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Abstract

Managing multiple stakeholders and maintaining an acc eptable

Several factors impede the management of stakeholders for
Previous  studies focused on general fuctors that affect
he aspects of key factors stuch as conflict. cost
these factors impact on stakeholder management

crucial to successful project delivery.
sustainable construction projects.
construction projects bul a gap exist in t

marginalization. management factors and how
ed in detailed. Hence this study determined key affects that

which have not been research

affect stakeholder management process of caonstruction pre

balance between their interests are

sfects in Nigeria. The study assessed X6

Jactors affecting stakeholder management which was sub grouped into 12 main factors. The study
employed the use of self-administered questionnaires on stakeholders within the construction
projects. A total of 170 questionnaires \verc eturned giving a 73.5% response rate. Responses
obtained from the respondents were collated and thenanalysed using mean. correlation and
regression analvsis. The study found out that n.anagement, conflict and marginalization factors are
significant factors to be considered and improved upon in future construction projects. The study

recommended that management support group sh

ould be put in place to manage stakeholders

Keywords: Construction, Factors, Management, Projects, Stakeholders, Process

undertaken by different individuals or
W\v_homybnvc different levels of
interest in the project (Heravi et al,

refore, the process of design
and execution of construction projects
constitutes a complex system  which
involves collaboration and negotiations

multiple stakeholders and maintaining

g
s::

are crucial to successful project delivery

Disagreement among stakeholders during
the implementation of projects adversely
affects the ability of the management
teams to deliver the construction project
within the time and allocated budget and
expected degree of quality. These
disagreements  are olten caused by
inappropriate identification and
management of the different stakeholders
involved (Olander and Landin, 2005).

Conflicting objectives among the project
stakeholders impede the achievement of

(Aapaoja and Haapasalo 2014) ) Karlsen
(2002) considered poor management of

"
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m#l'n Factors Afhecting Stakehots Management Prcess af Comstrs tain e

of team efMort 10 be engendered (Mo
2008). Furthermore, knowlodye shonld b
sought on the activities wt all stages wnd
corresponding  stakeholders.  types ol
decision that need 1o be muade
stage of the construction project. and 1he
consequences of change in decimion on
the process. This will help in forming «
formidable team by approciting e
eltorts  needed  Tor  vach  stage ol
allocating  appropriate  resources  and

stakeholders 1o be a recipe for potential
and serious challenges that are often
associated  with construction  projects,
These problems include factors such ns
ncessant change order in scope of work,
poor definition of work and scope, poor
allocation of scarce resources to projects,
poor  communication, conflicts  and
controversies  which are  majorly the
origin of delays and attendant time and

woeach

COSL overruns,

responsibilities 1o them (Fhas ot o/,
Despite  several  contributions  on 2002, Bourne and Walker, 2005)
management  of  stakcholders in  the

Takim (2008) suggested the involvement
of project stakeholders throughout the
project hfe cycle, particularly ot the
planning  stage  and  that  overall
communication  with  the  vanous

stukeholders is very important in order to
achleve allgnment and feedback between

them. Similarly, good project
management at the carly stages of a
project has been found 0 provide
potentially significant opportunities for

construction industry, several studies
point towards critical success factors
hence boycotting the root problems that
contribute o poor  stakcholder
management  (Chinyio and  Akintoye,

2008; Olander and Landin, 2008: Yang et
al., 2009; Jepsen and Pskerod, 2000: 1| ¢r

al, 2011). Contributing factors also
appear limited in literature (Karlsen
(2002), also the impact of factors on
stakeholder management of construction

}'Jx-

projects, thereby considering more in-
depth studies to be done in this area as
stipulated by (Golder and Gawler, 2005).
Therefore, a need arises to determine the
key factors that affect stukeholder
management of construction projects in
Nigeria.

LITERATURE REVIEW
Stakeholder Management Processes
Stakeholder management  process, if
designed appropriately, can deliver o

wide range of outcomes ranging from the

capture of different forms of knowledpe
W social leaming.  Stakeholde
] nent should ensure collaboration
. and  influential
a lot on the

which requires a great amount

climinating several problems that prevent
the achievement of project success
(Faniran er al. 1999). However, in order
for this 10 be effectively done, it is
necessary for the project managers 1o
identify  and  analyse the  various
stakeholders they need to manage.

Chinylo and Akintoye (2008) identified
several  approaches  for managing
construction  stakeholders  and grouped
them under the two categories  of
underlying (overarching) and frontline
(operational) approaches. The underlying
approaches are relatively medium 10
long-term  guides that influence  the
actions of employees and can be viewed
8 “overarching', ‘higher order’ or
‘behind-the-scene’ principles that inform
practice and are used constantly While
the frontline approaches are  the

Environ Joumal of Environmental Studies 4(9) ""__'-—1'
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Datrmination of Kay Fucsos 4ffvcting Sabwhoider Manpomens Process of ot o o

holders can try to gain salience
through other stake- holders if
they have some requirements of
the project.
Therefore, project managers  should
ensure that all stakeholders in the project
are identified as carly as possible so that
they can be mapped according to their
level of interest and power. However, all
stakeholders involved in a project should

power and interest and predictability can
change thus placing them into different
zones on the matrices (Newcombe, 2003;
Boume and Walker, 2006; Chinyio and
Akintoye, 2008).

4. Engaging Stakeholders
According t© Boume (2010) engaging
stakeholders enable the team to
understand where w0 focus therr scarce
resources to ensure maximum gain for

1 y oIS very

be actively imvolved in dochoon-mukong
and integrating them within  the
governance Structures of an orgammsstor,
& Managing Stakchoiders
As stakeholders have claims. mghts and
expectations, they must be managed m
cach project 10 avend amy of thow
influcnces that could be comtrary 0 &
firm's objectives. Differng stakes can
become a major source of confic

the progect cam  (manager)  mest
sufficently koop sausfied —manmage
closcly, monitor, and keep micemed ol
the stakeholders identified Al these can
be achicved through cmablshng
effective  commumication hetweon T
project team and the prosect stakehalders
a well as bewoon e Do
stakcholders mvolved in the project 7w
() ways bhave boon wemifiod =
managing project stakcholders Pt

!l
|
ik
11l



¥
B,

g

Dxerermemanion of Key Factors Affix rning Srakehaolder “aﬂa(rnn‘n' Process of Construction Progects (s

Nepvvma

mitiatives (Bourme and Weaver, 2010).
One way in which firms can idenufy
stakcholders from within the
organisational  environment  is by
undertaking a mapping exercise. The
following list identifies some of the best
known and most commonly used
methods for  stakeholder mapping:
Assessing attributes: Power, legitimacy
and urgency; Based on value hierarchies
and Key Performance Areas; Potential for
threat and potential for cooperation;
Attitude of Stakeholders being supportive
or opposing (Tumer er o/, 2002). Some
of the commonly used dimensions as
identified by Olander (2007) Boume and

Weaver (2010) inelude Power

(Highymedium/low):  Support  (positive

neutral or negative), InfNuence

(High/low): Interest (High/low ) Attitude

(supportive/obstructive);  Predictabilny
(highlow). The power/interest matrix
presented by Newcombe (2003) und
Olander's (2007) stakeholder
impact/probability-matrix ranks
stakeholders dependent upon the level of
power they yield and the level of interest
that they have in the operations of the
projectorganisation. It 1s the most
common used matrix. The matrix s
shown in the Figure 2.1

Keep Key
satisfied players
Level of
impact
Mirimal Keep
effort nformed
Probabillity to impact

Figure 2.1: The stakeholder impact/probability-matrix (Olander, 2007).

The matrix indicales the types of
relationship that project management
might  typically  establish  with

stakeholders in the different quadrants.
I. The key players arc usually those
with responsibiliies  for  the

(1

r 3 keep informed stakcholders
different interest groups,
as local residents, non-
mental orgamizations or
orgamizations with low impact

K

3. The keep satisfied stakcholders
are often national governments,
authorities or other similar
organizations that have
requirements and cven the power
1o stop the project. but do nol
usually have a personal interest 10
i

4. Minimal effort does not mean
ignoring the stakeholders
however, the project managemen!
does not regard them as salien
and focal However thesc stake

——-’

Emviron jowmnal of Eovironmental Studies 4(9)
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progect and kecp them adeguately
mformed. The means for commumscation
can vary from Sme to time and fom

progect progresses. Furtermore,
mcentives and concessions can be used
scparaely or together w douse or
counteract

the concerns of

opposmgprotesting  stakeholders.

i
i
I
i

|
|

the project. This brings to the fore
need o commect

l

stalcchoider cwcie wol Sus Sern (owiet
sumg case sufies (Bourne and Wl
M6: Wallker o7 o DR Bourne 200%
Bourze 3nd Weaner. 2010, and foume
be sseful for propest sakehoider mmstvas
The stakcholder cycic » made up of Sos

demmficanee of sikenoiders
pOoNLze e SkeniGes
moamor B omoome (manspe

1. Idestification of Stakeholder
Olander and Landes (2005) recommend

mvolving 2 wade ramge of sakcholders
cach brmging them with & grest vanery of
micresls, ComCoImS, rogarements i
potential opportumities. thus R 5 veny
mportant 1o carcfully idestify all the
relcvant stakcholders. The starting posnt
of stakcholder analysis, 1¢ denuficanon.
focuses or helps on defiang stakcholders
of an mfesrectre project. The
entification  of differemt  stakeholder
gowps  can  subsoquently  help
sabon 10 doteroune what DpC
management  strategy
for cach growp.
wYu
are

&8

i

;

identified by thes
ts in the progect resources and

|

Shen
are likely w0 affect
gemenc holde
orgamuzatonal
Yang o

lllll

l
|

l

J
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That way, the missions, strengths,
weaknesses, and behaviour of
the different stakeholders will be engaged
p circumspectly (Cleland, 2002) to avoid
B any threats they may pose to projects and
o corporate processes

outcomes  (Freeman, 1984). Secondly.
each project-based set of stakeholders
must be managed as a cohort. This
activity extends beyond the construction
phase of a project. Users of facilities.
members of the public, clc. may exert
their interests after the construction phase
and so stakeholder management stretches
in consonance with the life of a facility

v Stakeholders in a project are rarely equal:
hence their probability to impact or
contribute 1o the project varies. However,
they influence the validity of
requirements, which aims to ensurc that

|

B,

E requirements are consistent, complete,
b and comect for the project (Razali and

B Anwar, 2011). Therefore, it is essential
by that the project management assess the
salience of stakeholders and their
probability of impacting the project.

Aapaoja and Haapasalo (2014) also the
developed a matrix for a case studied
mmmﬁb-mmorme
- matrix modified by
Y-llhdwilnﬂhc

¢ Irweminarion of Kev Favvars Affecting Stakeholder Management Process of Constrsction

Prajerty o

stakcholder groups 1n order of imporance
while the X-axis describes stakehoider's

probability to impact/ability 1o contribute
to the project. Compared 0 Olander
(2007)'s matrix, the order of stakeholder

positions is changed to improve the
reflection of stakeholder salience The

stakeholder cannot be a key player of o

does not possess at least two afiributes

Due to the high salience, key players can
be also regarded as primary leam
members of the project. Finally, the
stakeholder possessing one attnbute can
be considered “minimal cffort™ or
“extended stakeholders™. The matrix also
takes into account that the active impact
and contribution of a stakeholder may
affect that stakeholder's position.

Several studies have over the years
developed  stakcholder  management
processes by indicating different actions
that should be involved m the
construction process. For instance, Young
(2006) proposed stakeholder management
processes  as: identification  of
stakeholders, gathering information about
stakcholders and analysing the influence
of stakeholders. Table 2.1 shows the
stakeholder management processes by
several scholars. It can be seen that over
the years, the proposed processes have
become more detailed and expanded
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(2008) visGalize sakehoder
ldtere vy sranenoider ammicer e CTMEETETAHCY T MBESNCOCET IOTTTLATMGESS GTS e
mformation with sahanoiders. doormne AIRsACICers SITIST IC el SaEhaE
Yangeral (2011) the mfluence of sakcnoidens CENDTY SIKENCICE™ ISR, MINETCT Ll
management. STy out the aex vy Tf e moEs I SARSTONERTS TTEICTMDT e TR m
the project,

M(ZOIJ; ‘éﬂw‘_- saksnolder glan ~ah=nculier Taragement mamug: Pa——
control WW

Source Pesearchers’ Review (2020)

Although all the scholars cited in Table

2.1 recognise stakehoider idenuficanon as METHODOLOGY
an imporiant step, It appears there s no A Quntmnye macurch rormact s
agreement on the bhest set ol approaches adopted for tus study The scome o e
to use. Stakcholder management needs w0 study wxs Imod w \Norh Corm
balance competing claims on revources Nigera  md ngaer R eI
between different parts of the project CORSINULDON PrOwWLts wers D fovx Mo
between the project and other projects of the suh Sintormal  saken Wi
and between the project and  the within the aght (¥ umpwee astrrves
organisation  (Boume. 2005)  These m the study area wers sclecer ey
processes need to be carefully hamessed stranfied  and  purmuwieoc sumovog
i order W carTy out  stakeholder k\h.’uqu\ The 7 merne  wamoh wars
management 1N construction  projects IClude arciutect Quannt. Sut o
effecuvely. Engincer budider coemt e covmaose
These stakehuiders sere soectiol Necause
"r_‘ are lormas! ST e
COMITALOE proweyss NI AL sty

—————— e ————————————————————
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RESULTS AND DISC U SSION

Tabie 4.1 Factory Afecting Stakebaider Vianagraent Proces
_if’“-___ Facem - Yt T
e e
ONF B R Y S R ™. Ll
cos Comt s $72 L
COw Commanicaees Sacum i AR 1 4
ay Comrmna facwen A2 a7
REF Retanomtiy facuny FA3 A0y
STR S G DT 3 L
OGF Ovgen za o fvom 3 &0 594
STE Naocnde Engapomes 7 ® n 4
MAR e 124 s

Marpna
Sowrce Faokd wonk (2020

Tabie 4] showed the factory affecumg
stakecholder’s mamepemenry o
CONSTUCDON  prupects Marugomens
relzed faciors was the mos sz fcam
S e

mI0 prosec! leam and TaomEmeng o
balance of thar micres s Twli X
progect success Poor manspemens lends
W cos aad nme ovemas of coestrucnee
prosectss «Olanoer and Lamosn 0.
Yang evai. 2011,

Neal @ line was commmumstation facions
and cost factons wi® mcan sooees of 377

méd 65 cmpeuvedy The = m
aporment vk e .nﬁa@oluivma
&l 0-..!.&4 e Rl .ontlwls have 3@
L ST cffec on Lk crobder
marugrment winch afecs e overall
success of 3 Jroset rhwoa
WACPIUMCZESE 2OU0r s < M 2
mear of ? 24 Thee pertcuiar fctor adds
UG W AdCw 'Zigc T igzees
sk Colde me Canlc 2967, tha
pemda =3 m mporant Sakr w0 be
Mﬂnm:«:M&
s affeces e performance of 2 project.

The reseles i Taowe 42 47 and 44 give
3 Ocmisd womdosm of he most
s lcan owons T affat sakcnoider
|umepoment whah Jxls for enbon for
fUleare LUMSTNLCTOn PrOwLTS




Determimanon of Key Factors Allecting Stakekolder Management Process of Construction Proyects in

Nigere

Table 4 1 Management Related Factors
Management Related Factorn

Paadegiat, Plansing. coordinating and programming
lack of wide and decp knowledge / understanding of the concepts of project and
stakeholder management by stakeholders
Poor teedback mechamsm
Poor strategies 1 manage stakeholder responsibility
Lack of techmcal capacity and support on the pan of the stakeholders
stakcholder competencies
Decision making problems
Dyfficulns in idenufying stakeholders
Lach of abihiry to understand the implications of the project
non - existence of formal  systemanc process of project stakeholder management

lack of know ledge about stakeholder groups and their expertise
mabihiny to clearls 1dennfy the attitudes of stakeholders erther positvely or

Menn Std. Devianio,

192 ) W)
185 0w
i L)
in ) 9%
169 1.08
3 A6 09
365 UR L)
159 1 IR
156 1.00
355 095
354 1.0
183 1.00

_negatively towards the project

Source Field work (2020)

The results in Table 4.1 showed the
management related factors that affect
stakcholder management.  Inadequate
planning. coordinating and programming.
was the most management related factor
that affect stakeholder management of
construction projects with a mean score

Table 4 2 Conflict Related Factors

of 3.92 followed by lack of wide and
deep knowledge / understanding of the
concepts of project and stakeholder
management by stakeholders. and Poor
feedback mechanism with mean scores of
3.92, 3.86 and 3.77 respectuvely.

Conflict Related Factors

Mean  Std. Deviation

Poor spproaches in solving conflict and controversies among stakeholders
Poor implementation and non-adherence 10 conflict contract condition by project

stakcholders
C emsequences of mismanagement of suakcholders
different perceptim of the same issuc

386 1.00
384 092
167 102
153 103
3N 1.0

Analysing conflicts and coalinon among stak

Source Ficld aork (2020)

The conflict related factors in Table 4.2
showed that there are poor approaches in
solving conflicts amongst  stakcholders
which came first with a mean score of
186 1ollowed by poor implementation
and non-adherence 1o conflict contract
condinon by  project  stakcholders,
Consequences of  mismanagement  of
sak cholders. different perceptions ol the

Epsrron Jounal of Eavironmental Swdies 49

same issue, and analysing conflicts and
coaliton among stakeholders with mean
scores ol .86, 384, 367, 153 and 3.3
respectively. The findings agree with
Olander and Landin (2005) and Jurbe
(2014) that  disagreements  amongst
stakcholders  have adverse eflect o0
construction project as a whole
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Table 4 4 Margmalized Related Factors

Marginalized Relsted Factons
Incenn - o and hesefits
mflucne of the staksholders
Type of suhcholder (indigenous. foregn, et )

sensitiy i1y Of stahcholders

Socal and economic charactensncs of the stakeholder

The positron of the staheholders in the progect

Drscnminanon of gender
smtus of staheholders

potentials of men and women in the sakeholder group

gender inequalities
volume of allocabon of task © men and women
Gender differences

147
In

)3 aes
328 10
LI |t
312 <
los LA
i 5%
3o 068
30 095
18 s

Source: Field work (2020)

As seen 1n Table 4 4. poor incentives and
benefits. mfluence of the stakeholders.
type of sakeholders. seasiinity  of
stakcholders. came first with mean scores
of 373 1,52 113 and 1 30 in that order
Howerver. volume of allocation of task o
men and women. Gender differences
ranked the least with mean scores of 301
and 291 respecinely. These are new
findings and are lacking in the fipdings of
Yogita ¢ af (2016). hence call for
consideration for future projects.

To determine the wmpact of ke
stakeholder management factors on
stakcholder management process  of
construction  projects i Nigena,
Pearson’s product moment Jorreiation
coefficient analysis was emploved o test
for the nature of relationship between
aight (8) factors and regression analvsas
was performed to determine the degree of
impact of the factors on the proxesses
The results 1 Table 45 measured the
relationship between stakcholder factors
and SHMP Corelanons among the
measurad  anables ranged o ! 002

0 722 i absolute values The higher the

corrclanon coelficient. the stnage the

relationship between the vanables Yang
@ al (2013) asserts that 2 corelation
value of 0 indicates no relatoashp. 2
correlanon of =10 mndicates 2 perfect
positive relation while = 1 0 15 2 pervect
negatine relationship Har &t al (2010Y
further authenticated this asscruco with
therr own rule of thumb fwr commdiatwon
strength of relabonships (1 — vatues from.
0.1 = 0.29 (smalli. 0.30 — 0.349 (mediam).
0 50 - 1.0 (strong).

Deducing the results from Table 4.3
there was o sigmuficant  reiaboashsp
betwoen MGF and SHMP. the strength of
the relationship was weal and negatve it
= .00 P =013 > 005 Although a
positne sugnificant relabonshp  oxested
betwoen SHMP and STR ir = Ded. P =
0208 =~ 008 the He was alse acceomad
e the signifivance value was greater
than 0 08 This implics that the kel of
stakcholder engagement o0 a4 oot
aflects stahcholder management proves.
However. the matny also wovcakd
CMF  was more  sooaghy  posstien
correiated to COF 11 ua2d P i
0.08) thae to REF it - 0 2% - van
0 0% This unplices that 9%, of COF has

wmﬁ
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2 The study concluded that management
- related factors had the most significant
effect on stakeholder management of
construction  projects followed by,
conflict factors, communication factors
. and cost factors. However. a new
~ coatribution o knowledge is being made
~ oa addimonal factor  such  as
= wwaﬂablmgm

) ; her studies. Stakcholder management
have a significant relatonship
~ stakcholder management
e, key stakeholder factors
”*ml’aﬂw

2 Dependent Variahle
N Maodel Model Maodel
) ' A s “
S 1 Il o
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