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Abstract

Stakeholder involvement plays an important and critical role in project performance. In
Guinea, the Administration and Control of Major Projects and Public Procurement (ACMPPP)
has initiated a huge reforms and reorganizations of development projects implementation
since 2014. This has involved different stakeholders who include: the Government through
the operating Ministries, International Institutions such as United Nations Development
Program, World Bank, Africa Development Bank etc., Construction and Manufacturing
Companies as well as Non-Governmental Organizations. This paper will examine the literature
around the stakeholders’ involvement concepts to address their influence in project
identification, planning, implementation and monitoring on development project
performance within organizations in Guinea.
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Introduction

It has been mentioned by earlier project management scholars that stakeholder involvement
is critical success factor for every project within any organization. Development projects are
a major contributors to countries’ development and the participation of different
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stakeholders to ensure that performance is fundamental and capital. Hence, in a
development project context, the number of stakeholder is generally large and can vary
significantly in the degree of influence. Mitchell et al., (1997) identified the power, legitimacy
and urgency as the key stakeholder characteristics. The nature and number of stakeholders
will be determined according to the type, size of projects and it would therefore make sense
to carry out the review of their identification throughout the project implementation
Moodley (2002).

Project managers are always deploying many efforts and resources to complete their projects
successfully. This involves completing the project on time, within budget, meeting product
specifications etc. specifically, despite the quest for project success, development projects in
Guinea have continuously experienced cost and time overrun, poor quality performance
unmet product specifications, unsatisfactory of stakeholders needs and requirements and
unmet of organization objectives.

Moreover, stakeholder involvement can take different level and forms during the project
execution. This can line up along with the project predefinition and initiation requirements,
the organization strategic objectives through negotiation, consultation, partnership and
project final goal. Stakeholder involvement is both a means and an end. As a means, it is a
process in which people and communities cooperate and collaborate in developing the
project.

A wide number of researchers depicted stakeholder involvement as a potential contributor
to project success (Freeman, 1984; Boonstra, 2006; Achterkamp and Vos, 2008; Adrienne
Watt, 2014). The predominant idea behind that has been oriented in understanding the
extent of stakeholders’ contribution on project performance within organizations (Rabe and
Betsil, 2009). Further, involvement of stakeholder in project is a valuable concern for project
managers to address the time, costs and quality constraints associated with project portfolio
management. Therefore, for a project managers, to carry out a successful projects and to
meet users’ and organization requirement, stakeholder involvement and satisfaction is the
key to determine whether a project fails or succeeds.

In conclusion, stakeholder involvement is actually more important than ever because of the
“interconnected” nature of project activities (Bryson, 2013). Any project be economic, social,
educational, environmental needs an active commitment of all its stakeholders (Freeman and
Beale, 1992). Thus development projects require participatory approach of stakeholders in
identifying and solving problems affecting project implementation (Boonstra, 2006;
Achterkamp and Vos, 2008; Adrienne Watt, 2014).

Literature Review

Project Performance

The ultimate performance of project is achieved through keeping it within the allocated
budget, time, scope and meeting the required technical standards for quality, operations,
functionality, safety and environment protection (Flanagan and Norman 2003). Project
performance ensures that organizations, maximize on profitability and minimize the
consequences of risks and uncertainties events in terms of achieving the project’s objectives
(Kululanga and Kuotcha, 2010).

According to Mohammed (2002), the basic components and criteria to measure project
performance are cost, time, scope and quality which are also largely accepted by project
management previous reviewers. For instance, project quality constitutes the primary
requisite when it comes to evaluate the project acceptance by customers. To ensure the
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conformity and effectiveness of quality performance, the specification of quality
requirements should be clearly and explicitly stated in planning and contract documents.
Project performance indicators for this study will be defined in terms of cost, time, quality,
scope and profitability, as many organizations expect to earn returns on project invested
capital. In Guinea, project performance, frequently has been assessed through project cost,
quality, users’ satisfaction, timeliness and achieving project overall objective and those
factors are considered as an effective indicator to measure project success (Pinto and Slevin,
1987; Cleland, 1999).

Lekunze, (2001) conducted a study on stakeholder involvement in integrated water resource
management in community water management projects in Cameroon. The study analyzed
the commitment of youth to water resource management by comparing the results of the
different approaches used. The study revealed that the organizations that practiced a
stakeholder participatory approach while involving the youth had greater chances to succeed
than others that did not consider as an approach.

On the other hand, Atiibo (2012) examined stakeholder management challenges and their
influence on project management in the case of advocacy and empowerment in the upper
east region of Ghana. The study indicated that the roles and interests of the key stakeholders
were very critical to the project operations. However, stakeholder management was found to
be characterized by casual and temporary actions which is not predominantly
institutionalized. Challenges like unfair competition, conflict of interests, weak commitment,
and poor communication line, limited expertise of managers, misunderstanding and
appreciation of leadership problems were found to impact severely on the work of the
organizations.

Furthermore, Menoka, (2014) did a study on stakeholder involvement and sustainability
related to project performance in construction. The study sought to improve stakeholder
involvement in construction project performance through achieving construction
sustainability. A framework was developed and include different stakeholders with
sustainability driven project performance. The research was conducted as an empirical
investigation and the findings depicted that effective preparation and presentation of
stakeholder involvement contributes to improve the construction project performance
through achieving the construction sustainability. The study found also that there is variation
of perception of projects participants’ roles, stakeholder involvement, and construction
sustainability and construction project performance towards organizations. This implied that
involvement can be valuable in anticipating the expectations of different stakeholders from
the projects.

Finally, stakeholder involvement is often dependent on the characteristics of the project and
type of organization. Many studies suggest to undertake stakeholder management processes
in accordance with a standardized methodology and scholars strongly advocate the central
role of stakeholder involvement in delivering successful projects (O’Halloran and Menoka,
2014).

Stakeholder Involvement and Development Projects

This section presents the review related to stakeholder involvement and performance of
development projects. It will be based on the research variables.

Stakeholder Involvement in Project Identification and Project Performance

First of all, project stakeholders are groups, individuals or organizations that are actively
involved in a project or whose have a vested interests in project execution, completion or
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results and may as well exert influence over the project objectives and outcomes.
Stakeholders have a stake in the outcome of the project. It could be an interest, a right or
ownership. Rights can either be legal or moral ownership in a circumstance (Carol, Cohen and
Palmer, 2004).Stakeholders take advantage for having their expectations understood and
managed through appropriate open communication line on one hand and ensuring that the
stakeholders understand and provide support to the project on the other hand.

Moreover, the initiation processes define and determine the scope and the nature of the
project. If this phase is not performed well, the project success will be probably compromised
in meeting the community expectations (Nijkamp et al., 2002). The particular key project
identification needed here is an understanding of the project environment and making sure
that all necessary requirements and technical specifications are integrated into the project.
According to Albert (2004) any inadequacies or issues should be identified, reported and a
recommendation should be made to fix them. The initiation stage as the starting point of
project implementation should include a plan that encompasses the following activities:
selection of the best given project corresponding to the need of the community or
organization, recognizing the benefit of the project, assigning project manager, defining the
needs and requirements into realistic goals, financial, social and economic analysis of the
costs and benefits, identifying source of funding, stakeholders analysis which include project
team support, project chart, costs, tasks, deliverables and schedule etc.

Legitimate and valid stakeholders need to be identified and their power, proximity and
influence understood to deal with their potential impact on the project (Curley, Steve and
Ricky, 2006). Identification of stakeholders is a part of the project execution process, and
consists of assigning individuals and groups whose are affected by the project or used it.
Adequate and appropriate strategies can then be designed and implemented to enhance the
positive influence of stakeholders. This becomes a fundamental risk management issue for
project managers and failing to establish a comprehensive connection between risks related
to project and stakeholder’s involvement will led likely to project failure (Malunga and Banda,
2004).

Stakeholder Involvement in Project Planning and Project Performance

Stakeholder involvement in project planning activities involves definition of the project's work
requirements, quality and objective, the specification of resources needed and their
allocation, the definition of schedule, evaluation of various risk and determination of
delivering methods. The advantage of stakeholder involvement during the planning stage
allows project managers to strengthening project implementation process or it outcome.
Furthermore, Nobeoka and Cusumano (1995) did a study in Japan to determine the
relationship between stakeholder involvement in project planning processes and their impact
on project performance. They found that stakeholder involvement affect project goals during
the planning phase, resource allocation, tasks specification and, in turn project performance.
Harold (2003) suggests that stakeholder involvement in planning contributes to understand
the place and roles of stakeholders in determining how to plan, developing the milestones,
scope statement, assigning the planning team, identifying deliverables, creating the work
breakdown structure (WBS), estimating the required resources for the activities, developing
schedule, estimating time and cost necessary for activities, risk planning, getting formal
approval to start work (Rosario, 2000).

In Addition, critical process as project planning, identifying the roles and responsibilities of all
stakeholder and maintaining a warm working relationship with them are also generally
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suitable for project performance. The most common techniques or tools employed in the
stakeholder involvement in planning stage are project Plan and Milestones Reviews. The
method consists of full commitment of different stakeholders in the planning process. At this
level, the project managers prepare the project budget, set objectives to each participant and
plan works (Madeeha and Imran, 2014). This role is ensured by the Administration and
Control of Major Project and Public Procurement in Guinea. They advise and assist
Government or organizations in preparation and management of different projects
stakeholder. There are other operating departments which approve project budget, schedule
and work plan in their respective fields. Finally, the logic behind of engaging stakeholders in
planning stage is to deliver successful and sustainable projects through identifying, analyzing,
scheduling, coordinating, controlling every factor that could influence project performance.

Stakeholder Involvement in Project Implementation and Project Performance

Stakeholder involvement in project implementation is one of the most important exercise in
managing projects. Project managers during the implementation stage facilitate the
coordination of people, efficient utilization of resources and effective evaluation of risks to
carry out the established project plan. For instance, Duncan (1996) mentioned that
stakeholder involvement in project implementation is necessary to transform the planned
programs and objectives of a project into realistic well-structured tasks and activities to
achieve the project goals.

The complexity of stakeholder commitment in project implementation is pertaining to the
characteristics of project which include for example a long duration, huge investment and
many unforeseen and emergent factors (Chang, 2013). Several ways are suggested to
categorize the risks and issues associated with stakeholder involvement in project
implementation and project performance. Some examples are relating to project sponsorship
development, business environment, government regulations, political influence, financial
feasibility, procurement and social acceptability (Floricel and Miller, 2001)

According to Low Sui et al., (1996), the performance of development project is largely
depending on the attitudes of different stakeholders. Hence, during the implementation, if
key stakeholders of the project are not committed to adequately execute their
responsibilities, it will adversely impact the overall project performance. Deming, 1986 and
Joaquin et al., (2010) mentioned that the stakeholder's participation is highly important to
project success, and therefore taking account their claims and interests during the project
implementation stages is largely required to achieve project objectives.

Furthermore, it should be noted that, the association between projects and stakeholders
involvement has a bilateral effect. In other words, while stakeholders can exert some
influence on project performance, a development projects can in some extent affect
stakeholders. For example, implementing a higher standard projects in construction or mining
sector can improve and change people’s living conditions but the pollution and destruction of
the environment will reveal the negative effects of the project on some stakeholders
(Olander, 2002; Olander and Landin, 2005a). In addition, as reported by Atkin and Skitmore
(2008), practicing an appropriate stakeholder involvement approach in project
implementation will make easier to manage their needs and anticipate risks that may have
possible influence on project success.
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Stakeholder Involvement in Project Monitoring and Project Performance

Project monitoring is the process of rigorous controlling, and assessment. It compares the
planned works with actual results to determine the progress and performance Cleland,
(1999). The process of determining the real situation of a project is called evaluation of project
and this evaluation is necessary to find out if the project is being operated properly or not.
The project monitoring has huge impact on project quality Coulter (2010). It is therefore
necessary to provide an adequate control instrument that provides a structured and
continuous information on the performance of the project.

Project should be appraisal at both stages before and after its implementation. For instance,
the purpose of monitoring and control is to estimate the effects of each factor and then
analyze the performance of each element in the project success Bhim Chimoriya, (2014).
Fayol (1949) noted that “control means seeing that everything occurs in conformity with
established rule and expressed command”. The specific objective is to establish a
comprehensive approach for planning, sustainability and decision-making to meet project
goals.

According to Flanagan and Norman, (2003), stakeholder participatory in monitoring influence
development project performance as the implication of affected stakeholders in monitoring
phase enhance the chance of success. It was also mentioned by Coulter (2010) that
organizations play an important role in project monitoring and supervision and he found that
there is a positive and strong relationship between stakeholder involvement during the
monitoring stage and the impacts of those stakeholders are generally reflected on the
performance of projects.

Involvement of stakeholder through monitoring and reporting in development projects
contributes to identify hindrances and challenges surrounding the projects. Top management
in organizations can use stakeholder involvement in monitoring as an opportunity to influence
and support project success (Katiku, 2011). Hence, constructive and well-informed
stakeholder in project monitoring is useful to the organizations as it will significantly improve
the performance of the project.

Conclusion

Stakeholder involvement in project identification, planning, implementation and monitoring
enhances the chance of project success and it is an appropriate way to achieve an
organization goals. The information collected on stakeholders’ involvement in previous study
indicated the strong connection between project performance and various stakeholders and
many authors agreed and are conducting more substantial investigations to ground those
findings. Therefore, as discussed in the literature, stakeholders’ involvement through
identification, planning, implementation, monitoring and control contribute in a very great
extent to project success. The present study indeed recommends rigorous evaluation of
critical success factors highlighted in this paper along with the goals of the organization for
more dynamic, innovate and effective project implementation.

The study provided an insightful theory based on concepts of Participatory Development
which lead to how various stakeholder Involvement would influence the performance of
development projects within organizations. This approach described stakeholder as a
powerful means of understanding the firms and its environment. Overall, the purpose of the
theory is to bring government, managers, sponsors, contractors and community to find out
their strategic role and place in project success. While having its origin in strategic
management, stakeholder theory has been applied to many fields and presented and used in
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a number of ways that are quite distinct and involve different approaches, concepts and
criteria of project assessment.
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