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ABSTRACT 

 

Public-Private Partnership (PPP) has been identified as a 

procurement method that brings the public and private sectors 

together to facilitate the delivery of infrastructure projects and 

services. PPP manages complex projects and involves multiple 

stakeholders. Stakeholders in the PPP project need to be 

properly managed to achieve the project goals, minimising risk and accommodate stakeholder 

interest. Stakeholder management is about the relationship between organisation and its 

stakeholders. Poor management of stakeholder could lead to project failure. This paper aims 

to identify the success factors for stakeholder management in PPP infrastructure projects in 

Malaysia. A qualitative methodology which involved structured interviews with expert panels 

in PPP was conducted to validate the stages obtained from the primary and secondary data. 

The findings highlighted on the four (4) stakeholder management stages which involves 

stakeholder analysis, stakeholder engagement, stakeholder management action plan and 

stakeholder management monitoring. The needs for a having a clear understanding of the role 

of the project among stakeholders is crucial. Good stakeholder engagement is an essential part 

of project stakeholders’ engagement. It also appears that the regulatory plan would be 

implication to contribute stakeholder management to achieve the success of PPP project.  In 

addition, stakeholder must monitor the work on site in order to achieve project success. The 

success factors towards achieving a successful stakeholder management process have been 

identified. Improvement in these stages will lead towards better presentation and improvement 

of the success factors of stakeholder management process in PPP infrastructure projects in 

Malaysia. 

 

Keywords: Stakeholder Management; Public-Private Partnerships, Stakeholder Management 

stages 
 

INTRODUCTION  
 

Public-Private Partnerships (PPP) projects have traditionally been seen as a feasible alternative for 

many countries seeking to provide infrastructure services while being financially destitute, as in many 

developing countries (Osei-Kyei & Chan, 2015, 2017b; Babatunde et al., 2015). According to Cheung 

et al. (2010), Grimsey & Lewis (2007), the use of PPP as means of offering facilities has started where 

the involvement of the private sector in the implementation of infrastructure projects such as road tolling 

in America and United Kingdom (UK) and public system in France. PPP was first introduced by the 

UK Government as a PFI in 1992 with the ultimate objective of acquiring balance sheet infrastructure 

projects, decreasing public expenditure and also decreasing the limitations connected with borrowing 

restriction in the public industry (Li et al., 2005). In 2010, Malaysia initiated the New Economic Model 

(NEM) to ensure that the country reaches a high income and fully developed status by 2020. In the prior 

Malaysian infrastructure development, especially before the 1990s, the projects were typically led by 

the government. However, nowadays, the private sector participation in the project development 
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increased through the adoption of procurement. Hodge & Greve (2005) notes that the PPP privatisation, 

PFI and commercialisation market are included both the public and private sector. The public and 

private sectors play a significant role in the development of infrastructure since the private 

participation in the Malaysian construction industry is encouraged.  

 

In order to achieve project success; usually, infrastructure project has many phases, models, 

strategies, incentives, and promotions in project development. In recent years, the success factors PPP 

projects have become very important to the investors and government institutions deliberately to 

evaluate the successful implementation of the project without they know on the success criteria provided 

(Osei-Kyei & Chan, 2017a). Eyiah-Botwe et al. (2016) revealed that stakeholder plays a significant role 

in the construction industry to attain effective project delivery. De Schepper et al. (2014) stated that 

stakeholder management is one of the significant factors of PPPP is stakeholder management. However, 

poor management of stakeholder relationships is one of the main reasons for PPP failure (De Schepper 

et al., 2014; Henjewele et al., 2013; Siemiatycki, 2009; Smyth & Edkins, 2007; El-Gohary et al., 2006). 

El-Gohary et al., (2006), Ng et al., (2013) and Amadi et. al, (2018) , reported that one of the main 

reasons of PPP projects failure is stakeholder opposition.  On the other hand, Henjewele et al. (2013) 

stated that the lack of awareness of PPP concept, the lack of education among the parties involved and 

stakeholder, lack of access to detailed information in the PPP proposals of the consortium in PPP 

projects are three significant reasons for stakeholder management failures. In addition, lack of clear 

government framework and regulation as stated by Kwofie et al.(2016) and Ismail & Harris (2014), 

represents the reasons for unsuccessful PPP projects. Ahmad et al. (2017)  also added the availability 

of finance, weak financial market, land acquisition (site availability), lack of commitment from 

stakeholder, imperfect public decision-making process, differences in working method and know-how 

between partners, inadequate distribution of responsibilities and risks are reasons of unsuccessful in 

Malaysia. Those unsuccessful reasons are related to stakeholders. To ensure the success of the project, 

the process of stakeholder management should be transparent and recognised by all shareholders. 

Successful implementation factors in PPP projects in lies in the partnership between the public and 

private sectors as well as in the relationship among other project stakeholders (Cui et al., 2018). 

 

Stakeholder management is a concept that depicts the commitment of an organisation, proactively 

to deal with its stakeholder communities (Chinyio & Olomolaiye, 2010a). The concept of stakeholder 

management is not new. It can enable project managers to access their stakeholder engagement stages 

to the level of effectiveness.  Although the growing amount of research on stakeholder management 

(Mwesigwa et al., 2019; Harris, 2010; Yang et al., 2009; Jergeas et al., 2000), little theoretical and 

empirical attention paid to the success factors of stakeholder management in PPP projects in Malaysia. 

Lack of studies come out to construct a model on success factors for PPP infrastructure projects in 

developing countries, particularly in Malaysia. Therefore, this paper identified the success factors that 

contribute to the successful delivery of stakeholder management through stakeholder management 

stages.  

 

STAKEHOLDER MANAGEMENT IN PUBLIC-PRIVATE 
PARTNERSHIPS 

 

Many researchers have been interested in the area of success factors of construction management 

that contributes to the success of stakeholder management in construction projects (Reed et al., 2009; 

J. Yang et al., 2009). Jergeas et al. (2000) recognised two aspects of stakeholder management for 

construction projects, such as communication with stakeholders and the establishment of common 

objectives and project priorities. Five factors recognised by Olander & Landin (2008): stakeholder 

requires analysis, benefits communication, negative impact interaction, alternative solutions evaluation, 

the project organisation and media interactions. In construction projects, Yang et al., (2011) studied 

numerous factors or strategies leading to effective stakeholder management. While these 

factors/strategies are not particular to PPP projects, they are supposed to use for the development of the 

conceptual framework in PPP projects. The success factors identified were classified in the main stages 
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of the stakeholder management process: stakeholder analysis, stakeholder engagement, stakeholder 

management action plan and stakeholder management monitoring. 

De Schepper et al. (2014) investigated the application of general stakeholder analysis techniques in 

PPP projects to carried out with the PPP project scenarios, assessed the impact of the allocation of the 

responsibilities of the two principal stakeholders in a PPP project and recommended better 

recommendations on improvement of success for PPP project achievement. From the research carried 

out by De Schepper et al. (2014), a list of stakeholder management for the success factors to PPP 

projects success has obtained. Besides, the study carried out by Henjewele et al. (2013) was extracted 

an additional set of success factors that contribute to PPP projects success. Therefore, a list of success 

factors for PPP-specific and non-specific stakeholder management was created at the end of the 

literature review and was used to research the list of PPP practices further. Table 1 presents the literature 

review’s success factors. 

 

Stakeholder Analysis 
 

One of the main elements in stakeholder analysis for a project is stakeholder identification (Karlsen, 

2002; Olander, 2007; Walker et al., 2008; Jepsen & Eskerod, 2009; Bryson, 2004). The majority of 

stakeholder analysis techniques are based on the expertise of the key stakeholders to recognise other 

stakeholders of predetermined categories and, based upon the predetermined relationship characteristics 

and priority to their relative importance. Thus, all stakeholders must identify and the stakeholders 

classified. Lim et al. (2005) suggested that stakeholders classified for the better use of the rules of the 

success factors. 

 

Consequently, project teams use difference stakeholder classification units based on their 

stakeholders. For instance, the stakeholders categorised as regulatory, community, organisational, and 

media by Henriques & Sadorsky (1999). Now the traditional view of stakeholder analysis is taken into 

account.  

 

According to Bryson (2004), was to satisfy every stakeholder. It was necessary to determine how 

each stakeholder affected the organisation and the needs of every stakeholder. Furthermore, one of the 

further steps suggested by Bryson (2004) is to assess the significance of stakeholders. Also, Bryson 

(2004) recognised the significance that stakeholder issues should first identify and that the relationships 

between stakeholders should predict. The success factors mentioned above are not specific to PPP 

projects. Nonetheless, these practices in PPP projects are hypothesised to be essential for stakeholder 

management. De Schepper et al. (2014) proposed to undertake an in-depth analysis of the policy 

opportunities and opposition structure within stakeholder groups for PPP specific success factors related 

to stakeholder analysis. 

 

Stakeholder Engagement 
 

Many scholars have seen the most significant element of an efficient stakeholder management 

process in construction projects in the efficient and honest communication with the projects’ 

stakeholders (Zou et al., 2014; Olander & Landin, 2008; Tang & Shen, 2013;  Yang et al. (2009). It 

provided the stakeholders in the project a sense of ownership, engagement and involvement. In addition, 

many challenges in construction projects can be solved by involving stakeholders in early planning and 

engagement within the project group and by a systematic approach to the analysis and engagement of 

stakeholders in the project delivery. (Jergeas et al., 2000). In addition to the stakeholder engagement 

success factors described above, research into PPPs highlighted certain PPP specific practices. For 

instance, for success with PPP projects, Tang and Shen (2013) stated that agreement by all the parties 

involved in the project brief is essential. Therefore, the main stakeholders should engage actively from 

the early phases of the PPP projects and all parties concerned should agree on the outcome of these 

engagements. 
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Stakeholder Management Action Plan 

 

The success factors developed and agreed upon by stakeholder management should be applied to 

maintain the project. An efficient implementation plan should also introduce for the effective 

implementation of success factors in stakeholder analysis and stakeholder engagement during the 

project planning phase. The success factors to successful implementation of the agreed stakeholder 

management plan, therefore, need to be identified. The project leader and the project team’s abilities 

are one such factor. If there is no involvement of the project team, and the project team lacks enough 

experience to incorporate stakeholder management efficiently. The stakeholder management strategies 

produced will not operate in actual project scenarios. Because of the involvement of many stakeholders 

and the complexity of the stakeholder matrix in the PPP environment, the engagement of the project 

team is essential. Besides, the successful implementation of stakeholder management by many scholars 

is critical in employee training in effective stakeholder management practice (Yuan et al., 2012, Yuan 

et al., 2009). Stakeholder management needs particular skills that require some training and effective 

project engagement. PPP projects have a good concept for the industry. Also, maybe that the project 

team does not know the real complexities connected with the implementation of stakeholder 

management in PPP projects (Yuan et al., 2012; Yuan et al., 2009; Ruuska & Teigland 2009). 

 

Stakeholder Management Monitoring 

 

The stakeholder mix can alter as new stakeholders participate when other stakeholders drop out 

(Elias et al. 2002). It is essential to analyse the changes in stakeholder impact and interactions during 

the stakeholder management monitoring stage. Freeman recognised this in 1984 as the concept of 

dynamics of stakeholders. When the project progresses, relations between the project’s stakeholders 

should be evaluated and prioritised. Successful relationships should be monitored and maintained, 

whereas ineffective relationships should also carefully investigate in order to improve their 

relationships.  

 

Tang & Shen (2013) recognised the importance of the lessons learnt from previous PPP projects in 

the PPP project environment. Therefore, issues relating to stakeholder management can be explored 

and utilised for case studies and lessons learned for future PPP projects in the background of past PPP 

projects. This method is referred to as case-based reasoning (CBR), introduced by Noh et al. (2000). It 

is a technique of solving problems that re-use cases, experiences or tacit knowledge in the past (Noh et 

al., 2000). CBR is a technique of solving problems. Lim et al. (2005) used CBR techniques and 

suggested the success factors to help formulate stakeholder management. A similar methodology can, 

therefore, to use in PPP projects by establishing a system which accumulates the knowledge gained 

from previous PPP projects, mainly due to the long-term nature of the projects. The importance of 

developing performance measures that can address the voices of various stakeholders in public sector 

organisation understood by Neely et al. (2000), Neely et al. (2002), Taket (2004) and McAdam et al. 

(2005). Besides, Yuan et al. (2009) identified performance objectives based on distinct stakeholder 

perspectives in PPP projects. These performance measures encourage PPP project performance 

monitoring throughout the life cycle. Stakeholder management related the performance measure to 

ensure efficient implementation of stakeholder management. 

 

METHODOLOGY 

 

The study employed qualitative method to identify and ranked the success factors that contribute to 

stakeholder management process of PPP infrastructure projects in Malaysia. Structured interview was 

conducted to five (5) expert panels mostly experienced with stakeholder management in PPP projects. 

The respondents working experience range from 18 years to 38 years. The respondents were 

purposively selected based on their relevant experience in the development of PPP infrastructure 

projects in Malaysia. 
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Experts were identified during a semi-structured interview conducted during the early stages of this 

research study, in which they emerged to have a comprehensive understanding of every stakeholder 

management stages and were requested to nominate people in the sector. Experts with extensive 

knowledge and experience in PPP projects, endorsed with relevant credentials and recognised by the 

industry was selected as an expert respondent for this research. A list of experts has been drawn up from 

the replies. Furthermore, appropriate experts have been recognised, speaking previously to professional 

bodies such as the engineer. Table 1 shown the background of participants in the expert interview. 

 
Table 1. Expert panel background details 

Position within organisations 

Year spent in 

Construction 

Industry 

Year spent in 

PPP Project 

Sector involved in PPP 

projects 

Senior Project Manager 35 years 28 years Water and waste, power 

plant 

Vice President 1 35 years 30 years Water and waste 

Retired Executive Director of 

Privatized Entity 

41 years 38 years Water and waste 

Executive Director 25 years 25 years Water and waste 

Assistance Director of Project 

Management 

18 years 18 years Highways 

 

RESULTS AND ANALYSIS  

 

The main component in the developed framework of success factors of PPP is a stakeholder 

management stage. This is because there are various issues and constraints that occur have led to the 

failure of PPP projects undertaken. Therefore, stakeholder must study success factors as an approach to 

reduce failure to ensure the successful delivery of stakeholder management in PPP projects. 

 

A list of four (4) stage was listed as the stakeholder management stages based on the results findings 

from the study and literature review. These stages contribute to the successful delivery of stakeholder 

management in PPP projects. The stakeholder management stages involved a) Stakeholder Analysis, b) 

Stakeholder Engagement, c) Stakeholder Management in Action Plan, and d) Stakeholder Monitoring.  

 

The structure of the framework is developed after undergoing the process of discussion on the 

findings that have been identified based on the scope and key issues related to the development of a 

framework for the successful delivery of stakeholder management in PPP projects. The structure of the 

framework developed is intended to highlight the solutions to the problems that occur in the stakeholder 

management. Thus, to understand the process, the framework for the successful delivery of stakeholder 

management in PPP projects is illustrated in Figure 1. The framework comprises four (4) parts which 

are stakeholder management stages, constraints, main characteristic and success factors for the 

successful delivery of stakeholder management in PPP projects. It used to improve the knowledge of 

every stakeholder management stages by the infrastructure stakeholders. 

 

As this is the first framework for the successful delivery of stakeholder management in PPP 

infrastructure projects in Malaysia, it might be useful for the successful delivery of stakeholder 

management on highways that can serve as a Master Plan for the Malaysian Highway Authority (MHA). 
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Figure 1. Framework for the successful delivery of stakeholder management in PPP projects 

 

CONCLUSION 
 

The objective of this paper to provide a better insight of the process of stakeholder management 

process in the PPP infrastructure projects. Stakeholder can improve their management process and helps 

in designing the management success factors to deal with stakeholder management and the smooth 

running of the PPP project. Successful delivery of stakeholder management will lessen the probability 

of failure in PPP infrastructure projects. The finding can be used to assist stakeholder in the preparation 

CONSTRAINT SUCCESS FACTORS  

Stakeholder Analysis 

Process 

1. Identify and define the 

stakeholders’ interests, their 

area and their specificity 

2. Identify and describe the 

relationships of strength 

between the stakeholders and 

the firm 

3. Identify the concepts of 

action and times among the 

stakeholders 

Stakeholder Engagement 

Process 

1. Minimize project stakeholder 

conflict   

2. Investigate the objectives of the 

project throughout the project 

life cycle through the efficient 

involvement of the project 

stakeholder 

3. Communicating, involving and 

developing stakeholder 

interactions 

4. Delivery information and 

collaboration to enhance the 

exchange of knowledge among 

stakeholders  

5. Minimize stakeholder 

opposition through better 

stakeholder involvement 

Stakeholder Management 

Action Planning 

Process 

1. Preparing and developing 

success factors and strategies in 

implementing the various 

stakeholder relationships 

Stakeholder Management 

Monitoring 

Process 

1. Following-up the success 

factors and activities introduced 

2. Carried out through regular 

meetings of stakeholder review, 

similar to the risk review 

meeting 

3. Stakeholders must be monitored 

throughout their life cycle of 

these project 

Formalised stakeholder evaluation procedure   
1. Have a good understanding between public and 

private sectors affecting the success factors of 

stakeholder analysis for the successful delivery of 

PPP projects.  

2. Team set up to implement the project by having a 

good team to make sure problem resolve 

3. Formalised stakeholder assessment procedure by 

identifying relationships between stakeholders, the 

interest of stakeholder and classify stakeholder into 

categories. 

Identification of stakeholder expectation 
1. Identify long-term domestic financing sources 

2. In-depth analysis of traffic forecast and revenue to 

make sure it is realistic and analysis of project 

financially must be viable and bankable whereby it 

will impact on successful delivery of stakeholder 

management 

Formalised stakeholder engagement procedure   
1. Establish an issue escalation process to efficiently 

address stakeholder issues identified during 

stakeholder meetings 

2. Identify the most suitable strategy to engage the 

stakeholders 

Communication in stakeholder engagement 
1. Clear and timely information distribution to 

stakeholder 

2. Honest communication with stakeholder 

Risk awareness through stakeholder engagement  
1. Easy channels (such as, government. website) for the 

general public to understand potential social impacts 

and benefits on them 

2. Project value evaluation through stakeholder 

engagement 

3. Early involvement of financial institutions to 

understand potential economic risks 

Analysis and engagement of stakeholder  
1. On-site engagement meetings with operational staff  

2. Continuous, open and balanced communication 

throughout the PPP process 

3. Strategic stakeholder meetings between service 

provider and Public sector during operations 

4. Monitor relationships of stakeholders during 

operations 

5. Followed-up EIA report by proper Environment 

Management Programs 

Implementation of stakeholder management 

monitoring evaluation 
1. Develop more Key Performance Indicators (KPIs) 

related to stakeholder management and measure 

possible KPIs via stakeholder surveys 

Identification and monitoring of stakeholders 
1. Create a system which accumulates the lessons learnt 

via regular stakeholder workshops 

2. Appoint an independent party to monitor stakeholder 

matters during initial stage and operations  

Good stakeholder engagement 

Understand the key drivers of 
stakeholder management 

Bankability/Availability of 
financial 

Build trust between stakeholder 

Fast decision making 

Technology Transfer 

Fast completed and earn revenue 

Government commitment and 
must be supportive to concession 

company in terms to get low 
rates, land incentive, tax 

incentive 

Financially viable based on 
construction cost and traffic 
numbers to get the revenue 

Capable concession company 
with project team 

Stakeholder engagement (E.g. 
manage the public for squatter 

issues, flora fauna issues) 

Risk of political change 

Reputable concession company 

Stakeholders views are taken 
aboard during the planning and 

design stage 

Increasing alignment (E.g. 
government more viable, 
connectivity of existing 

highways, accessibility to users) 

Regulatory framework 

Government give a composite by 
extending the concession period 

Give confidence to lenders 

It reduces fears of stakeholder 

Stakeholder opposition 

Lack of information and 
knowledge 

Poor management of 
stakeholder relationships 

Lack of availability of 
finance 

Immature financial market 

Poor communication 

Poor decision-making 

Lack of alignment 

Lack of clear government 
framework and procedures 

Lack of clear framework 
and explanations 

Incomplete risk transfer and 
sharing 

Lack of monitoring 

Financial close delay 

STAKEHOLDER 

MANAGEMENT 

STAGES 

MAIN 

CHARACTERISTIC 

1. Develop a project communication plan to ensure 

responsibilities among stakeholder do not overlap in 

stakeholder management implementation 

2. Implementing stakeholder management by providing 

training for staff working in community consultation 

and for staff who manage the operational period 

3. Increase project director's awareness of stakeholder 

management is important for stakeholder 

management in action plan 

 

Successful Delivery of Stakeholder Management in PPP projects 
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of stakeholder management through the identification of the success criteria for stakeholder 

management in PPP infrastructure projects in Malaysia. A good stakeholder management process will 

be the means to coordinate the best practices of stakeholder and stakeholder interactions. It involves 

putting priority to the information required which requires immediate attention. The approach will 

soften the learning curve while progressively educating and improving the current best practices of the 

stakeholder management process. Success factors contribute, success factors affect and followed by 

recommendation of best practices for successful delivery of stakeholder management in PPP 

infrastructure projects. 

 

The process of framework structure development is a significant contribution to the research 

findings. The paper focuses on discussing stakeholder management framework in a context covering 

the rationale of the framework developed, the process of framework development, verification from 

industrial parties, and application of the framework. The framework approach showed that the key 

success contribution to the successful delivery of stakeholder management in PPP projects is 

stakeholder management. This is due to a lot of challenges and limitations faced by stakeholder are 

becoming increasingly difficult to the successful delivery of stakeholder managements in PPP projects 

becoming more complex. Thus, to avoid facing those challenges and limitations, every stakeholder 

involved in PPP projects should apply the success factors for the successful delivery of stakeholder 

management in PPP projects. 
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