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Abstract:

Objectives: This study examines the impact of stakeholder engagement on the success of infrastructure projects in Riyadh, focusing on key engagement dimensions including stakeholder identification, communication, involvement, and prioritization. It aims to assess how these dimensions influence project performance indicators such as time, cost, quality, and stakeholder satisfaction, while also considering cultural and relational influences within the Saudi context. The study was conducted in Riyadh, Saudi Arabia, and employed a mixed-methods design. Thirty professionals involved in local infrastructure projects completed the survey, providing both quantitative insights and practical perspectives from the Saudi context. The quantitative data was examined using descriptive statistics and Pearson correlations to explore how the engagement dimensions relate to project outcomes. Interview responses were then interpreted through thematic analysis to identify recurring ideas and insights. Results: Findings indicated high levels of stakeholder engagement across most dimensions, with communication and early involvement showing the strongest association with project success. Prioritization and responsiveness scored moderately due to administrative complexity and overlapping authority. Qualitative data reinforced these findings and highlighted cultural norms, personal relationships, and trust-building as significant factors influencing collaboration and reducing conflict. Recommendations: The study recommends enhancing communication processes, improving prioritization mechanisms, strengthening institutional responsiveness, and formally incorporating cultural awareness into engagement practices to improve stakeholder alignment and project delivery. Keywords: stakeholder engagement, infrastructure projects, communication, early involvement, Saudi Arabia.















الملخص 



الأهداف: تهدف هذه الدراسة إلى فحص تأثير مشاركة أصحاب المصلحة على نجاح مشاريع البنية التحتية في مدينة الرياض، مع التركيز على أبعاد المشاركة الأساسية بما في ذلك تحديد أصحاب المصلحة، التواصل، المشاركة الفعلية، وأولويات التعامل معهم. كما تسعى الدراسة إلى قياس مدى تأثير هذه الأبعاد على مؤشرات الأداء مثل الوقت والتكلفة والجودة ورضا أصحاب المصلحة، بالإضافة إلى دراسة التأثيرات الثقافية والعلاقات الشخصية في السياق السعودي. مكان الدراسة: الرياض، المملكة العربية السعودية. المنهجية: اعتمدت الدراسة منهجاً مختلطاً، يجمع بين البيانات الكمية من استبيان شمل 30 متخصصاً سعودياً في مشاريع البنية التحتية، والبيانات النوعية المستخلصة من 10 مقابلات شبه مهيكلة. شمل التحليل الإحصائي الوصفي ومعامل الارتباط بيرسون لقياس العلاقة بين أبعاد المشاركة ونتائج المشاريع، بينما استخدم التحليل الموضوعي لتفسير البيانات النوعية. النتائج: أشارت النتائج إلى ارتفاع مستويات مشاركة أصحاب المصلحة في معظم الأبعاد، حيث كان التواصل والمشاركة المبكرة الأكثر ارتباطاً بنجاح المشروع. في المقابل، حصل بُعد الأولويات والاستجابة على مستوى متوسط، ويرتبط ذلك بالتعقيدات الإدارية وتداخل الصلاحيات. كما عززت النتائج النوعية هذه الاستنتاجات، وأظهرت أن العادات الثقافية والعلاقات الشخصية وبناء الثقة تسهم بشكل كبير في تسهيل التعاون وتقليل الخلافات بين الأطراف. التوصيات: توصي الدراسة بتعزيز قنوات التواصل، تحسين آليات تحديد الأولويات، رفع مستوى الاستجابة المؤسسية، ودمج الوعي الثقافي ضمن ممارسات إدارة أصحاب المصلحة لتحسين التنسيق ورفع فعالية تنفيذ المشاريع. الكلمات المفتاحية: مشاركة أصحاب المصلحة، مشاريع البنية التحتية، التواصل، المشاركة المبكرة، المملكة العربية السعودية.
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1 Introduction: 

In the field of infrastructure projects stakeholder engagement has emerged as a cornerstone for delivering effective project management. This involves the methodical process of identifying, analyzing, communicating with, and involving individuals or groups who have an interest in or may be affected by a project throughout its life cycle (Stakeholders). Effective engagement ensures alignment among diverse parties, minimizes resistance, and promotes collaboration, which in turn influences overall project outcomes and long-term sustainability (Bourne, 2015; Yang et al., 2011).

1.1  Study Aim and Context

The primary aim of this study is to examine the impact of stakeholder engagement on the success of infrastructure projects in Riyadh. The research aims to investigate how structured engagement practices contribute to achieving project objectives and sustaining long-term success, aligning with Saudi Arabia’s Vision 2030. This vision emphasizes sustainable urban development, effective governance, and active stakeholder participation in national transformation initiatives, particularly in the city of Riyadh. Given the city’s rapid urban expansion and ambitious development initiatives, understanding the dynamics of stakeholder involvement is critical for enhancing project performance and leading itself to achieving public value.
Infrastructure projects typically involve a complex network of government agencies, investors, contractors, and local communities, each possessing distinct interests, expectations, and levels of influence. The effective management of these relationships is a key determinant of project success, particularly in large-scale projects that symbolize Riyadh’s transformation under Vision 2030 and reflect Saudi Arabia’s heritage, national pride, and vision for sustainable progress.

1.2 Overview of Previous Studies 

Previous studies have highlighted the critical role of stakeholder management in ensuring project success. Freeman’s (1984) stakeholder theory established the foundation for understanding the interdependence between organizations and their stakeholders. Subsequent research, such as that by Yang et al. (2011), identified engagement as a vital factor influencing communication effectiveness, trust-building, and project outcomes. Bourne (2015) further emphasized that proactive stakeholder participation enhances decision-making, mitigates risks, and fosters shared ownership of project results. 
However, studies that focus specifically on the infrastructure sector in the context of Riyadh remain limited, as this part of the world remains relatively new in the context of projects. This research therefore, seeks to bridge that gap by providing applied evidence derived from interviews and surveys with professionals directly involved in infrastructure delivery in Riyadh—including project management consultants (PMCs), project management offices (PMOs), construction supervision consultants (CSCs), Project owners, and other key stakeholders- analyzing how engagement strategies influence project outcomes and the success of infrastructure projects in Riyadh.



1.3 Problem statement  

In infrastructure projects, the alignment between stakeholder expectations and project outcomes is often inconsistent. Stakeholders bring diverse interests, priorities, and levels of influence, which, if not carefully managed, can derail even the most technically sound project plans. A recurring issue in the field is the failure to actively and meaningfully engage stakeholders throughout the project life cycle. This disconnect can result in a lack of trust, miscommunication, scope changes, and ultimately, negative impacts on time, budget, and quality.

Previous studies have emphasized the vital role of stakeholder engagement in achieving project success. For example, research by Freeman (2010) and subsequent scholars has shown that early and continuous stakeholder involvement improves project transparency, reduces conflicts, and enhances long-term sustainability. However, many of these studies were conducted in Western or corporate contexts, with limited focus on the unique environment of large-scale public infrastructure projects in Saudi Arabia.
Within the framework of Vision 2030, Riyadh and similar cities are undergoing major infrastructure transformations aimed at improving connectivity, urban livability, and public services. Despite these ambitions, project delays, communication gaps, and coordination challenges persist among government agencies, contractors, and the public. These issues reflect an ongoing weakness in structured stakeholder engagement practices.
This study aims to bridge the gap by examining how proactive, structured, and strategic stakeholder involvement can impact the overall success of infrastructure projects in Riyadh. By focusing on projects linked to Vision 2030, the research will provide empirical insights into how improved engagement mechanisms can align diverse stakeholder expectations with project goals, thereby contributing new knowledge to the field of project management in Saudi Arabia.









1.4 Importance of the study:

1.4.1 Theoretical Importance:

This study contributes to the growing body of literature on stakeholder theory within the context of infrastructure project management. While stakeholder engagement has been widely discussed in general project environments, a noticeable gap remains in its application and impact analysis, specifically within infrastructure projects. By focusing on the dynamics of stakeholder influence in large-scale infrastructure developments, the research adds depth to academic understanding of how engagement practices shape project success. It also serves as a bridge between classical stakeholder theory and modern project success metrics, which encompass sustainability, social impact, and community alignment.

1.4.2 Practical Importance:
Practically, this research offers actionable insights for project managers, consultants, and policymakers involved in infrastructure planning and delivery. It identifies specific strategies, tools, and methods for effective stakeholder engagement that can be implemented throughout the project life cycle. In doing so, it supports the development of more inclusive and adaptive project management practices that align with both organizational goals and stakeholder expectations. The findings can help reduce delays, improve satisfaction, and enhance the overall success rate of infrastructure initiatives, particularly in complex, multi-stakeholder environments.


1.5 Objectives of the study:

1.5.1 Main Objective 

To assess the impact of stakeholder engagement on the success of infrastructure projects in Riyadh, by identifying how structured and proactive stakeholder practices influence project performance and outcomes 

1.5.2 Sub-Objectives: 

-To examine the role of stakeholder engagement in determining the success of infrastructure projects. 
-To identify the key factors that contribute to effective stakeholder communication and involvement across various project phases.
-To analyze the impact of stakeholder mapping and prioritization on achieving desired project outcomes such as time efficiency, cost control, and stakeholder satisfaction.
-To develop a practical framework for improving stakeholder management in infrastructure projects that can be adopted by project managers and organizations for better decision-making and delivery.










1.6 Study Questions

1.6.1 Main Research Question

How does stakeholder engagement influence the success of infrastructure projects in Riyadh?
1.6.2 Sub-Questions 

1. What is the relationship between stakeholder engagement and project success?
2. How do project managers identify and prioritize stakeholders across different phases of infrastructure projects?
3. What challenges arise in aligning stakeholder expectations throughout the project life cycle?
4. What best practices can enhance communications and feedback among stakeholders to improve project outcomes?

1.7 Research Hypothesis 

This study is built on a set of testable hypotheses derived from Stakeholder Theory and supported by existing empirical research. The hypotheses are as follows:
H1: There is a positive relationship between stakeholder engagement and the overall success of infrastructure projects.
H2: Early involvement of key stakeholders significantly reduces project delays and conflicts.
H3: Effective stakeholder communication is positively associated with stakeholder satisfaction and project transparency.
H4: Projects that apply structured stakeholder prioritization (based on salience) achieve better alignment with project objectives.


































Chapter two 
Literature Review 





















2 Introduction 

The purpose of this chapter is to review existing literature related to stakeholder engagement and its relationship with project success in infrastructure projects. Building on the general introduction provided earlier, this chapter examines key theories, prior empirical studies, and relevant conceptual frameworks that inform the study. The study aims to highlight the theoretical foundations of stakeholder engagement, define the dependent and independent variables, and identify gaps in the literature that this research seeks to address. The review draws on sources from academic journals, professional organizations such as PMI and APM, and comparative case studies of public and private infrastructure projects.



















2.1 Project Variables 

2.1.1 Dependent Variable: Project Success

Project success is a multifaceted concept that has evolved beyond the traditional “iron triangle” of time, cost, and quality. In modern infrastructure projects, success includes factors such as stakeholder satisfaction, community acceptance, sustainability, safety, risk management, and long-term operational value.

According to the PMBOK® Guide (PMI, 2021), project success should be evaluated from multiple stakeholder perspectives and across both short-term outputs and long-term outcomes. In the context of this study, project success is measured using both tangible and intangible metrics:
• Adherence to project schedule and budget
• Achievement of quality standards
• Level of stakeholder satisfaction
• Extent of public or community support
• Post-implementation performance

These indicators reflect how well a project meets its technical, financial, and social objectives—especially in infrastructure environments where public value and sustainability are critical.

2.1.2 Independent Variable: Stakeholder Engagement

Stakeholder engagement refers to the identification, analysis, involvement, and communication with individuals or groups who can affect or are affected by the project. In infrastructure projects, where stakeholder diversity is often high, engagement becomes both a strategic and operational necessity.

Freeman’s (1984) Stakeholder Theory emphasizes the importance of acknowledging and integrating stakeholder interests in decision-making processes. Mitchell et al. (1997) further developed the Stakeholder Salience Model, proposing that stakeholder prioritization should be based on their power, legitimacy, and urgency.

Key dimensions of stakeholder engagement relevant to this study include:
• Identification and Mapping: Early recognition of stakeholder groups and their influence.
• Communication and Feedback: Mechanisms to ensure two-way communication and transparent information sharing.
• Involvement in Decision-Making: Participation in planning, execution, and monitoring processes.
• Responsiveness: Ability of the project team to adapt to stakeholder concerns and expectations.

Effective engagement leads to better alignment, less conflict, improved resource mobilization, and increased project acceptance.



2.2 Previous Studies 

A substantial body of research has examined stakeholder engagement as a key factor in project success. Yang et al. (2009) identified critical success factors for stakeholder management in construction projects, emphasizing the importance of proper and frequent communication with stakeholders to support positive project outcomes. Bourne (2015) emphasized the importance of ongoing communication and organized engagement processes for effective stakeholder management. Olander (2007) introduced stakeholder impact analysis, emphasizing its significance in improving decision quality and increasing project transparency.
Aaltonen and Sivonen (2009) demonstrated that both power dynamics and cultural context extensively shape stakeholder influence in infrastructure projects from  an international perspective. Similarly, Mok, Shen, and Yang (2015) highlighted the role of stakeholder complexity and contextual factors in large-scale projects. Comparative research suggests that public projects often face greater community scrutiny and political influence, whereas private projects typically focus more on internal stakeholder management.
Despite these insights, the literature indicates that further empirical research is needed on stakeholder engagement practices in emerging economies, particularly in the Gulf region, where large-scale infrastructure development is central to national initiatives such as Saudi Vision 2030.






2.2.1 Commentary on Previous Studies

Most previous studies converge on the idea that stakeholder engagement contributes to project success through improved communication, trust, and shared understanding. However, many of these studies are contextually Western and focus on corporate and or developed infrastructure systems. Few address the intricate governance structures, regulatory layers, and public-private partnerships that characterize infrastructure projects in Saudi Arabia..
Therefore, the current study distinguishes itself by providing a context-specific analysis of stakeholder engagement within infrastructure projects in Riyadh, integrating both stakeholder theory and frameworks for project success. By doing so, it bridges theoretical understanding with applied practice in a region undergoing rapid transformation.






2.3 Theoretical premise of the study 

This study is theoretically grounded in Stakeholder Theory (Freeman, 1984), which suggests that organizations and projects achieve success by effectively addressing the interests of all parties who can affect or are affected by their objectives ( Stakeholders). The theory emphasizes that decision making should not only serve the organization’s goals but also consider ethical, social, and collaborative dimensions that sustain long-term value creation.
According to Freeman (1984), a stakeholder is “any group or individual who can affect or is affected by the achievement of an organization’s objectives.” This definition highlights the wide range of actors, clients, contractors, consultants, government authorities, and local communities who influence infrastructure projects. In the context of public infrastructure, the theory suggests that aligning stakeholders' expectations is crucial to ensuring project legitimacy and support.
Building on this foundation, Mitchell, Agle, and Wood (1997) developed the Stakeholder Salience Model, which classifies stakeholders based on three attributes:
Power: the ability to influence project decisions and outcomes.
Legitimacy: the perceived validity or appropriateness of their involvement.
Urgency: the degree to which their claims require immediate attention.
These attributes help project managers prioritize stakeholders and allocate communication and engagement resources more effectively.
In this study, Stakeholder Theory and the Stakeholder Salience Model jointly provide the theoretical lens for understanding how stakeholder engagement affects project success. They explain why engagement is both a moral responsibility, ensuring fairness and transparency, and a performance driver, improving collaboration and reducing project risks.
The theoretical framework also connects these ideas to modern Project Success Models (PMI, 2021; Turner & Zolin, 2012), which view success as a multidimensional outcome encompassing not only time, cost, and quality but also stakeholder satisfaction, sustainability, and social value. 
More recent studies also expand these theoretical foundations by emphasizing the dynamic nature of stakeholder expectations in infrastructure projects. For example, Aaltonen & Kujala (2015) and Zhang & Yang (2019) argue that effective stakeholder engagement depends on continuous communication, responsiveness, and adaptive governance due to increasing project complexity—elements that directly align with the engagement dimensions examined in this study
Conceptual Linkages:
Independent Variable: Stakeholder Engagement
Stakeholder engagement refers to a structured and systematic process aimed at identifying, analyzing, and involving stakeholders in a project. This process is necessary for ensuring that the concerns and perspectives of all relevant parties are recognized and addressed. Effective stakeholder engagement involves continuous communication, active participation, and high responsiveness to stakeholder feedback. By fostering collaborative relationships and maintaining open lines of communication, organizations can enhance stakeholder trust and commitment, which are critical to project success.
Dependent Variable: Project Success
The extent to which project objectives are achieved in accordance with technical, financial, and social expectations, encompassing stakeholder satisfaction and delivering long-term value.
Hypothesized Relationship:
Structured stakeholder engagement enhances project success by fostering trust, facilitating early conflict resolution, and ensuring alignment between stakeholder expectations and project deliverables.
This theoretical framework, therefore, forms the basis for the study’s hypotheses, variable relationships, and data analysis model.
 



















2

image1.png
MIDOCEA|

UNIVERSITYI




