significant industrial contributor to
the European economy regarding the gross national product and employment. The success of
building projects is thus a fundamental issue to most governments, users and communities.
This study explores the stakeholder management and projects’ development in the selected

nations.
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451 Finland

This subdivision of the study looks into stakeholder management (SM) and the construction
delivery in Finland. It discusses the strategies and recognised agencies that support and
impact on SM implementation, construction industry practices and project delivery. Further
explored in this section are the critical success factors and challenges to stakeholder
management implementation. Also presented is the role of principal factors including pre-
stakeholder identification, implementation, monitoring and feedback strategies in successful
SM process.

451.1 Background

Finland, once a province in Sweden, gained its complete independence in 1917. Though it
lost a portion of its territory during World War 11, Finland has successfully changed from a
known farm/forest economy to become a diversified modern industrial economy with its per
capita income stated as among the highest in Western Europe. Finland has been an EU
member since 1995 and the only Nordic country as a member of the euro single currency
since January 1999. Located in Northern Europe, Finland borders between Sweden and
Russia, Norway in the north and the rest of the Gulf and Baltic Sea. According to CIA
Factbook (assessed in 2017) with a total land of 303, 815 sq km, it manifests abundant natural
resources. Most of the about 5.5 million population resides in the southern part of the nation
with a sparse north location, a characteristic which is similar to Ghana except for the small
geographical area and the population size. Finland is a democratic country with Helsinki as
the capital.
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Figure 4.1: Map of Finland
(Source: CIA World Factbook, 2016)
45.1 Historical Overview

Infrastructure provision contributes to the socio-economic development of the nation. Finland
construction industry accounts for about 7% of the national labour force. A mutual interest
organisation of building, select contractors and the construction product industry has been
established as a Confederation of Finnish Construction Industries (CFCI). With, over 55,000
employees, CFCI promotes healthy development and strengthens the supervision of the
interests and reputation of the construction industry in Finland as well as the vibrant and
internationally-oriented business environment. The positive business environment enhanced

the industry turnover and growth.

According to Statistics Finland (2016), the growth in building construction was high in 2016,
registering 11.5% more turnover accrued than in the third quarter of one year in 2015: civil
engineering produced 8.4% and specific construction activities 8.3% growth. The
government’s growth and competitiveness agenda aid the industry’s growth. The period
between 2009 and 2013 recorded a 2.34% Compound Annual Growth Rate (CAGR). A
positive growth rate is suggested for 2014 to 2018 (Statistics Finnish, 2016). Literature also
states the role of the Finish Association of Building Owners and Construction Clients
(RAKLYI) in addressing concerns related to legislation, taxation and other government policies
(RAKLI, 2006). The outlook of the Finnish construction industry is positive, implying that
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CFCl, the government and industry players all together resolve challenges and contribute to

the successful project delivery
45.1.3 Historical Development of Stakeholder Management

According to Oyegoke (2006), Finland’s construction approach serves as a convenient
learning opportunity for stakeholder management development. Barrie and Paulson (1992)
assert that the building industry is custom oriented, incentive driven and human factors
centred, leading to a fragmented industry. The Finnish typical project development has five
phases as identification, programming, appraisal, implementation, and facility management
(Chinyio and Olomolaiye, 2010). A case studied by Aapaoja and Haapasalo (2014) indicate

the use of the traditional system.

Though the construction industry share increased to 5% GDP in 2004, there is a stakeholder
management concern related to ageing workers and declining skilled domestic labour force.
Moreover, product development, value chain production and management are also part of the
industry’s concern. One of the industry’s strengths is the involvement of the stakeholder
community: the public, semi-public organisations and its private-public partnerships. This
development has a positive influence on stakeholder management development. The
construction project delivery includes residential, industrial and agricultural buildings.
Together with the re-works and the comprehensive supply-chain, the industry consists of

various stakeholder groups with varying interests.
45.1.4 Finnish Construction Stakeholders

As mentioned, there are several groups actively involved in the construction industry and
project delivery. Oyegoke (2006) states that the Finnish construction industry has
stakeholders similar to other industry practices in developed nations. These are construction
clients, project users, supply chain members, financial supporters and the community/public.
The project client is the owner who sources funding and contracts with the supply chain. The
project users include the client, the public, groups or individuals. Meeting the needs and
satisfaction of the end-user and the clients’ targets constitutes project success. The nature of

the project development also decides the end users.

The projects are for the residential, industrial, commercial, civic and agricultural purposes.

The supply chain entails all stakeholders in the delivery network as project managers, design
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consultants, contractors, subcontractors, suppliers and specialist suppliers. Project sponsors in
the Finnish construction industry include the financial institutions and insurance and security
companies. Finally, the community and the public play a significant role in the industry. The

local community and environmental groups also are stakeholders in project development.

In the development of stakeholder identification and classification for Finland, Aapaoja and
Haapasalo (2014) also identified the stakeholders on two projects. The stakeholders are the
client, the contractor, subcontractors, principal designer (architect) other designers, public
authorities, construction consultant, sponsor, property management group, material suppliers,
residents, the council and the board of the municipality. All these stakeholders fit into the
broader classification of stakeholder groups in Finland (Oyegoke, 2006). However, absent
were politicians, the traditional leaders, media and environmental groups as stakeholders
influencing SM success.

45.15 Stakeholder Management in Finland

The SM in Finland is well integrated into the construction industry. According to Oyegoke
(2006), SM is carried out

Q) by evaluating the needs and expectations of stakeholders about the project
objectives and
(i) by designing project management processes which enables active stakeholder

interaction throughout project life cycle.

Stakeholder management is influenced by the procurement system used, the source of
funding, the beneficiary group and environment impact. There are several approaches to
managing stakeholders in Finland. That assertion is supported by other studies (Yang, 2010).
However, there is a stakeholder management model which considers the following factors in

the different phases of project delivery:

Early identification of stakeholders,

Identification of potential conflict areas,
Stakeholder education on project gains and harms,
Stakeholder engagement,

Involvement of other entities and following of due process, and

o ok~ w D PF

Management of the process (Oyegoke, 2010).

109

www.manaraa.com



Aapaoja and Haapasalo (2014) identified the key factors in Finland influencing stakeholder
management success. These are defining the project purpose and customer constraints;
identifying project stakeholders according to their functional role, and assessing the
stakeholder salience and the probability of their impact and ability to contribute. Stakeholders
are also classified and prioritised according to four groups. While the Finland stakeholder
considers a set of six principles at all project phases, Aapaoja and Haapasalo (2014) support
the suggestion but argues for the consideration of stakeholder influence at the project’s early
stages.

45.1.6 Challenges and Critical Success Factors

While challenges refer to the key factors that impede or act negatively on project delivery,
critical success factors refer to primary factors that, when carefully employed, will lead to
project success. In the Finnish implementation of stakeholder management, the key elements
are the management principles considered at every project phase. The principles are the early
identification of stakeholders, conflict analysis, stakeholder education and engagement
following due process. Also included are engaging the right government entities and carefully
managing the entire SM factors. The critical challenges are meeting economic, social and

environment requirements.
45.2 The United Kingdom

This section of the study discusses SM and the influence on successful construction project
delivery in the UK. It examines the historical developments in the construction industry and
the established bodies that support and impact on SM process implementation, construction
industry practices and project delivery. Also considered in this section of the study are the
critical success factors, challenges and the procurement systems’ role in SM development in
the UK. It identifies the major factors that are responsible for SM adoption in the UK
construction industry. The conclusion of the chapter outlines lessons learnt from the UK case

study.
4521 Background

The United Kingdom is found in Western Europe, between the North Atlantic Ocean, the
North Sea and north-west of France with a land area of about 241,930 sq km. With a

population of 64,430,428 and as one of the fastest growing economies in the G7, UK has a
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GDP per capita (PPP) of $42,500 (2016) and a GDP real growth rate of 1.8% (2016). Ghana
as a former colony of the United Kingdom has adopted the UK’s political administrative,
education, construction, project management and procurement systems. The UK’s role and
support as a sponsor of some infrastructure development have influenced project

development process hence stakeholder management in Ghana (Eyiah-Botwe et al., 2016).
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Figure 4.2: Map of the United Kingdom (Source: CIA World Factbook, 2016)
4522 Construction Industry Historical Overview

The UK’s construction sector, nature and outlook, like that of other countries, are important
to the nation for several reasons, including the sector’s influence on the socio-economic, and
physical infrastructure for increased productivity, housing for shelter, education, health and
civic responsibilities (Ofori, 2012). Also, the industry contributes significantly to the gross
domestic product of the nation. According to Chinyio and Olomolaiye (2010), between 8 to
10% of the GDP and the relatively small growth output is a constant attraction to the UK
government. Bal et al. (2013) quote the Strategic Forum for Construction (Strategic Forum)
as stating that the UK construction industry records an annual turnover of more than £100
billion and accounts for almost 10% of the country’s GDP. According to UKCG (2009) the
UK construction sector remains a driver of growth in other areas because of the dependence
on a comprehensive and diverse supply chain”. However, it is fragmented with 80% of

projects involving one-off clients (Chinyio and Olomolaiye, 2010)
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According to Newcombe (2003), in the last 50 years the United Kingdom has seen the role
and nature of the construction client change dramatically. According to McGrath and Horton
(2011), the two most extensively referred construction industry reports into the UK
construction (Latham, 1994; Egan, 1998) emphasised the need to improve areas of efficiency,
quality and customer satisfaction in the construction industry. Global statistics indicate an
estimated 7 to 10% of the global workforce works in the construction industry (Mwanaumo;
2012, Murie, 2007; ILO, 2005). The building sector therefore affects the growth of the
economy owing to its labour employment. The global recession influences the UK
construction industry like prevailing economic conditions in other developed nations, and the
industry depends mainly on public sector capital investment (South African Construction,

2014). The industry affects all other areas of the economy and vice versa.

According to the UK Office of Government Commerce (OGC) (2009), the construction
industry is a driver of growth of other sectors. As a vital area of every economy and
depending on the government, the sector can be an economic regulator (Ofori, 2012;
Hillebrandt, 2000). As stated, the Latham (1994) and Egan (1998) reports suggested a
construction approach which is stakeholder focus. The UK government recognised the use of
modern methods of construction (MMC) as a mean of addressing some of the highlights in
the Latham (1994) and Egan (1998) report (McGrath and Horton, 2011). One area identified
with production shortage but which stakeholder involvement and satisfaction were critical is
housing. The government of UK resolved that effective in 2004 a quarter of new publicly
funded social housing need would use MMC (Lovell, 2003). The adoption of this trend which
depended on supply chain and had to meet stakeholder satisfaction enhanced stakeholder

management in the UK.

Also, the public concern about the new approach required public education on the perception
and involvement. Designers’ understanding about the delivered project was different from the
end-users. Stakeholder management was inevitable as an attempt to evaluate building from
the end-users’ perspective. There was the need for monitoring and feedback as that was
useful for appraising design skills more efficiently; improving user requirements; improving
management procedures; and knowledge of design guides and regulatory processes; (Whyte
and Gann, 2001; Hadjri and Crozier, 2009; McGrath and Horton 2011). There was the need

for a single point procurement route; and relatability (Rogan et al., 2000).
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According to Harris (2010), the formal historical appraisals have ensued in the different
forms of contract development and stakeholder interactions: separated, management,
integrated and discretionary. The newly established procurement methods are more
stakeholder focused, and major players such as the client, project manager, designers,
contractors and supply chain are brought into a formal contract. The trend was aimed at
enhancing stakeholder management and attaining stakeholder satisfaction. Rwelamilla and
Savile (1994) state that construction projects must be considered in terms of the environment,
country, location and the project type. There is a relationship and impact of procurement
system on SM process as the different contracts place dissimilar stakeholder responsibilities
(Harris, 2010; Rwelamila, 2010).

Projects cannot be established, accomplished and benefits gained without considering
stakeholders (Eskerod and Jepsen, 2013). The new developments in the sector regarding
stakeholder focus and procurement, among others, influenced the construction industry.
Stakeholder engagement is increasingly becoming an aspect of construction project
management to deliver excellent project outcomes (Bal et al., 2013). Also, SM and corporate
culture are two related and important considerations for the UK construction industry project
success (von Meding et al., 2013). In addition, Fewings (2005) states that top management
support, detailed programmes, project objectives clearly defined, communication monitoring

and feedback are some of the top ten major success factors for project delivery in the UK.
45.2. Historical Development of Stakeholder Management

This change can be attributed to the emergence of the project ‘stakeholders’ concept which
defines clients to include users of the facility and the local community (Newcombe 2003).
Construction sector reforms also have emphasised a stakeholder focus in project delivery.
Stakeholder management (SM) evolved as an outcome of formal construction industry
reviews. One such result are the different forms of contract, a trend depicting active
stakeholder involvement, more successful project delivery, enhanced stakeholder satisfaction,
and appropriate contractual arrangements for stakeholder management. The five-stage project
planning approach also is stakeholder focused. Verification of the needs stage suggests the

need to identify all stakeholders and the project sponsor or client.

It is important to appoint a project manager to lead the assessment of project options stage.

The project manager and the client play an essential role during the development of the
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procurement strategy. This planning stage ends by choosing the appropriate approach. The
stakeholder management approach is influenced by the position and identification of
stakeholders, the selection of the right project manager, and choice of an appropriate

procurement strategy, integrated and innovative solutions.

Newcombe (1996) investigated the view of projects as a coalition of powerful individuals and
interest groups. The outcome was that stakeholders interact with the project from a cultural
and political arena. In the area of culture project participants with shared values and ideology
cooperate to promote or force a project change. On the other hand, stakeholders with power
and interest may exercise their power to achieve their objectives as against the benefit of

other project participants (Newcombe, 2003).
Harris (2010) presents the chronology of stakeholder management as follows:

e Early reports consider placing, management of contracts, the construction industry
problems, communication, interdependence and uncertainty as stakeholder issues;

e There was clients’ dissatisfaction and mistrust among client’s, consultants, contractors
and subcontractors (Latham 1,1993);

e The potential for productivity improvements existed in better procurement practices
which advocate for teamwork (Latham 2, 1994);

e Improving procurement and management requires better communication and negotiation
of deals (Levene, 1995);

e The existing inefficiency, unpredictability and customer dissatisfaction demands best
practice and innovation for increased delivery and a reduction in project completion times
(Egan 1,1998);

e There is a need for collaboration among members of the supply team. Partners and
stakeholders are crucial for project success (Egan 2, 2002);

e The Nat