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Glossary

Key Definitions in the Thesis

This section presents positions taken in the thesis about some key terms which form the

core of this thesis that may have varying definitions and may be controversial. These

terms include:

Project, which is defined in this thesis as an endeavour undertaken by a team to
achieve a desired outcome for the benefit of the project stakeholders.

Project management defined as the art of directing and coordinating human and
material resources through the life of a project by using modern management
techniques to achieve project desired outcomes for the benefit of the
project stakeholders.

Project success in this thesis is defined as the delivery of a project on scheduled
time, budgeted cost, specified specification/quality, and to the satisfaction of the
project stakeholders.

Project objectives can be defined in this thesis as those things (or outcomes)
achieved to consider a project as a success.

Project life cycle in this thesis is defined as the collection of generally sequential
project phases whose name and number are determined by the control needs of
the organisation or organisations involved in the project, and which provides
means of progressive delivery of expected outputs.

Project management team or project management team member as referred to in
the empirical results refers to the client’s organisation project managers.

Project stakeholder or stakeholder can be defined and recognised in this thesis as
individuals, groups, or entities represented by individuals who can affect or
who can be affected by the project process or the project outcomes.

Project stakeholder management is defined in this thesis as all purposeful

activities towards the stakeholders to enhance project success.
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Abstract

This research is based on evidences which show that project success in public sector
construction projects in Nigeria is hindered by, among other issues, poor stakeholder
management. As a result, the study involved the development of a conceptual model for
effective stakeholder management. Using the conceptual model, empirical studies to
establish the practice of stakeholder management in Nigerian public sector projects in
four public universities as case studies were carried out. The resulting data were
analysed, which revealed significant weaknesses in the practice of stakeholder
management. These include lack of wide and deep knowledge/understanding of the
concepts of project and stakeholder management by the clients’ project management
teams (or research participants); non-existence of formal/systematic process of project
stakeholder management; and poor system of project information/data management.
Consequently, an integrated framework to ensure effective stakeholder management that
would facilitate project success was developed. The integrated framework involves a
seven-step stakeholder management process model, considering participants and their
qualifications, techniques and outputs of the stakeholder management process and a
system for project information/data management, across three-phase project life cycle.
To ensure that the framework is practically applicable, it was evaluated by the expected
beneficiaries of the framework and other experts familiar and involved with project and
stakeholder management in the case studies, using questionnaire survey. The results of
the evaluation show acceptability of the framework to effectively manage stakeholders
and improve project success. However, while the framework may have been developed
using data from selected universities, its principles may be applicable with prudence to
other universities and other public sector projects. Further similar empirical studies
using this approach or other suitable approaches in other universities and/or public

sectors are required to generalise the findings and improve project success.



Chapter 1 Introduction

In this chapter the general summary of the context and content of the research is
presented. These include the background to the research, describing the context of the
research and statement of the research problem; the aim and objectives of the research,
giving a statement of the aim of the research and the outline of the research objectives
with which the research was undertaken and evaluated; the outlines of the
methodologies in the achievement of the research objectives; the scope of the research,
which outlines the research boundaries within the control of the researcher; the
limitations of the research, showing opportunities for further research; and the outline of

the chapters in the thesis, describing the contents of the individual chapters.

11  Background to the Research

Public sectors play dominant roles in the development of infrastructure projects of
developing countries such as Nigeria. However, management of these projects poses
serious challenges towards the achievement of their goals. The study of the management
of public sector projects in Nigeria shows projects that are procured in environments of
multiple interests and stakes, which have hampered the success of these projects at

various phases of the projects’ life cycles.

Available literatures have captured the quantum of the problems of public project
management in Nigeria. For example, it has been reported by Anago (2002), Ballard
and Wang (2002), and Eneh (2009) that several development plans, programmes or
visions aimed at developing and improving the quantity and quality of infrastructure
facilities for economic growth have been attempted without success. These attempts
show public investment programmes in infrastructure, economic and social services in
large public utilities which include telecommunication, power, steel, petrochemicals,
banks, small agricultural firms, manufacturing, education, and hotels. These are
estimated at 1500 public enterprises (PEs), made up of 600 in Federal Government
holding and 900 relatively small in State and Local Government’s holding, and were
stimulated by the huge oil revenue in the 1970s (Ballard and Wang, 2002). Other such
investments are reported in River Basin Development Authorities (RBDAS) (Kolawole,
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1991; Priscolli and Wolf, 2009) and oil and gas and power and energy (Obadina,
1999a).

Although it is reported that these projects and programmes have been planned to
succeed, and huge financial resources have been expended for their implementation
(Obadina, 1999b; Ballard and Wang, 2002; Akinbade and Lalthapersad-Pillay, 2003;
Stephen and Lenihan, 2007; Okereke, 2008; Eneh, 2009; Mobbs, 2009), however, in
spite of the huge investments, these public projects and programmes have continued to
remain unsuccessful at different phases of their life cycles (Kolawole, 1991; Obadina,
1999b; Anago, 2002; Ballard and Wang, 2002; Mohammed, 2002; Eneh, 2009; Priscolli
and Wolf, 2009). The reason for this according to Ballard and Wang (2002) and
Stephen and Lenihan (2007) is largely due to the actions and inactions of political
leaders and administrators, public service project managers, contractors, labour unions
and other pressure groups, and local communities. It is reported that, while political
leaders show lack of commitment in implementing inherited projects/programmes from
previous regimes; public service project managers, apart from conniving with
contractors whose overriding objective is to enrich themselves without limit, poorly
supervise these projects across life cycle phases; labour unions and other pressure
groups sometimes put unnecessary pressure on project implementation; and local
communities target public projects for destruction at any slightest dispute or crisis
(Kubeyinje and Nezianya, 1999; Stephen and Lenihan, 2007; Okereke, 2008; Eneh,
2009; Mobbs, 2009; Priscolli and Wolf, 2009). It is observed that, local communities
where these public projects are sited show little caution to these projects to deliver their
benefits (Kubeyinje and Nezianya, 1999; Obadina, 1999a; Obadina, 1999b; Itsede,
2006; Stephen and Lenihan, 2007; Okereke, 2008; Eneh, 2009; Mobbs, 2009; Priscolli
and Wolf, 2009).

Critical study of the above project problems shows issues that are implicitly related to
project stakeholders. These issues include cost and schedule escalations, corruption,
lack of commitment by political leaders, poor supervision, among others. As a result,
managing the project stakeholders which is central to achieving project success (Jergeas
et al., 2000) is at the centre of the problems. Thus, understanding the concept of

stakeholder management is important to understand how to manage stakeholders and
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achieve project success. McEIroy and Mills (2007) defines stakeholder management as
the continuing development of relationships with stakeholders for the purpose of
achieving a successful project outcome. Project Management Institute (2004) and
Association for Project Management (2008) define project stakeholder management as
“the systematic identification, analysis and planning of actions to communicate with,
negotiate with and influence stakeholders”. Project stakeholder management can be
defined as the process of dealing with the people who have an interest in the project,
with the aim of aligning their objectives with those of the project (Moodley, 2002;
Moodley, 2008).

The concept of stakeholder management aims to analyse, understand, describe and
manage stakeholders (Chinyio and Akintoye, 2008). According to Jepsen and Eskerod
(2009), stakeholder management is important in project management, as a project is
seen as a temporary coalition of stakeholders having to create something together. The
aim of project stakeholder management is to increase the chances of project success,
thus, consists of all the purposeful activities carried out in connection to the project
stakeholders to enhance project success (Jepsen and Eskerod, 2013). Stakeholder
management is an important part of the project management process for construction
and other project types (Rowlinson and Cheung, 2008; Walker et al., 2008b) and the
strategic management process of an organisation (Moodley, 2002; Moodley, 2008).
Construction project management focusses on the process of planning and managing the
activities required to deliver a project (Morris, 1994). Stakeholder management involves
the project team in a process of enabling stakeholders to identify, negotiate and achieve
their objectives through active participation in the project process (Rowlinson and
Cheung, 2008). Also, managing stakeholders is a skill for construction project teams
(Vinten, 2000; Walker et al., 2008b), as stakeholders have the ability to influence the
organisation (Moodley, 2002; Moodley, 2008). Stakeholder management is important
and a key process that has significant impact on the success of a project (Young, 2006).

Stakeholder management process is performed to understand the project’s stakeholders;
to ensure the balance between contribution and reward; for managing the stakeholders;
to involve those to determine the project’s goals and how success is measured (Karlsen,
2002). Several authors have proposed processes for the management of project

stakeholders (Yang et al., 2011). These processes are proposed by Cleland (1986),
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Cleland and Ireland (2002), Elias et al. (2002), Karlsen (2002), Preble (2005), Bourne
and Walker (2006), Young (2006), McElroy and Mills (2007), Walker et al. (2008b),
and Jepsen and Eskerod (2009), Yang et al. (2009), British Standard Institute (2010),
Luyet et al. (2012), and Project Management Institute (2013).

Therefore the main argument in this thesis is that project stakeholder management is
central to facilitating project success in the public sector in Nigeria. This argument is
hinged on the fact that project success in the public sector in Nigeria, shown to be
hindered by mainly cost escalations and time delays, is influenced by the actions and
inactions of project stakeholders. Therefore, project success which is measured by the
achievement of project objectives (cost, time, quality and stakeholder satisfaction) could
be implicitly facilitated by the management of the project stakeholders.

12 Aimand Objectives of the Research

The aim of this research is:

To develop an integrated framework to contribute to the improvement of stakeholder

management in the public sector construction projects in Nigeria.

To achieve the aim of the research, the following objectives were pursued:

(i) To develop a conceptual framework for project stakeholder management.

(i)  Using the conceptual framework in objective (i) above, to evaluate the practice
of stakeholder management in the public sector construction projects in Nigeria.

(ili)  Based on objective (ii) above, to analyse the strengths and/or weaknesses
relating to stakeholder management in public sector construction projects in
Nigeria.

(iv)  On the bases of objectives (i) — (iii) above, to develop and evaluate an integrated
framework to contribute to the improvement of stakeholder management in

public sector construction projects in Nigeria.

13  Outline of Methodology

To achieve the above aim and objectives of the research, a multiple case study mixed
methods approach was employed. The objectives of the research were pursued in three

phases of the research, namely:
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e Exploratory phase - involved the in-depth literature review that shaped the
theoretical position of the research, which led to the development of a
conceptual model (Objective 1). Also, a pilot test was carried out in the phase to
pre-test the methods and instruments used for gathering the research data.

e Investigative phase — involved the evaluation of the practice of project
stakeholder management in the public sector in Nigeria (Objective 2), by
gathering empirical data from four cases. The four cases were used to
investigate the practices based on the guidelines in the conceptual model, using
semi-structured face-to-face interviews, telephone interviews, examination of
project data/information (or documents) and observation of projects.
Furthermore, the analysis of the strengths and weaknesses relating to the
management of project stakeholders in the four cases (Objective 3) were carried
out in this phase, by comparing the findings from the empirical data gathered
with the existing literature and body of knowledge.

e Synthesis phase — the integrated framework development and evaluation phase
(Objective 4), involved the use of the insights from the exploratory and
investigative phases. The integrated framework was developed on the bases of
Obijectives 1 — 3. This was achieved from insights from the extant literature and
project management best practice guides and methodology, for the development
of the integrated framework. Also, the integrated framework developed was
evaluated (or validated) using questionnaire survey among selected experts from
the cases used for gathering the empirical data and senior academics

familiar with the management of university projects.

Details of the justification for the research design and methods employed are described
in Chapter 3.

14 Scope of the Research

The scopes refer to the areas covered in the research, which needs to be made clear
since it is impossible to cover every area, without limit in a single research. Thus, it is
required for any meaningful research to have boundaries. Therefore this thesis is

confined within the following boundaries:
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o Although the term project covers many fields and industry, this thesis and the
arguments in it, as well as any other part of research associated with it is limited
to only construction projects and their management.

o Also, since every research is undertaken within a context, as such the research in
this thesis is based on organisational context of federal public universities in
Nigeria. Although some of the principles in the thesis may be generic, however,
application of some of the other principles beyond the selected cases must be
done with caution.

o The research is limited to stakeholders in construction projects initiated and
managed in the client organisation.

o The use of advanced information technology (IT) systems and development of
decision support software will not be addressed within this thesis. The use of IT

in the thesis is limited to the application of existing software.

While the author does not make claims for the conclusions beyond these delimitations,

implications of the findings beyond the delimitations are drawn in Chapter 8.

15  Limitations of the Research

In considering the limitations of this research, the applicability of the findings from only
few cases to the engineering and construction industry as a whole is vital. While it is
recognised that there are several subsectors in the public sector, only one subsector
(education) was selected for the research. Also, although there are several universities in
the educational subsector in Nigeria, only four federal public universities were
investigated. Furthermore, while it is recognised that project activities in the federal
public universities affect the private sector, the study was limited to only the
involvement of the private sector, where they have been referred to, not considering it as
an entity in the study. Another limitation is with respect to the variety of projects that
could have been investigated. Although sufficient data required for the research were
gathered, however, other projects sponsored/financed by philanthropists, corporate
organisations and alumni in the cases have not been included. This is because these
projects are observed to be autonomous in administration and irregular in occurrence,

and often separate from the organisational strategic plans of investments in the cases.
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Outline of Chapters in the Thesis

While the background to the study of the research introducing the context of the

research in the thesis is introduced in Section 1.1, the aim and objectives of the thesis

are outlined in Section 1.2. The arguments in the thesis are structured as shown in Table

1.1 below, which describes briefly the contents of each chapter of the thesis.

Table 1.1Thesis structure

Chapter

Content

Chapter 1

This chapter provides an overview of the research, including the background to the study,
highlighting the research problem, aim and objectives of the research, the scope of the study,
and the limitations of the study. Thus, the chapter sets the ground for the rest of the other
parts of the thesis.

Chapter 2

The chapter is a critical review of the concept of project management with emphasis on
project success. Issues considered important and related to project success such as project
objectives, project stakeholders and project life cycle were reviewed. In addition, the chapter
reviews and describes the management of public projects in Nigeria, which shows that
projects are poorly managed and unsuccessful. It concludes that the lack of success is
attributed to the poor management of the project stakeholders.

Chapter 3

This chapter describes the research design and methods, as well as philosophies of research. It
shows the theoretical justifications and rationale for the methods chosen to achieve the
objectives of this research. The chapter also describes in detail, the strategies/approaches
chosen, outlining the procedures followed to achieve the objectives of the research.

Chapter 4

The chapter explains the “Conceptual Model” developed and used as a lens to view the
practice of project stakeholder management in the case studies in the public sector in Nigeria.
Thus, the chapter describes the features of the conceptual model and how they were used to
study the practice of project stakeholder management in the respective cases selected for the
study.

Chapter 5

This chapter presents the data from the empirical study. The data which majorly were
qualitative were also in small measure quantitative. These data gathered based on the
Conceptual Model developed in Chapter 4 and case study approach chosen in Chapter 3 were
mainly from semi-structured interviews, project documents, and project observations.
Analysis of the data to determine the experience and qualifications of the research
participants was undertaken. Also, the understanding/knowledge of the concepts of project
and stakeholder management by the research participants as well as the project characteristics
was undertaken. These analyses were critically interpreted to understand the practice of
project stakeholder management.

Chapter 6

This chapter presents the analysis of the practice of project stakeholder management to
determine the project stakeholder management process and the strengths and weaknesses of
the practice. These were analysed by comparing the findings from the empirical studies with
the extant literature and body of knowledge.

Chapter 7

This chapter presents the developed integrated framework for the improvement of the
management of project stakeholders in the case studies in the public sector in Nigeria. It also
shows the development of the framework, the nature of the framework and how it could
improve the management of project stakeholders in the public sector. Furthermore, the
chapter presents the evaluation of the framework.

Chapter 8

The chapter presents the conclusions of the thesis, stating what was set out to be done to
achieve the objectives, what was done, how that was done, what was found, and the
implications of the findings, and recommends areas for further research.




Chapter 2 Nigerian Public Sector Project
Management and the Concept of Project Success

This research is about the improvement of project success through effective
management of project stakeholders. However, in order to analyse and understand the
issues in the research in more detail, the relationships between project success and
project management and project success and project stakeholder management will be
explored. Therefore, it is against this background that project success within the context
of project management is explored in this chapter as detailed in the sections below:

e Section 2.1 reviews public sector project management in Nigeria;

e Section 2.2 presents the report of the assessment of infrastructure projects in
public universities in Nigeria to highlight a typical public sector in Nigeria

e Section 2.3 presents the concept of project management;

e Section 2.4 explores the concepts of project success, project objectives and
project life cycle and their relationships within the context of project
management;

e Section 2.5 synthesises the research problem and issues in the management of
public sector projects in Nigeria and highlights the knowledge gap which exists
in the management of projects in Nigeria; and

e Section 2.6 presents the causal link between Nigerian public sector project
management and project success and project stakeholder management

e Section 2.7 presents the concept of project stakeholder management in project
success

e Section 2.8 is the chapter summary which provides the conclusion to the

chapter.

21  Public Sector Project Management in Nigeria

Several attempts have been made by the public sector in Nigeria to improve and develop
the quality and quantity of public infrastructure facilities (Anago, 2002; Ballard and
Wang, 2002; Eneh, 2009). These efforts have been seen as necessary for the
development and economic growth of the country, as infrastructures were not well

developed during the colonial era (Merna and Njiru, 2002). The attempts which were
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stimulated by the huge oil revenues of the 1970s spread across public investment
programmes in infrastructure, economic and social services, in large public utilities,
such as telecommunication, power, steel, petrochemicals, banks, small agricultural

firms, manufacturing, services, hotels, health, and education (Ballard and Wang, 2002).

Also, the financial value of these and other projects have been reported to be huge.
However, several of them have been abandoned or completed later than their schedules
and far above their initial estimated budgets. Ballard and Wang (2002) reports that
successive governments in Nigeria have spent approximately US$90 billion in public
enterprises that cannot be accounted for. For example, a US$3.8 billion liquefied natural
gas (LNG) facility meant to produce 7.12 billion cubic metre product per year which
was 80% completed and expected to resume exporting in 1999 was not completed on
schedule and budget (Obadina, 1999a). This is in addition to the huge sums of money
expended on the turn-around-maintenance (TAM) of the petroleum refineries in
Kaduna, Port Harcourt and Warri, which are producing far below capacity.
Furthermore, it is shown that between 2003 and 2007 alone, an estimated US$10 billion
was invested in National Integrated Power Projects (NIPP) which have not seen ‘the
light of the day’ (Okereke, 2008). Ajaokuta steel complex which is the centrepiece of
the steel industry in Nigeria has experienced huge cost overruns, indebtedness and
delays and has still not been completed (Ballard and Wang, 2002). The National
Electric Power Authority (NEPA) now Power Holding Company of Nigeria (PHCN)
was at one point expected to generate 6,000 megawatt of power but was producing less

than half of the estimated output (Obadina, 1999b) due to poor management.

Boele et al. (2001), Anago (2002), Ballard and Wang (2002), and Okafor (2008),
Okereke (2008), Eneh (2009), and Inokoba and Imbua (2010) observe from assessment
of public projects in Nigeria that, public sector clients while initiating and
conceptualising projects ignore the involvement and impact of other key stakeholders,
especially the end users and/or host communities where the projects are sited.
Consequently, the end users and/or host communities put up resistance to the execution
of these projects and/or misuse the projects, as they do not view themselves the owners

even when the projects are meant for them.
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Also, despite huge investments into the sector, the situations have continued to worsen
by the day. The situations are further compounded by the civil and criminal violence
and inter-tribal conflicts in the Niger Delta region, as well as vandalism of domestic
crude oil, natural gas, and petroleum products pipelines (Mobbs, 2009). The magnitudes
of these problems are enormous and transcend to affecting even the cost of production
for private firms. For instance, the economy suffered an estimated additional cost of
US$1 billion annually, between 1998 and 2002 due to unreliable power supply (Ballard
and Wang, 2002). Civil unrest in 2006 alone cost US$4.47 billion to Nigeria’s revenue
(Mobbs, 2009).

Furthermore, it is reported that the poor performance of the public sector projects is
attributed to poor implementation due to lack of interest and commitment by political
leaders (Eneh, 2009); corruption, poor politics, lack of continuity, weak private sector
support, absence or lack of due process, ethnic and political divide in the country which
affects economic development (Stephen and Lenihan, 2007). Other problems reported
include: lack of funds running into billions of dollars needed for repairs and
replacement of ageing facilities (Obadina, 1999b) and misallocation of resources, poor
technology, gross inadequate maintenance, misuse of monopoly power in various
sectors resulting in unreliable service and gross inefficiencies (Ballard and Wang,
2002). Similarly, Priscolli and Wolf (2009) assert that the problems are rooted in lack of
clear roles and responsibilities, lack of communication, top — down approach in dealing
with stakeholders, stakeholders’ non-participation, lack of autonomy and continuity in
government policies, combination of regulatory and management functions, arbitrary
policies and operating decisions, and poor resources allocation and management, among

others.

Most public sector projects have been uncompleted at various levels due to the lack of
the involvement or engagement of the stakeholders on the projects. Serious evidence of
these include projects in the oil and gas sector, where lack of recognising the interest of
the local communities and involving and engaging them in projects have resulted in
resistance to implementation of the projects (Boele et al., 2001; Inokoba and Imbua,
2010). However, where some stakeholders have been recognised and involved, it does

not cover the wide scope of the stakeholders (Boele, 1995). According to Okereke
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(2008), the failure of projects cuts across all the public sectors, and the reasons are not
limited to only the contractor’s problem, but also include lack of proper initiation,
planning, execution, monitoring and control, and closure throughout the whole life
cycle phases. As a consequence, Okereke (2008) suggests the establishment of Project
Management Offices (PMOs) to introduce and institutionalise modern structured project

management practice.

The above presents the picture of the numerous problems associated with the
management of public sector projects in Nigeria. Therefore, it can be reasoned that
public sector projects in Nigeria experience poor conception/initiation, execution and
use/maintenance or management in general. As such, the interpretation of the above
situations reveals the complicity among various actors in the management of the public
sector projects in Nigeria at different phases of the projects. The following section
reviews and presents the report of assessment of the conditions of physical
infrastructure in Nigerian public universities with a view to appreciate the magnitude of
the effect of the above problems on projects in a typical sub-sector of the public sector.

22  Physical Infrastructure Projects in Public Universities in Nigeria : Report of
Needs Assessment

The report of the Committee on Needs Assessment of Nigerian Public Universities
(2012) reveal that, there are 701 physical development projects dotted across the
universities in the country. Of this number, 163 (23.3%) are abandoned projects, some
abandoned for over 15 years and 538 (76.7%) are on-going projects.

The assessment which entailed appraisal of the existing situation and what is needed for
transformation of public universities in Nigeria covered 61 public universities (27
Federal and 34 States) although at the time, there were 74 public universities (37
Federal and 