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Abstract

This paper presents the findings of a theoretical investigation into the association between organizational culture and stakeholder 

management. With an aspect focused on international construction projects, the study explores the relationship between the cultural 

origin of key stakeholders and the cultural context in which projects are realized. Emphasis is placed on the examination of project 

outcomes and the factors that influence cultural domain. Secondary data suggests stakeholder management and corporate culture are 

critical areas that decide an organization’s success. The importance of these areas will inevitably grow in the future as projects continue 

to be procured in a global economy. Identifiable theoretical associations between the constructs have been found that provide early 

evidence that stakeholders and culture influence project life-cycles. Stakeholders—organizations and their representatives—must be 

informed of the distinct types of cultures and success criteria to ensure they manage them efficiently alongside traditional and long-

accepted project variables.
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1 Introduction
In recent years, construction project management has 
attracted enormous global interest, especially in organi-
zational culture and stakeholder management. These two 
independent social constructs are crucial for success-
ful construction project management; hence, the need to 
explore the relationship that exists between them.

In his often-cited textbook, Walker (2007) explains that 
construction project management (CPM) has been recog-
nized as a distinct profession for a long time; yet, in the 
long-established context of natural and social scientific 
knowledge discovery, the study of how projects are organ-
ized and managed has, relatively speaking, evaded the 
attention of academics. Walker goes on to say, in a some-
what defiant manner, that, “management is the dynamic 
input that makes the organization work” (Walker, 2007). 
Aaltonen et al. (2008) sharpen the focus of Walker’s view-
point by explaining that the management of stakeholders’ 
needs and requirements is an essential consideration for 
teams managing complex, global projects. More specif-
ically from the perspective of the construction industry, 

several studies have pronounced that stakeholder involve-
ment is an essential organizational component when real-
izing successful project outcomes (see Aaltonen et al., 
2008; Meding et al., 2013; Walker, 2007.) Recognition that 
stakeholder management is a fundamental aspect with 
regard to construction project success has understandably 
grown in recent years (Yang et al., 2011).

Ankrah and Proverbs (2004) have acknowledged that 
organizational culture is an inherent aspect of a project’s 
environment and that a definitive empirically-based inter-
pretation of it is currently lacking. Eberlein (2008) expands 
this position by explaining that culture is a critical fac-
tor that contributes to the realization of successful project 
management outcomes. Because large projects typically 
involve many stakeholders, each with competing values 
and demands, Marrewijk and Smits (2016) have remarked 
they are potentially conflict-ridden environments. Driven 
by the need to gain a deeper, more meaningful understand-
ing of organizational culture, Hofstede et al. (2002) pres-
ent five dimensions that can be used for exploring culture 
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awareness. They explained that managers could choose to 
use these dimensions to regulate the social conflict that 
may arise within a project environment.

Borders no longer limit construction and infrastructure 
projects: in fact, large-scale construction projects have 
increased the business opportunities available for global 
construction firms. These global construction projects 
involve managing culturally-diverse and globally-
dispersed teams, international financing, and more 
importantly, global stakeholders. Considering the above 
observations, the aim of this paper is to present the 
outcomes of a literature survey to find the association 
between organizational culture and stakeholder success 
criteria (see Fig. 1). This goal has resulted in the need 
to develop a conceptual, theoretical framework that 
illustrates the variables and steps that contribute to 
the management of successful construction projects in 
culturally-complex contexts.

2 Project success
According to the Oxford English Dictionary (Angus and 
Stevenson, 2010), success is defined as, “the accomplish-
ment of an aim or purpose.” Young (2010, p. 7) has defined 
success from managers’ personal views as, “those words 
that conjure up a picture we paint in our minds” and he 
provided examples of these pictures: huge benefits gained, 
public recognition, great achievements, and promotion to 
new projects. This takes the point-of-view of the manag-
ers or leaders themselves. Müller and Turner (2007:p.299) 
defined success criteria for projects as, “the measures 
by which we judge the successful outcome of a project; 
these are dependent variables which measure project suc-
cess.” This introduces the concept that the project out-
come is the measure of project success. Furthermore, the 
APM (2006:p.19) has defined success as, “the satisfaction 
of stakeholder needs, which is measured by the success 

criteria as identified and agreed at the start of the pro-
ject.” The word success used in earlier definitions shows 
that it is dependent on some elements, like stakeholders, 
clients, sponsors, managers, resources, project team mem-
bers, organizational culture. Moreover, each one of these 
elements can measure the success or failure of the project 
(Young, 2010).

In summary, the presented various authors’ perspectives 
on project success definition agree that there must be some 
form of measure by which a project is judged to be either 
successful or not. The most common element in these defi-
nitions is the acknowledgement that projects have some 
level of complexity that involves different elements, includ-
ing the two core elements—stakeholder management and 
organizational culture—which are the focus of this paper.

3 Stakeholder management
Stakeholder, as a lemma, first appeared in the domain 
of management literature in an internal memorandum at 
the Stanford Research Institute—now SRI International, 
Inc.—in 1963, where it was used to define ancillary support 
groups (Freeman, 2010:p.31). Aaltonen et al. (2008) discov-
ered that for almost every publication about stakeholders 
that exists, a new definition is proclaimed. Of the many 
examples, a contemporary yet classic definition is offered 
by Friedman and Miles (2006:p.46) who have pronounced 
it as, “any group or individual who can affect or is affected 
by the achievement of the organization’s objectives.”

According to Friedman and Miles (2006), there are 
many publications that present different theories about 
stakeholders. For example, Phillips et al. (2003:p.480) have 
added that “one of stakeholder theory’s greatest strengths 
is also one of its most prominent theoretical liabilities” and 
go on to define stakeholder theory as, “a theory of organ-
izational management and ethics”. In addition, Meding et 
al. (2013) have mentioned the importance of fully embrac-
ing stakeholder theories in construction projects due to the 
increase of stakeholders’ diversity, power, and influence. 
However, Meding et al. (2013) appraise Smyth’s (2008) 
work and discuss the utilitarian approach, which bases the 
value of a firm in terms of profit and growth. He suggested 
the need for ethics and relationship management principles 
to bridge the conceptual gap in this theory to help manage 
stakeholders in practice. In essence, studies mentioned in 
this paper have recognized stakeholders to have a consider-
able effect on project outcomes and acknowledge the need 
to manage this relationship with stakeholders success-
fully. This means considering some common factors such Fig. 1 Core elements of successful construction project management
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as stakeholders’ characteristics and dynamics, relation-
ship and communication with stakeholders, understand-
ing engagement and needs, and defining the link between 
stakeholders and project success.

On the other hand, according to Rockart (1979:p.85), 
critical success factors (CSFs) “are, for any business, the 
limited number of areas in which results, if they are sat-
isfactory, will ensure successful competitive performance 
for the organization.” They are the few key areas where 
‘things must go right’ for the business to flourish. If results 
in these areas are not adequate, the organization’s efforts 
for the period will be less than desired.” Likewise, Yang et 
al. (2014) have said that understanding stakeholders related 
factors are essential during the project process to establish 
appropriate decision-making strategies. These perspec-
tives highlight the importance for managers to acknowl-
edge CSFs. However, Jepsen and Eskerod (2009) found in 
their study that stakeholder identification, classification, 
and analysis are essential factors for stakeholder manage-
ment. Olander and Landin (2008) recommended four CSFs 
for stakeholder management, which included analysis of 
stakeholders, communication, evaluation, and relationship.

So far, this paper has identified and discussed the funda-
mental theories explaining (1) stakeholder management and 
project success and (2) stakeholders’ CSFs, both of which 
included consideration of the management of communica-
tion with stakeholders. Most of the factors discussed are 
essential to delivering successful projects. However, most 
of the authors have focused on finding the factors without 
ranking them or creating models to manage them.

Molwus (2014), in his doctoral thesis about stakeholder 
management in construction projects, has developed Yang 
et al.’s (2009) model that helps managers to identify and 
manage stakeholders CSFs. He ranked 15 CSFs according 
to priority by building a model for 5 main CSFs groups for 
the management of stakeholders in construction projects. 
Molwus’s model not only named the 5 main stakeholder 
factors that have been highlighted in past studies but also 
substantiated the indicators for each factor; thus, making 
it easier for makers to apply the knowledge and manage 
stakeholders successfully (see Table 1). For these reasons, 
this paper uses these CSFs for stakeholder management in 
order to identify the CSFs of the selected project.

4 Organizational culture
Cameron and Freeman (1991) mentioned that the correct 
management of organizational culture leads to the delivery 
of successful projects. Their work directed scholars in the 

management field to improve and develop different methods 
to help with the management of organizational culture. There 
has also been an abundance of research on organizational 
culture and its associated disciplines, which has resulted in 
many meanings and explanations of organizational culture 

Table 1 Critical success factors groups for stakeholder management 
(Molwus, 2014).

Constructs Indicators

Stakeholder 
characteristics 
and project 
characteristics 
(SCPC)

• Clearly formulating the project mission;
• Ensuring the use of a favorable procurement 

method;
• Carefully identifying and listing the project 

stakeholders;
• Ensuring flexible project organization; and
• Identifying and understanding stakeholders’ 

areas of interests in the project.

Stakeholder 
analysis (SA)

• Determining and assessing the power (capacity 
to influence the actions of other stakeholders); 
urgency (degree to which stakeholders’ claims 
requires immediate attention); legitimacy 
(perceived validity of claims); and proximity 
(level of association or closeness with the 
project) of stakeholders;

• Appropriately classifying stakeholders 
according to their attributes/characteristics;

• Predicting and mapping stakeholders’ behaviors 
(supportive, opposition, neutral etc.);

• Predicting stakeholders’ potential influence on 
each other;

• Predicting stakeholders’ potential influence on 
the project; and

• Identifying and analyzing possible conflicts and 
coalitions among stakeholders.

Stakeholder 
dynamics (SD)

• Resolving conflicts among stakeholders 
effectively;

• Managing the change of stakeholders’ interests;
• Managing the change of stakeholders’ influence;
• Managing the change of relationship among 

stakeholders;
• Managing change of stakeholders’ attributes;
• Managing how project decisions affect 

stakeholders; and
• Predicting stakeholders’ likely reactions for 

implementing project decisions.

Stakeholder 
engagement/
empowerment 
(SE)

• Involving relevant stakeholders to redefine 
(refine) project mission;

• Formulating appropriate strategies to manage/
engage different stakeholders;

• Keeping and promoting positive relationships 
among the stakeholders;

• Communicating with stakeholders properly and 
frequently (instituting feedback mechanisms);

• Considering corporate social responsibilities 
(paying attention to economic, legal, 
environmental and ethical issues).

Project Success 
(PS)

• Completion of the project on time;
• Completion on budget;
• Completion to specified standards/qualities; and
• Completion to the satisfaction of a majority of 

the project stakeholders.
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and its relevance to other organizational parameters (Ankrah 
and Proverbs, 2004; Smircich, 1983; Zu et al., 2010).

One study was carried out by Schein (1985, p. 5), dur-
ing which he defined organizational culture as “a pattern 
of basic assumptions, invented, discovered, or developed 
by a given group as it learns to cope with its problem of 
external adoption and internal integration that has worked 
well enough to be considered valid and therefore, to be 
taught to new members as the correct way to perceive, 
think, and feel in relation to those problems.” According 
to Marcoulides and Heck (1993), organizational culture 
is a complex phenomenon characterized by many dimen-
sions. One reason for the many dimensions that have been 
described is that organizational culture is very general and 
inclusive in scope (Cameron and Quinn, 2011). However, 
Hofstede et al. (2002) strongly argue that the cultural val-
ues of each organization need to be explicitly identified, 
and that reliance on reported values and beliefs from, for 
example, a parent company in one region may not be a 
reliable measure of the culture of a subsidiary in another 
region. This implies that changes in stakeholders, and 
their inherent cultures, will have an impact on the poten-
tial organizational culture of projects.

From the theoretical perspectives of organizational cul-
ture, Smircich (1983) mentioned that many scholars had 
linked the concept of culture with the study of organiza-
tion management, but every organization theory had been 
studied from a different perspective in terms of the way 
it manages interdependencies and exchanges across sys-
tem boundaries. For example, some scholars have studied 
organization and culture from a practical and operational 
perspective, while others have studied a rules or scripts 
perspective, and yet others have focused on one or more 
concepts of culture related to the organization, includ-
ing cognitive, symbolic, structural, and psychodynamic 
perspectives.

Furthermore, many methods and frameworks have 
been designed to identify and measure organizational 
culture. In this context, Wallach (1983) developed a set 
of cultural dimensions based upon a synthesis of other 
major organizational culture indices. Another method is 
the Organizational Culture Profile Scale that was devel-
oped by O’Reilly et al. (1991). The third is the Competing 
Values Framework (CVF) that was developed by Quinn 
and Rohrbaugh (1983), and the fourth and final one is the 
Organizational Value Congruence Scale that was devel-
oped by Fitz-Enz (1986a; 1986b).

This paper focuses on CVF as a model to explain and 

recognize the differences between organizational culture 
types. Zu et al. (2010) have argued that the CVF developed 
by Quinn and his associates explores the deep structures 
of organizational culture relating to compliance, motives, 
leadership, decision-making, effectiveness, and organiza-
tional forms in the organization (Quinn and Rohrbaugh, 
1983). Yeung et al. (1991) added that the CVF could be 
integrated into the organizational culture to other organ-
izational components, which are both theoretically and 
psychometrically sound. Furthermore, CVF is built on two 
axes to explain the differences in value orientations. The 
axes are (X+Y) and are derived from the control-flexibility 
axis (vertical) reflecting the extent to which an organiza-
tion focuses on change and stability. A focus on flexibility 
shows the organization’s desire for flexibility and sponta-
neity, while a focus on control indicates a mutual desire to 
stay stable, controlled, and in order (see Fig. 2).

Ajmal and Koskinen (2008), however, mentioned that 
if managers understand the norms of organizational cul-
ture about the right and wrong and manage it correctly, 
it will lead to the successful operation of organizations. 
Likewise, Ashkanasy et al. (2000) have suggested that an 
awareness of culture types within the organization from 
the strategic phase of project life cycle is essential to rec-
ognize the project organization environment and beliefs 
that will reduce conflicts. Ankrah and Proverbs (2004) 
mentioned that organizational culture in construction pro-
jects consider the characteristics, tactics, competencies, 
goals, and values of the project environment. Therefore, 
recognizing the type of project organizational culture is 
essential to improve project delivery.

It has been observed that the earlier literature on organ-
izational culture and project success shows a healthy rela-
tionship between these two elements. It revealed that iden-
tifying and understanding the types of culture within the 

Fig. 2 Competing Values Framework (Cameron and Quinn, 2011)
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project reduces conflicts, promotes innovation that eventu-
ally leads to improved project delivery. It also defines the 
link between organizational culture and successful pro-
ject management. Although the above-reviewed literature 
has defined the impact of organizational culture on project 
management success, as well as established the impact of 
stakeholder management on project management success, 
there is no apparent literature discussing the relationship 
between organizational culture and stakeholder manage-
ment explicitly. If both organizational culture and stake-
holder management impact the success or failure of pro-
ject management, then it is logical to say that there must be 
some connection between the two. This study, therefore, 
intends to look at this undefined relationship with the aim 
of enhancing the tools currently available for improving 
construction project management.

5 Research design
The research procedure commenced with a review of 
the literature on stakeholder management and organi-
zational culture to extract key theories. A construction 
project (as the subject of the case study) will be selected 
using the following criteria: service provider classified as 
a global provider for construction projects, the location 
of the project outside the home base of the service pro-
vider (another state, country, or region), and a construc-
tion project considered to be successful. Based on the 
literature survey, the research focus was set and a ques-
tionnaire structured for the collection of data using both 
the competitive value framework (CVF) instrument to 
identify the organizational culture of the chosen project 
and the stakeholder criteria for stakeholder management 
(Molwus, 2014; Yang et al., 2009) to identify the stake-
holders’ criteria of the chosen project. A web-based deliv-
ery method has been selected to administer the electronic 
survey questionnaire.

The target respondents of the survey questionnaire will 
be the decision makers of the selected project: managers, 
directors, operations managers, quality managers (both 
internal and external stakeholders related to construc-
tion projects), public and private clients, project profes-
sionals (in-house and external), and contractors and sup-
pliers, as identified by Chinyio and Olomolaiye (2010). 
Furthermore, structural equation modelling (SEM) will 
be utilized to explore the associations between the con-
structs forming the two variables: organizational culture 
and stakeholder success criteria.

6 Discussion
The literature on stakeholder management shows the 
importance of recognizing and identifying the critical 
success factors to help managers deliver successful pro-
jects. Likewise, many scholars have mentioned the CSFs 
of stakeholder management within construction projects. 
Some have identified the CSFs’ constructs (Chinyio and 
Olomolaiye, 2010; Jepsen and Eskerod, 2009), while others 
have identified the CSFs’ indicators (Meding et al., 2013; 
Yang et al., 2009; Yang et al., 2014). Yang et al. (2009) 
investigated CSFs from both sides and ranked them from 
the most influential to the least. More recently, Molwus 
(2014) grouped the CSFs into five main constructs by con-
verging the theories about stakeholder management and 
the outcomes arising from empirical studies.

Organizational culture theories link culture and organ-
ization projects to clarify the types of cultures in each 
organization. The organizational culture literature also 
shows how vital it is for managers to understand the types 
of culture in which a project is being delivered. Many the-
ories that described culture have been presented in the 
literature (see Marcoulides and Heck, 1993; Schein, 1985; 
Smircich, 1983) and many authors have empirically exam-
ined these theories (see O’Reilly et al., 1991; Wallach, 
1983). However, Cameron and Quinn’s (2011) competitive 
value framework (CVF) has been used to underpin many 
types of research because it shows that it is both a theoret-
ically and psychometrically sound instrument when inte-
grating and operationalizing organizational culture with 
other organizational components (Cameron and Quinn, 
2011; Yeung et al., 1991; Zu et al., 2010).

The initial examination has led to the hypothesis that the 
CSFs for stakeholder management in construction pro-
jects by Molwus (2014) has an association with organiza-
tional culture (see Fig. 3). Stakeholder characteristics and 
project characteristics (SCPC) indicators—ensuring flex-
ible project organization and use of a favourable procure-
ment method—can be linked with the CVF’s adhocracy 
culture; while SCPC indicators, such as, formulating the 
project mission and identifying the project interest and 
stakeholders, are more likely associated with the CVF’s 
hierarchy culture.

The stakeholder analysis (SA) indicator—determining 
and assessing the power, urgency, legitimacy, and prox-
imity to stakeholders—shows an association exists with 
CVF’s four culture types. The third construct, stake-
holder dynamics (SD) as a whole, is more closely related 
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to market and adhocracy cultures and, to a lesser degree, 
to clan culture. The construct for stakeholder engagement/
empowerment (SE), however, is more likely to be related 
to market and clan cultures. The last construct, project 
success (PS), shows a link with all the organization types.

7 Conclusion
The above indicative theoretical review shows that both 
stakeholder management and organizational culture have 
an impact on project success. To examine the relation-
ship between organizational culture and stakeholder suc-
cess criteria for a successful construction project, and to 
develop the indicators with the literary theories to clas-
sify the relationship between the two variants, it will be 
necessary to test Molwus’s (2014) model (see Table 1) and 
Cameron and Quinn’s (2011) CVF model (see Fig. 2).

The discussion section of this paper evaluates some of 
the relationships between stakeholder management and 
organizational culture from various aspects, each of which 
requires empirical study to classify and identify the postu-
lated relationships in terms of project success. Furthermore, 
the paper highlights the benefits of adopting the stakeholder 
management model in construction projects to achieve pro-
ject success, as well as highlighting the importance of rec-
ognizing stakeholder success criteria. The paper goes on to 
explain the need to understand the types of organizational 
cultures within construction projects to sustain stakehold-
ers and deliver the project outcome successfully.

It is proposed that a future investigation will analyse 
and empirically-investigate both theoretical models that 
were presented in the outline research design (as shown in 
Fig. 3) in order to derive a wealth of information about the 
relationship between the two core elements of construction 
projects in terms of success. From the empirically-derived 
results, the authors will investigate the findings with the 
aim of developing a framework that will explain the organ-
izational culture and stakeholders’ success criteria that 
determine successful construction projects (see Fig. 4).
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