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This thesis investigates the role of external stakeholder management in fostering resilience within infra-

structure projects, focusing on the complexities arising from interactions between stakeholders and 

project organizations. The research problem centres on how different stakeholder management strategies 

affect project resilience, especially in challenging environments. 

 

To address this problem, a qualitative single-case study methodology was used, examining the "Tunel Di-

amante" project in Acapulco, Mexico. This approach allowed for an in-depth exploration of 26 events 

involving external stakeholders, such as government entities and landowners, to determine how their in-

fluence strategies and the project’s responses affect project resilience. 

 

From the analysis, the thesis identified three primary traditional influence strategies employed by exter-

nal stakeholders: 'progress obstruction,' 'protest,' and 'demand for compromise.' Additionally, it 

introduced two innovative categories: 'collateral events' and 'proactive mitigation.' These latter strategies 

indicate a broader and more nuanced understanding of stakeholder influence. 

 

The project adopted four response strategies: resourcefulness, dialogue and negotiation, coercive negotia-

tion, and ignoring. These influenced the type of resilience, from absorptive to adaptive and 

transformative. Resourcefulness, characterised by adaptability, was linked to all types of resilience, while 

dialogue and negotiation generally led to absorptive resilience. Coercive negotiation had mixed results, 

raising ethical concerns. 

 

The findings suggest that stakeholder management strategies can significantly impact project resilience 

but may involve trade-offs and ethical considerations. This thesis contributes to the discourse on resili-

ence in project management and offers practical insights into how external stakeholder management 

strategies shape resilience. It concludes that proactive and ethical stakeholder management is crucial for 

achieving sustainable project resilience, emphasising the importance of engaging stakeholders early and 

addressing their concerns constructively. 
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GLOSSARY 

 

Term Definition 
  
  

Absorptive Resilience 

Absorptive resilience is characterized by a system's ability to re-

sist disturbances and maintain its existing structure and 

function. This form of resilience is primarily reactive, dealing 

with low uniqueness disturbances that can typically be antici-

pated through risk assessments and contingency planning 

Adaptive Resilience 

Adaptive resilience extends beyond recovery to incorporate ad-

justments and modifications that allow the system to continue 

functioning amidst disturbances. It responds to ‘known un-

knowns’ and enables the system to adjust and navigate within 

thresholds without fundamentally altering its essence. 

Adaptive Capacity  

(Resilience) 

Adaptive capacity or Adaptability, refers to a system's ability to 

respond to changes, recover from disturbances, and adjust to 

new conditions. 

Amparo 

AMPARO is a judicial or legal action to protect an individual or 

individuals from the acts or omissions of the authorities that 

violate the human rights and guarantees protected by the Mexi-

can Constitution (Mexicanlaws S.A. de C.V., n.d.). 

Continuity of Essence 

A component of resilience that emphasises the capacity of a 

subject—whether an individual, organisation, or system—to 

change while still maintaining its core identity or essence 

throughout the process. Despite evolution or transformation 

triggered by internal or external adversities, the subject remains 

recognisable to itself or an external observer as the same enti-

ty (Frigotto et al., 2022). 

Civil Protection Agency  

 

Its purpose is to protect people's physical integrity in disasters 

caused by natural or human agents, reducing or eliminating 

human loss, material goods destruction, and environmental 

damage. 

Ejido/Ejidatario 

A tract of land held in common by the inhabitants of a Mexi-

can village and farmed cooperatively or individually. And 

Ejidatario is a member of an ejido (Merriam-Webster, n.d.-a). 

External Stakeholder 

External stakeholders are those who influence or are influenced 

by the project, but are not normally engaged in transactions 

with the project and may not be essential to the survival of the 
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project (Chinyio & Olomolaiye, 2010). 

National Government Refers to the National level or Federal government of Mexico 

Project Organisation (PO) 

In the context of the research the term ‘project organisation’ is 

used to imply the inter-organisational group including all rele-

vant decision makers, like the company and its governmental 

sponsor. 

Resilience 

Resilience in the context of infrastructure projects refers to the 

capacity of a project to anticipate, resist, absorb, respond to, 

adapt to, and recover from disturbances emanating from the 

external environment of the project.  

Stakeholder 

“Individuals or groups who have an interest or some aspect of 

rights or ownership in the project, and can contribute to, or be 

impacted by, either the work or the outcomes of the project.”  

(D. H. T. Walker et al., 2008) 

State Government 
Used to reference the government of the State of Guerrero in 

Mexico. 

Transformative Resilience 

Transformative resilience represents the most profound level of 

adaptation, where the system undergoes fundamental changes 

in response to high uniqueness disturbances. 
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PREFACE 

Throughout this journey, I've delved into the theoretical and practical aspects of construc-

tion management and engineering projects. This thesis has been a significant learning 

experience, testing my 'resilience' and pushing me out of my comfort zone. It represents the 

culmination of a process filled with challenges, growth, and insights. 

 

The report is the result of an iterative process, reflecting the unpredictable pace of life-- and 

of infrastructure projects. It underwent several revisions, not only in content but in scope, 

evolving to accommodate new ideas and feedback. Which is why I feel a great sense of ac-

complishment in completing this work. And while there's always room for improvement, 

I'm proud of this thesis, with all its strengths and shortcomings. 

 

My motivation for this work lies in my roots. From a young age, I was fascinated by engi-

neering, mesmerized by television programs about megaprojects and the engineers who 

solved complex technical challenges. This approach continued through my university stud-

ies, where I was trained to tackle technical problems. However, as I gained real-world 

experience in Mexico, I quickly learned that many project challenges aren't technical at all. 

They are rooted in the social and environmental complexities of the context. 

 

Given this backdrop, I developed a keen interest in the 'external' factors that challenge pro-

jects. I've seen firsthand the importance of ensuring infrastructure projects provide genuine 

value and benefit for all stakeholders. However, navigating this complex environment is 

easier said than done. My hope is that the work I have done over the past seven months can 

be a modest contribution towards a better understanding of how to truly make projects 

resilient but also inclusive. I hope that resilience in its fullest sense will eventually represent 

not only the ability of a project to persist but to persist with purpose and delivering lasting 

value and benefit for its stakeholders.    

 

 

 

P.J. Garcia 

Delft, April 2024 
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EXECUTIVE SUMMARY  

Introduction & Scope of Research 

Project management's goal is to achieve success, yet achieving it relies on navigating through 

challenges and uncertainties. The modern project landscape is increasingly characterised by 

volatility, uncertainty, complexity, and ambiguity (VUCA), which present significant obsta-

cles to traditional project management approaches. 

 

In this complex environment, external stakeholders are central to project outcomes. When 

engaged appropriately, they can drive success, but they can also become sources of strong 

opposition, steering projects towards undesired results. The limitations of the conventional 

"predict and control" paradigm have led to a shift towards a more adaptable and agile 

mindset, known as the "prepare and commit" approach. This shift is a strategic response to 

the dynamic nature of project environments, where the concept of resilience has become 

crucial. 

  

This study aims to explore the intersection between stakeholder management and project 

resilience in infrastructure projects, recognising the influence of external stakeholders. It 

addresses the following research question: How do different external stakeholder manage-

ment strategies influence resilience in infrastructure projects operating in dynamic and 

challenging environments? 

  

The research then aims to answer the question of: how stakeholder management strategies 

contribute to project resilience? Through a single-case study methodology. It underscores 

the significance of engaging with external stakeholders and acknowledges their impact on 

infrastructure project implementation, offering a fresh perspective on infrastructure project 

management. 

Methods 

The research employs a qualitative single-case study methodology, focusing on the "Tunel 

Diamante" project in Acapulco, Mexico. This approach allows for an in-depth exploration 

of the challenges and dynamics involving external stakeholders and their impact on project 

resilience. The case study examines a tunnel project designed to connect the bay and major 

tourist areas with the new residential zones and the airport of Acapulco. Given the signifi-

cant external stakeholder involvement and execution complexities, this project provides a 

suitable context for investigating stakeholder management and resilience. 

Data collection involved semi-structured interviews with key stakeholders, including project 

managers, government officials, and local residents. Additionally, the study analysed public 

information, news articles, and project-related documents to understand the broader con-
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text and gain insights into external stakeholder influence strategies, and the project re-

sponses.  

 

The analysis cantered on 26 events related to external stakeholders, exploring their influ-

ence strategies and the responses employed by the project organization. This case study 

method provided a detailed understanding of the complex interactions that shape project 

resilience. 

Results and Discussions 

The research conducted on the case study has revealed some significant findings. The study 

included over three hours of interviews with the main stakeholders, as well as an analysis of 

more than 170 news articles and other publications related to the case study. This compre-

hensive exploration of the case study highlighted the various influence strategies used by 

external stakeholders and the corresponding management strategies the project organisa-

tion employed in response. 

 

The research identifies three traditional influence strategies employed by external stake-

holders. Firstly, 'Demand for Compromise' reflects the leveraging of power and legitimacy 

by government authorities and other stakeholders to influence project operations, often 

leading to concessions from project management. Secondly, 'Progress Obstruction' encom-

passes tactics that hinder or block project progress, including strikes, blockades, and legal 

actions. Thirdly, 'Protest' represents a broader range of stakeholder opposition tactics, from 

public demonstrations to coalition-building. In addition to these traditional strategies, the 

study introduces two innovative categories. 'Collateral Events' emerge as a significant addi-

tion to existing frameworks, emphasizing the importance of considering the indirect 

outcomes or repercussions of other stakeholder actions. The study also emphasises the im-

portance of 'Proactive Mitigation' as a strategy to prevent potential conflicts from escalating 

into significant challenges. 

 

The research has identified four management strategies that organizations use to respond to 

the external stakeholders’ actions, in turn these strategies influenced the type of resilience 

achieved in the project, from absorptive to adaptive and transformative: 

• Resourcefulness: This strategy is characterized by adaptability, allowing project 

management to reallocate resources and adjust construction methods. It can sup-

port all types of resilience—absorptive, adaptive, and transformative—depending on 

the situation's demands. 

• Dialogue and Negotiation: This strategy involves engaging with stakeholders to ad-

dress concerns and resolve conflicts. It is generally associated with absorptive 

resilience when used proactively but can lead to adaptive resilience when address-

ing escalated conflicts. 
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• Ignoring: This strategy involves disregarding certain stakeholder actions when their 

claims lack sufficient legitimacy. It can lead to absorptive resilience, allowing the 

project to continue with minimal changes. 

• Coercive Negotiation: This strategy involves exerting pressure or force to influence 

stakeholder actions. While it can achieve resilience, it carries ethical risks and may 

have long-term negative consequences. 

 

Given the findings, and to answer the research question, a series of propositions were de-

rived.   

• Proposition 1 (P1): Resourcefulness as a response strategy exhibits a high degree of 

adaptability. It can support all types of resilience—absorptive, adaptive, and trans-

formative—depending on the unique demands of the situation and the nature of 

stakeholder interactions. The outcome in terms of resilience is contingent upon 

the complexity of the disturbance, the immediacy of the threat to project integrity, 

and the strategic objectives of the Project Organisation. 

• Proposition 2 (P2): The deployment of 'Dialogue and Negotiation' by the Project 

Organisation, whether used proactively or in response to influence strategies like 

'Protest' or 'Progress Obstruction', typically promotes absorptive resilience, thereby 

aiming to contain emerging situations and preserve the project's trajectory. Con-

versely, when this strategy is reactive to already escalated conflicts, it prompts 

adaptive resilience, necessitating the integration of changes to effectively manage 

and resolve the conflict. 

• Proposition 3 (P3): Ignoring strategies are likely to be employed when the stake-

holder's influence threatens project progress, and the claim lacks enough legitimacy 

to be instrumentally ignored without leading to conflict escalation. This usually 

leads to absorptive resilience, as the project continues without significant changes.   

• Proposition 4 (P4): Stakeholder management practices—whether proactive or reac-

tive—should be bound to normative principles, prioritising ethical management 

strategies, and fostering purposeful negotiations. 
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Recommendations for Practice and Future Research 

Based on the findings, the following recommendations are proposed for practitioners in 

infrastructure project management. First, prioritise proactive dialogue and negotiation with 

external stakeholders. Early engagement can prevent escalation and foster absorptive resili-

ence, allowing projects to maintain their trajectory without significant disruptions.  

 

Avoid coercive negotiation tactics, as they can lead to adverse outcomes, such as ethical 

risks and prolonged conflicts. Promote a normative approach to stakeholder management 

to ensure that ethical practices underpin project decisions. This strategy helps to cultivate a 

supportive project environment and reduces the likelihood of coercive practices, resulting 

in a more resilient project. 

 

Project managers should cultivate flexibility and adaptability in their strategies, recognising 

that stakeholder influence can often lead to unforeseen project adjustments. However, ex-

cessive adaptation should be avoided as it may result in undesirable compromises that affect 

project success. Lastly, resourcefulness should be encouraged, but with careful considera-

tion of the project's goals and available resources. While it can lead to various resilience 

outcomes, it requires significant resources and can introduce unforeseen challenges. 

 

Future research should further explore the relationship between stakeholder management 

strategies and project resilience in a broader context. Exploring the influence of internal 

stakeholders on project resilience, along with inter-organisational dynamics, can offer valu-

able insights into the factors that contribute to or hinder project success. Additionally, 

examining the role of various contract types and organisational structures in shaping pro-

ject resilience is warranted. 

  

Finally, expanding the study to include a larger dataset and more diverse case studies would 

help validate the proposed framework, allowing for greater generalizability and applicability 

across a wider range of infrastructure projects. 
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READING GUIDE  

The thesis is divided into 6 chapters. 

 

Chapter 1 introduces the research and its foundational backdrop. It also articulates the 

research problem, outlines the research objectives, defines the scope, and presents the main 

research question along with its sub question. 

 

Chapter 2 describes the research methods employed to address the research questions.  

 

Chapter 3 is divided into three main sections. The first explores the theoretical underpin-

nings of the research, tracing the evolution of the stakeholder concept and its impact on 

stakeholder management practices. The following section within the reviews the literature 

centred in stakeholder management as a process, its methods and its challenges, and the las 

section reviews the concept of resilience, including its foundations and its relation to infra-

structure projects.  

 

Chapter 4 presents the empirical findings derived from the analysis of the case study of a 

Mexican infrastructure project.  

 

Chapter 5 encompasses the synthesis of insights and interpretations, fostering a robust dis-

cussion.  

 

Lastly, Chapter 6 culminates the thesis with the conclusion, answering the sub questions, 

presenting implications, limitations and potential avenues for future research.  
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CHAPTER 1 
INTRODUCTION  
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1 | INTRODUCTION 

This chapter aims to set the stage for this research by establishing the theoretical and 

practical context that anchors the research. It starts with a brief research background, fol-

lowed by a problem definition and statement. Then it addresses the scope of the research 

and lays down the research objective and research questions.  

1.1 RESEARCH BACKGROUND 

Infrastructure serves as the foundation of local and national economies and plays an essential role 

in their economic growth and development. Consequently, infrastructure assets and projects are 

more than just physical structures like roads and buildings; they are enablers of change. As 

UNOPS (2023) highlighted, infrastructure is an interconnected system that forms the backbone 

of a functioning society, affecting every aspect of human life as it provides essential utilities that 

fuel economic activities. The impact of infrastructure projects ranges from education and job op-

portunities to economic growth and public safety. Furthermore, the role of infrastructure has 

expanded beyond economic development to sustainability efforts, as it is critical to achieving 92% 

of the Sustainable Development Goals (Thacker et al., 2018). 

Despite the significant importance of infrastructure projects in the global context, it is essential to 

confront the less favourable reality often associated with these types of projects. Infrastructure 

projects are often planning disasters due to public resistance, their lack of transparency and ac-

countability, corruption, cost overruns, delays, environmental affectations, and underperforming 

assets that fail to deliver their intended benefits (Di Maddaloni & Davis, 2017; Flyvbjerg et al., 

2003; Locatelli et al., 2017). Moreover, such failures remain prevalent despite technological ad-

vancements, a growing body of knowledge, and increased project management expertise. 

Although statistics on the issue may vary, a study by Flyvbjerg and Gardner (2023) examining over 

16,000 projects revealed that 91.5% went over budget, schedule, or both. Their analysis suggests 

that only 0.5% of projects are delivered on budget, on time, and within benefits.  

 

Managing construction projects is complex due to the uncertain and dynamic environment in 

which construction projects are usually executed. These challenges are exacerbated by the global 

rise in volatility, uncertainty, complexity, and ambiguity (VUCA) (Naderpajouh et al., 2020). To 

navigate these complexities, researchers have explored various angles. Historically, since the ori-

gins of project management as a discipline in the 1950s, the focus has been on the 'control' 

paradigm. This approach is now considered ‘traditional project management’. Academics argue 

that traditional project management is a mechanistic approach unsuited to the continuous ad-

justments required to address the dynamic context (Cuppen et al., 2016). Since the early 2000s, 
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there has been a notable shift towards more flexible, dynamic, and adaptable approaches to ad-

dress current challenges. 

Consequently, there has been increased interest in the 'people' aspect of projects. This in-

cludes networks, stakeholders, institutions, collaboration methods and approaches, as well as 

sustainability in its broader form. This has resulted in a move away from conventional manage-

ment methods centred on the "predict and control" approach towards a more agile and flexible 

mindset that prioritises "prepare and commit” (Bakker & de Klejin, 2018).  

1.2 PROBLEM DEFINITION 

Project management's primary objective is to achieve project success, a concept subject to diverse 

interpretations and influenced by various factors. While there is ongoing debate surrounding the 

precise definition of success, effective stakeholder management is widely acknowledged as a criti-

cal component of project management activities and a key determinant of project success. This is 

reflected and confirmed by the extensive academic work dedicated to understanding the essential 

role of stakeholders and how to manage them (Aaltonen, 2010; El-Gohary et al., 2006; Jergeas et 

al., 2000; Newcombe, 2003; Olander & Landin, 2008).   

 

However, one crucial yet often overlooked aspect of construction project stakeholder management 

is external stakeholder management. As external stakeholder complexity increases, the project per-

formance decreases (Bosch-Rekveldt et al., 2011). Walker et al. (2008) emphasise the importance 

of external stakeholders' cooperation and support for project success.  

 

Despite extensive scholarly attention to stakeholder management, several critical issues remain 

understudied. For instance, managing the complex network of stakeholders in megaprojects and 

PPPs (Amadi et al., 2018; Castelblanco et al., 2022), the dynamic nature of stakeholder relation-

ships that change with the project lifecycle (Aaltonen & Kujala, 2010; Teo & Loosemore, 2017; 

Xue et al., 2020), the recognition and engagement of local communities and other external stake-

holders (Derakhshan et al., 2019; Di Maddaloni & Sabini, 2022), and in the context of the 

construction industry, external stakeholder management has not received sufficient attention the-

oretically and practically (Oppong et al., 2019).  

 

1.3 PROBLEM STATEMENT  

The dynamic nature of external stakeholder management in infrastructure projects presents a crit-

ical challenge that demands an alternative approach, as current practices and theories in 

stakeholder management fall short of the volatile, uncertain, complex, and ambiguous external 

environment in which projects are. 
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1.4 RESEARCH SCOPE 

Infrastructure projects are inherently complex, characterised by intricate networks, relationships, 

and interrelated processes. Many factors influence the success or failure of projects, resulting in 

various perspectives from which they can be examined. Figure 1 presents a simplified project envi-

ronment with its key players and interconnections. Central to this research is the dynamic 

relationship between the project organisation (PO) and its external stakeholders, highlighted in 

red.   

 

 
Figure 1: Project Environment 

Source: Adapted from (NETLIPSE, n.d.) 

 

This study further narrows its focus to external stakeholders, recognising their critical but often 

overlooked influence on project outcomes (T. H. D. Nguyen et al., 2019), and the strategies em-

ployed to manage their relationship. Additionally, it adopts a process perspective on stakeholder 

management, meaning the sequential and interrelated steps of stakeholder analysis, engagement, 

and management strategies.  

 

Resilience research, traditionally explored from an organizational standpoint, has recently been 

extended to the project domain (Naderpajouh et al., 2020). This research contributes to this 

emerging discourse by examining resilience at the project level, specifically through the lens of the 

project organisation (PO). It seeks to understand how external stakeholder management strategies 

contribute to or detract from project resilience within the unique context of infrastructure pro-

jects. 
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Based on the research scope, the following initial conceptual frameworks is proposed, highlighting 

the specific scope of the research.  

 

 

 
Figure 2: Initial Conceptual Framework 

1.5 RESEARCH OBJECTIVE 

Having considered the research background and problem definition, the purpose of this study is 

to:  

"To provide insights and recommendations for improving external stakeholder 

management strategies in infrastructure projects, contributing to resilience in 

infrastructure projects” 

1.6 RESEARCH QUESTIONS 

Based on the problem statement, and to achieve the research objective, the following main re-

search question was formulated:  

“How can external stakeholder management strategies contribute to resilience in 

infrastructure projects?” 

A series of sub-questions were formulated to comprehensively address all aspects of the main re-

search question:   
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Sub-Research Questions:  

1. What is the current state of knowledge regarding the challenges and strategies of external 

stakeholder management, and project resilience within the infrastructure domain? 

2. What events did the case study face related to external stakeholders, and how did the pro-

ject respond to them?  

3. How can stakeholder management strategies enhance resilience in infrastructure projects?  
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2 | RESEARCH METHOD 

This chapter outlines the methodological approach undertaken in this research, struc-

tured to facilitate an in-depth analysis of stakeholder management and project resilience 

within infrastructure projects. The chapter is based on the ‘research onion’ framework 

(Saunders et al., 2023) in . Thus, beginning with Section 2.1, we introduce the 

qualitative research methodology that underpins our study, setting the foundation for the 

investigative journey ahead. Section 2.2 elaborates on the research design and is followed 

by the case study introduction in Section 2.3. Section 2.4 then details the data collection 

methods.  Section 2.5, which describes the steps taken to ensure research quality in terms 

of validity and reliability. Lastly, Section 2.6 delves into the data analysis techniques em-

ployed to interpret this data for the research.  

 

 
Figure 3: Research Onion 

Source: (Saunders et al., 2023) 
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2.1 RESEARCH METHODOLOGY 

 

The research philosophy, also referred to in literature as paradigms or worldviews (Creswell & 

Creswell, 2018; Yin, 2016), is the “basic set of beliefs that guide action” (Creswell & Creswell, 

2018, p. 44), or, in this case, research. In other words, the choice of a worldview will likely influ-

ence the choice of qualitative or quantitative methods, the design of your study, and your 

approach to data analysis. As a result, the research philosophy, or worldview, is the first layer of 

the research onion framework ( ) and influences the subsequent layers.   

 

Despite scholarly debate on worldviews, Saunders et al. (2023) recognise five major worldviews: 

positivism (or postpositivist), critical realism, interpretivism (or constructivism), postmodernism, 

and pragmatism. To differentiate between them, researchers propose ontological or epistemologi-

cal positions that distinguish the worldview description and assumptions.  

Ontology examines the nature of reality. It questions whether reality is external and objective, 

a single universal truth, or if multiple realities exist that are socially constructed and continuously 

evolving. Epistemology, on the other hand, refers to assumptions about what constitutes accepta-

ble, valid, and legitimate knowledge, as well as how we can communicate that knowledge to 

others. It examines whether knowledge comes from observable facts and numbers in a scientific 

manner or through subjective interpretations and meanings attributed by individuals influenced 

by specific contexts and cultural perspectives (Saunders et al., 2023). 

 

This study aligns primarily with two principal perspectives. First is the constructivist or interpre-

tive worldview. This worldview’s ontology assumes that there is no universal reality; rather, reality 

depends on the background, context, and circumstances people experience. Therefore, from an 

epistemological perspective, reality must be interpreted. So, as Creswell and Creswell (2018, p. 46) 

mention, in constructivist research, the aim is to make sense of—or interpret—the meaning of oth-

er worlds and contexts.  

This worldview is a typical approach to qualitative research. This study aligns with construc-

tivism as it aims to explore, understand, and create theory from the complex and subjective 

relationship between external stakeholders and a project organisation.  

 

The pragmatic worldview is the second philosophy that the study aligns with. Pragmatism, from 

an ontological perspective, accepts that reality becomes apparent as a consequence of experiences 

and practices. From an epistemological standpoint, knowledge acquisition is driven by problem-

solving and is validated through its applicability and the effectiveness of its outcomes in real-world 

contexts. Pragmatic research starts with a real-world problem, which shapes the research and aims 

to contribute practical solutions that inform future practices (Creswell & Creswell, 2018; Saun-

ders et al., 2023).  
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The pragmatic worldview supports the use of multiple research methods, including mixed 

methods or purely qualitative approaches, depending on the specific requirements of the research 

problem. It also acknowledges the validity of incorporating different worldviews to understand 

complex issues (Saunders et al., 2023). This study adopts a pragmatic approach, as the research 

objective seeks to provide recommendations to practice for real-world challenges, such as the ones 

described in §1.1.  

 

Moving onto the second layer of the onion framework ( ). According to Saunders et al. 

(2023), there are two main approaches to theory development: abductive and inductive. Deduc-

tive reasoning begins with a theory and, through the research process—traditionally quantitative—

tests a series of hypotheses to logically reach a conclusion that verifies or falsifies the theory. Al-

ternatively, inductive reasoning aims to explore a knowledge gap and provide (untested) 

conclusions supported by observations, traditionally from a qualitative approach, aiming to build 

or generate theory.  

This research aligns with an inductive approach, as the research philosophy, is qualitative in 

nature, and it aims to advance existing theory.  

2.2 RESEARCH DESIGN  

In the previous section, we discussed the first two layers of the research onion ( ). This 

section will examine the remaining layers: methodological choice, research strategy, and time hori-

zon. These elements collectively form the ‘research design’, which guides the journey from the 

research question to the final analysis and conclusions. 

 

Yin (2018, p. 60) describes a research design as the logical plan for “getting from here to there”. 

Similarly, Saunders et al. (2023) describe the research design as the ‘journey’ that the research fol-

lows to meet the research objective and answer the research question. They note that the main 

research question guides the research design and indicates whether the purpose of the study is 

exploratory, descriptive, explanatory, evaluative, or a combination of these. This research is de-

scriptive in nature as it aims to illustrate the influence of stakeholder management on resilience 

through a case study. 

 

The research design defines the structure of a study (Yin, 2016).  presents the research 

design of the present research. For explanatory purposes, it is divided into three main parts, each 

with a distinct role in achieving the research objectives. 

 

Part I ( ) focuses on building the theoretical foundation through an in-depth critical liter-

ature review. Different types of literature reviews are acknowledged, including argumentative, 

integrative, historical, methodological, systematic, and theoretical (Saunders et al., 2023).  The 
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Literature Review chapter combines systematic and integrative reviews to address the first sub-

research question. Systematic reviews are methodical, involving a rigorous and predefined strategy 

for identifying, evaluating, and synthesising research relevant to a well-defined research question. 

This approach enables a conclusive summary of existing knowledge. In contrast, integrative re-

views aim to provide a comprehensive overview that either proposes new theoretical frameworks 

and perspectives for empirical testing or identifies areas lacking clarity and definition in current 

research (Saunders et al., 2023). The Literature Review adopts a thematic structure based on the 

key theoretical elements central to the research: stakeholder theory, stakeholder management, and 

resilience. This thematic structure allows for a focused discussion on each main component. By 

blending these methods, the Literature Review chapter aims to offer an overview of the current 

knowledge and the possible gaps in the research and, specifically, addresses the first research ques-

tion. 

 

Part II ( ) helps define the third and fourth layers of the research onion ( ), focus-

ing on methodological choice and research strategy. This part of the study explains the approach 

selected for this research, which was influenced by the pragmatist philosophy. The focus on ex-

ploring real-world problems led to choose for a qualitative case study. This strategy is ideal for 

exploring contemporary phenomena in their natural context, allowing for deep empirical insights 

and theoretical development (Yin, 2018).  

 Yin (2018) distinguishes four types of case study designs, single or multiple case studies, 

with each further classified as holistic (a single unit of analysis) or embedded (multiple units of 

analysis). The chosen design for this research is a holistic single-case study, selected based on the 

research's objectives and data availability. This approach is well-suited for this research because it 

provides rich empirical insights and facilitates theoretical development directly from practice, 

making it an integral part of our strategy to understand and interpret complex interactions and 

outcomes. 

 

Finally, Part III ( ) synthesises the findings from theoretical exploration and practical in-

vestigation. This synthesis not only draws conclusions from the case study but also integrates these 

findings with the theoretical perspectives reviewed earlier. This approach ensures a comprehensive 

understanding of the research topic, allowing for well-founded conclusions and practical recom-

mendations that emerge from a confluence of theory and empirical evidence. 
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Figure 4: Research Design 

Source: Authors own 

 

While valuable, the case study approach has inherent limitations. Verschuren et al. (2010) point 

out that single-case studies often face external validity and generalizability challenges as they rely 

on a single instance to draw broader conclusions. To overcome this limitation, Verschuren et al. 

(2010) underscore the importance of triangulation throughout the research process as it helps 

reduce the risks associated with depending on a single source by incorporating multiple perspec-

tives, providing a more robust examination of the case. 

Yin (2018) notes that before discrediting single-case studies, we should acknowledge that they 

are analogous to single experiments, which are appropriate designs under certain conditions. For 

instance, if the goal is to understand the circumstances and conditions of an everyday situation, 

single-case studies can provide valuable insights into the social processes related to a particular 

theoretical interest. This aligns with the purpose of the present research, as augmented in the 

Problem Definition (§ 1.2) , about the concern of dealing with increased external complexities in 

infrastructure projects, in particular from external stakeholders. 

 

The current study aligns with the concept of  ‘multi-method qualitative study’ (layer four 

), which Saunders et al. (2023) explain as a case study that involves multiple qualitative data col-
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lection procedures. This method offers a way to counteract some limitations of single-case studies.  

These procedures and sources are described later in the Data Collection section (§ 2.4).  

 

The fifth and last ‘layer’ ( ) considered in part of the research design is the Time Horizon. 

The time horizon specifies the number of time points for data collection, with two existing op-

tions: cross-sectional or longitudinal. Saunders et al. (2023) describe longitudinal studies as 

‘diaries’ with multiple data collection points. Alternatively, cross-sectional studies, like the present 

research, are a ‘snapshot’ at a specific point in time. 

 

Before continuing to the data collection and data analysis sections of this chapter, case study is 

presented in the following section.  

2.3 CASE STUDY DESCRIPTION  

Following the decision to adopt a qualitative approach through a case study, this section provides 

an overview of the selected case study, including its background, context, and the key factors that 

make it relevant for the research. The description aims to offer a comprehensive understanding of 

the case study's scope, its historical and geographical context, and the main events that have 

shaped its current state. 

 

The "Tunel Diamante" project is situated in Acapulco, a Mexican city and port in the State of 

Guerrero on the Pacific Coast, 379 km from Mexico City. It is the largest city in the State, consti-

tuting the only metropolitan area and home to 779,556 inhabitants (data from 2020).   

Historically, its importance as a port surged during the colonial period of Mexico in the 1500s, 

evolving into a strategic harbour of New Spain over the Pacific Ocean. From its port, expeditions 

were launched, and commercial routes were established with the East, such as the 'La Nao de 

China' trade route (Enciclopedia Guerrerense, 2020). Over time, Acapulco's economy transi-

tioned from commercial port into a resort city, becoming a leading tourist destination in 

Guerrero and Mexico. The city's tourist appeal stems from its strategic location and tropical 

weather, with an annual average temperature of 24.7°C, ensuring its popularity, particularly dur-

ing colder months. Its proximity to Mexico City makes it an ideal place for vacation homes and 

resorts, attracting diverse domestic and international visitors from the United States, Canada, and 

Europe 

 

Its tourist boom began in the 1950s, and during the following two decades, it consolidated as a 

touristic hotspot of international stature; this period then coined the name "the golden age of 

Acapulco". The rapid expansion from the 1950s to the 1990s shaped the city's infrastructure and 

layout, leading to the division into three main zones: Traditional Acapulco, Golden Acapulco, 

and Acapulco Diamante (see ). This division reflects Acapulco's ongoing reinvention to 
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remain competitive in the tourism industry, although it also resulted in significant infrastructure 

deficits, particularly in road systems due to its mountainous terrain. 

 

 
Figure 5: Location of Acapulco 

Source: Authors own 

 

In 1993, the Federal Highway 95D or "Autopista del Sol" (Sun highway) was completed, shorten-

ing the travel time from Mexico City to Acapulco to only a little over 3 hours; this represented a 

reduction of more than half of what it previously took to travel between these cities. Although 

Acapulco's growth had stabilised by this time, the completion of this highway symbolised a fa-

vourable outlook for the 21st century.  However, starting in 2006, Acapulco and Guerrero 

experienced a spike in insecurity, significantly impacting the region's economy. The rise in crime 

rates led the US and Canadian governments to issue travel advisories, deterring international 

tourists, who previously made up 80% of Acapulco's foreign visitors (Autonomous University of 

Guerrero, 2014). Guerrero is one of the most impoverished states in Mexico, so the decline in 

tourism, and particularly international tourism, has been a heavy blow to Guerrero and Acapulco, 

causing an economic crisis and the loss of the state's tourist image and unemployment (Muñoz & 

Nechar, 2021) 

 

Acapulco has also faced the challenges of hurricanes over the years, causing damage to its infra-

structure further complicating its recovery. Hurricane "Pauline" in 1997 resulted in over 1.6 

million casualties, while the 2013 hydrometeorological events "Ingrid" and "Manuel" caused sub-

stantial damage and was closely related to the case study (see ). Most recently, in October 

2023, category five hurricane "Otis" caused catastrophic destruction, damaging about 80% of 

tourist infrastructure, with estimated economic losses of 10-15 billion USD (UN-OCHA, 2023). 
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The "Tunel Diamante" project emerged against this backdrop of rapid urbanization and infra-

structure challenges. It was envisioned mainly to address two objectives. Firstly, it serves as an 

alternative route to connect the older part of Acapulco with the newer Acapulco Diamante and 

the airport (see ), providing a more efficient route while bypassing the old 'scenic route'. 

This road, called "Escénica de Acapulco," is a 12 km-long winding road built in the 1940s, notori-

ous for significant traffic congestion and its unsafe design, which is not up to standard for a road 

with so much congestion. The project was initially named 'Alternate scenic route' from this older 

road, later changed to Macrotunel or Tunel Diamante. 

Secondly, the project also intended to serve as a new version of Acapulco, aiding the local 

economy with employment and as a testament to a modern city with state-of-the-art infrastructure. 

The geographical layout of Acapulco made a tunnel a logical choice, a concept reinforced by the 

earlier "Maxitunel" project. This existing tunnel, also crossing the same mountain range, provides 

direct access from Mexico City to the old part of Acapulco, reinforcing the potential benefits of 

the new tunnel project. 

 

 
Figure 6: Project Location 

Source: Adapted from (OpenStreetMap, n.d.) annotations by author 

 

As mentioned earlier, the State of Guerrero is one of the most impoverished states in Mexico, 

which is why the project was only financially viable with external resources. Therefore, the gov-

ernment of Guerrero – who are the sponsors of the project- started planning to execute the 

project as a public-private partnership (PPP), and also request support from the national infra-

structure bank, or Banobras (or Fonadin). As it can be viewed in the project’s timeline (see 

) the Federal subsidy was approved in 2010, although it was not until 2011, with a starting (term) 

state government that the official tender process started.  
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The Tunnel Diamante project was presented as a Build, Finance, Maintain, and Operate (BFMO) 

contract. The original scope considered a Tunnel with an A3 section (3 lanes) of 3.3 km and an 

A4 (four lanes) road section of 2.4 km section. The tunnel would cross a mountain at an average 

depth of 250m and connect the Brisamar Junction (in the bay of Acapulco) with the Cayaco Junc-

tion (on the Diamante side). Then, the road would connect the Cayaco junction with the 

Diamante junction, located at the intersection with the federal highway 95D that connects with 

Mexico City. A relevant technical element is that this is the longest transportation tunnel built in 

Mexico; the second longest is the ‘Maxitunel’, which serves a similar purpose and is located in 

Acapulco. 

 

The tender was awarded in 2012 and contemplated an operation of 30 years.Construction began 

in 2013 with a completion date set for 2016. However, various technical, financial, political, and 

environmental challenges caused significant delays and cost overruns. Consequently, only the 

tunnel was completed late in 2017, with the viaduct remaining unfinished. This partial comple-

tion has strained the project finances, with revenues falling short of projections. Moreover, local, 

and national governments have shown limited interest in resolving the project's issues, leaving the 

project in a challenging state. 

 

 

The project presents a relevant opportunity for analysis for several reasons. For instance, on a 

more general level, it is an interesting case study as the project is located in a semi-urbanised envi-

ronment, which allows the analysis and findings to be easily compared and generalised with 

projects in similar environments. This is most relevant in our current reality, where infrastructure 

projects will increasingly be brownfields.   

 

Zoom in to the research. As mentioned, the case study is partially completed, and only the tunnel 

is operational. The road segment was not built (see ). This outcome can be attributed, in 

part, to opposition from various external stakeholders, including governmental organisations and 

landowners. This variety of stakeholder dynamics provides a rich context for exploring external 

stakeholder management. From a resilience perspective, the project can be argued as ‘resilient’ to 

the challenges it faced because, despite adversity, it is partially completed. So, considering the 

complex and dynamic setting of the project, it proved an ideal case for examining the relationship 

between the external stakeholders and project resilience.  

Another relevant factor not to be underestimated is the availability of information, as the re-

searcher was able to contact several key stakeholders, both internal and external, which would not 

have been possible otherwise and under other circumstances. 

 

 presents the key stakeholder involved in the project of the case study. Some of these were 

implicated in the events encountered by the project. These are presented in the Results chapter.   
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Removed for confidentiality 

Figure 7: Case study key stakeholders. 

Source: Authors own 

 

Removed for confidentiality 

Figure 8: Project Timeline 

2.4 DATA COLLECTION  

Data can be differentiated into two kinds: primary and secondary. According to Saunders et al. 

(2023), primary data is first-hand evidence or raw data collected specifically for research, while 

secondary data is data collected initially for some other purpose but can be analysed to provide 

additional or different knowledge, interpretations, or conclusions relevant to the research project. 

According to this distinction, for this research semi-structured interviews would be considered 

primary, while case study documents, news articles, and other public information fall into the 

secondary data category. 

 

An important consideration for the data collection is the unit of analysis. According to Yin 

(2018), the data collection unit, sometimes referred to as the focal unit or unit of analysis, is the 

unit of study in qualitative research. In this case, the unit of analysis is events in which an issue 

involving external stakeholders occurred within the case study. This approach guides the data col-

lection method using the three sources of inquiry: case study documents, interviews, and publicly 

available information (see ).  

The combination of several sources of data not only allows for a richer data set for the analy-

sis, but is a crucial aspect to achieve data triangulation (Verschuren et al., 2010). Yin (2018) 

explains that data triangulation leads to convergence, where the triangulation of sources leads to 

the same findings. This convergence is a vital step in ensuring the validity of our study. As Yin 

further states, “By developing convergent evidence, data triangulation helps to strengthen the construct 

validity of [the] case study. The multiple sources of evidence essentially provide multiple measures of the 

same phenomenon” (2018, p. 128).  

 

It is essential to make a clarification based on the above discussion. Primary and secondary data, 

as discussed by Saunders et al. (2023), refer to the source of the information, not its importance. 

In this research, where the unit of analysis is based on events or instances, the terms ‘main source’ 

and ‘supporting source’ were used internally to indicate the source of origin for the data (main 

source) and additional sources used to achieve convergence through data triangulation (support-

ing source). The approach led to news articles being the predominant 'main source', with 

interviews providing substantial additional information. From a ‘supporting source' perspective, 

the interviews and case study documents played a significant role in enriching the data and 

strengthening the validity of the research through triangulation. 
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Filtering Data  

To ensure that the data used in the study was reliable, valid, and suited to the research questions 

and objectives, a four-step filtering process was implemented. This approach was applied and is 

particularly relevant for secondary data sources (i.e., publicly available documents, case study doc-

uments) (Saunders et al., 2023); however, it served as a guide across all the research, including the 

literature review process. 

 

Figure 9 presents the overview of this 4-step filtration process. The first step, 'identifying,' involved 

mapping all potential data sources, including research papers, news articles, and other publica-

tions, and quickly scanning each to assess credibility and relevance. The second step, 'evaluation,' 

was a quick scan of the information, sources with irrelevant content, unreliable information, or 

redundancy were discarded at this point. The next step, eligibility, involved a more in-depth as-

sessment to determine if the data was suitable for the research. This phase ensured that the data 

would contribute meaningfully to the analysis. Once the suitable data were identified, the final 

step involved incorporating the chosen information into the analysis. 

 
Figure 9: Data Gathering Process 

 

Semi-structured interviews are a type of non-standardised interview for data collection where the 

researcher asks a set of pre-determined open-ended questions following a specific theme. In this 

case, it aligning with a thematic format of semi-structured interviews (Saunders et al., 2023, p. 

443).  

 

For this research, a total of six interviews were conducted. Three with internal stakeholders and 

three with external stakeholders related to the case study. The details of these interviews are pre-

sented in  and . 
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Table 1: Details of Participants  

No. Code Type Organisation Role 
Involvement with 

the Project 

1 PM1 Internal Stakeholder Contractor  Project Manager 
From the start of 

Operation Phase 

2 PM2 Internal Stakeholder Contractor General Manager 
During Construction 

+ Operation Phase 

3 CPM1 Internal Stakeholder Contractor Construction Manager During Construction 

4 EA-1 External Stakeholder 
National Environmental 

Authority 
(former)Official During Construction 

5 WA-1 External Stakeholder National Water Authority (former)Regional Director During Construction 

6 NH-1 External Stakeholder Neighbour NA 
During Construction 

+ Operation Phase 

 

It is important to acknowledge that initially, the ambition of the research was to conduct 10 inter-

views, eight of which were pre-arranged, with the expectation that a snowball sampling method 

would help identify the remaining two participants. This method involves asking initial respond-

ents to refer additional interviewees. However, despite sending out multiple invitations to 

potential participants, due to time constraints and a lack of responses to these invitations, only six 

interviews were ultimately conducted, as detailed in .  

 

While the lower number of participants was an unexpected situation, it did not compromise the 

quality or quantity of data available for analysis. The semi-structured interviews and other data 

collection methods focused on providing the necessary information to address the practical com-

ponent of the research (Part II ), tied to the question, “What events did the case study 

face related to external stakeholder, and how did the project respond to them?” The goal was to 

ensure that at least 10 events were thoroughly documented to allow for comprehensive analysis. 

While the interviews played a significant role as both a main source and a supporting source, 

news articles were the primary source for the events. Also, the dataset derived from these sources 

was robust enough to cover more than the intended 10 events. Although additional interview data 

could have offered further triangulation, it would have been challenging to incorporate, given the 

research's time constraints. Thus, the initial interviews and secondary data sources provided am-

ple material for analysis without affecting the study's validity. 
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Table 2: Detail of Interviews 

Code Type Date of Interview Duration 

PM1 Internal Stakeholder 08/02/2024 15 minutes 

PM2 Internal Stakeholder 08/02/2024 21 minutes 

CPM1 Internal Stakeholder 10/02/2024 1 hour 29 minutes 

EA-1 External Stakeholder 15/02/2024 30 minutes 

WA-1 External Stakeholder 14/02/2024 18 minutes 

NH-1 External Stakeholder 20/02/2024 25 minutes 
    

  Total 3 hours and 18 minutes 

Interview Protocol  

The interview protocol and corresponding questions were formulated based on specific objectives 

derived from the research topics. An initial conceptual framework, focusing on external stake-

holder management and project resilience, guided the development of the interview questions 

(see ). Also, a pre-analysis of project-related documents and news articles provided back-

ground knowledge, contributing to a better understanding of the case study and assisting in 

structuring the questions. This also enabled better follow-up questions. Due to the case study's 

location in Mexico, the interviews were conducted via Microsoft Teams. 

 

Yin (2016) further suggests that the interview protocol should be viewed as a mental framework 

rather than a rigid script. This approach allows for semi-structured interviews, enabling a natural 

flow of conversation while still maintaining the discussion within a defined framework. The semi-

structured format prevents the conversation from veering off-topic without imposing a strict line 

of questioning. The interview protocol for the interviews is presented in Appendix | A (p. 123).  

 

Media, is an increasingly relevant source of data in noteworthy projects, such as large or contro-

versial infrastructure projects, such as the case study,  as it provide a high density of information 

(Verschuren et al., 2010). We can distinguish between printed media, such as newspapers, maga-

zines, articles, etc, and electronic media, such as radio, TV, or the internet.  

For this research, as the media was the source with the highest density of information, it proved to 

be a valuable source of data triangulation with the other sources of data.  

 

To collect the media data, the starting point was Google’s search engine. The selections of the 

data process involved four main steps discussed earlier to evaluate sources (see Figure 9) to ensure 

the information found was relevant and valuable. The research used targeted queries like “Tunel 

Diamante,” “Macrotúnel Acapulco,” and “Escenica Alterna Acapulco.” These keywords were 

combined with terms relevant to the study, such as "Land Acquisition," "Social Issues," "Environ-

mental Issues," and "Permits." This approach ensured a broad but focused search for relevant 

information. 
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To further expand the data pool, the research also explored official government platforms and 

databases, seeking press releases, statements, presentations, videos, and other related information.  

Notable sites searched included Mexico's Federal Attorney's Office for Environmental Protection 

( ) archival articles, the National News Agency ( ), the archives of the Na-

tional Water Commission ( ), and other state and municipal websites. The search 

also expanded to websites of the National government and the National transparency portal. 

 presents the overview of the data gathered from the government sites.  

 

Table 3: Overview of Government information collected. 

About Organisation Number 

Project Description 

BANOBRAS  

1 

Blog Post 2 

Financial agreement 1 

Press Release 
PROFEPA 

3 

Environmental statement 3 

Press Release about Hurricane  CENAPRED 1 

Tariff proposal National Senate 1 

Press Release - Inauguration Presidential office 2 

Project Description - for tender State Government 1 

   

 Total 15 

 

 

To gather the news articles, the search extended beyond Google to specific news outlet websites. 

To reduce bias and expand the search, both local and national news organisations were consulted. 

Among the most significant outlets consulted are Excelsior, La Jornada, Reforma, El Universal, 

Heraldo de Mexico, and Proceso. Furthermore, industry guilds and construction associations were 

reviewed for articles related to the project. 

 

 presents the news articles found, and the news articles used. The difference between ‘col-

lected’ and ‘used’, lies that several of the ‘collected’ were disregarded as either repetitive or they 

did not add value in comparison to other articles.  presents the articles found from profes-

sional associations in Mexico.  

 

 

 

 

 

 

 

 

https://www.gob.mx/profepa/archivo/prensa?order=DESC&page=447
https://www.notimex.mx/es/
https://www.gob.mx/conagua/es/archivo/prensa
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Table 4: Detail of News Articles  

News Organization Level/Type Articles Collected Articles Used 

Agencia Cotino Noticias Local 1 1 

AGUA NGO 1 1 

ANewsMX 
Regional -

Newscast 
1 1 

Agencia Red Noticias Regional - Digital 1 1 

Digital Guerrero Regional - Digital 1 1 

El Economista National 4 4 

El Financiero National 5 5 

El Sol de Acapulco Regional 7 6 

El Sur Regional 132 113 

El Universal National 3 2 

Expansion National 1 1 

La Jornada National 4 4 

Milenio National 10 10 

Noticieros Televisa Guerrero Regional 18 11 

Reforma National 7 6 

Sin embargo Online  1 1 

Other Other 7 0 
    

            Total 204 168 

 
Used 

     

News Articles 150 
 

National Local 

Online News 5 
 

Found Used Found Used 

Videos 13 
 

34 32 170 136 

 

 

Table 5: Detail of magazines and publications from Professional Associations 

Magazines Level/Type Articles Used 

Obras Magazine by Expansion National 2 

Mexican Association of Road Engineering  

(AMIVTAC) 
Engineering Association 1 

College of Civil Engineers of Mexico Engineering Association 1 

Mexican Institute of Cement and Concrete 

(IMCYC) 
Engineering Association 1 

Mexican Association of Tunnel Engineering and 

Underground Works (AMITOS) 
Engineering Association 3 

   

 Total 8 
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The research used private case-study related documents, some of the most relevant including ten-

der documents, concession agreement, and financial documents. Other publicly available 

documents particular of the case study were used, such as financial statements and reports. These 

documents in combination with the news articles also enables data triangulation. In particular, 

they were useful to give background information to the events. Furthermore, internal documents 

allowed to understand better the position of the project organisation towards a series of issues.  

 

Ultimately, all the documents gather provided for the full data to be analysed for the research. 

 presents an overview of all this data and its sources.  

 

Table 6: Overview of Data Collected 

 Data Source Quantity Additional Details 

Primary Data Semi-structured Interviews 6 3 hours, 18 minutes 

Secondary 

Data 
Project Documents 

  Textual documents 11 Pages: 2,891  

  Spreadsheets 5 Sheets: 31 

 Presentations 5 Slides: 44 

 

Public Information 

Financial Statements 5 Pages: 467 

News Articles 168 
National level: 32 

Local/Regional: 136 

Government publications 15 Online documents, reports 

 

Publications from Civil 

Engineering/ Construction 

Industry Associations 

8 25 pages 

 

 

Yin (2018) highlights that research involving human participants requires special ethical consider-

ations. These considerations, which include confidentiality, anonymity, safety, data protection, 

and management, are particularly important. Given that this research involved human partici-

pants through interviews, the project received approval from the University's Human Research 

Ethics Committee (HREC), number 3868 on the 27-March-2024. As part of this HREC process, a 

Data Management Plan (DMP) was developed to ensure compliance with ethical standards. A da-

ta management plan describes the steps taken to ensure that raw and process research data will be 

collected, organised, and stored ensuring ethical and legal considerations (Saunders et al., 2023). 

For this research, the main objective of the DMP was to ensure that sensitive and confidential 
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information was protecting. Additionally, an informed consent form was created and approved as 

part of the process. This can be found part of the Interview Protocol in Appendix A. 

2.5 QUALIT Y OF RESEARCH DESIGN  

According to Yin (2018), there are four test to judge the quality of a research design These are 

construct validity, internal validity, external validity, and reliability.  

 

According to Yin, construct validity involves “identifying correct operational measure for the con-

cepts being studies”(2018, p. 42). He suggests that construct validity in a case study can be 

achieved through various tactics during data collection, such as using multiple sources of evidence 

and establishing a chain of evidence. 

 

In this research, the two main concepts are external stakeholders, and in particular, external 

stakeholder management strategies, and resilience. In accordance with Yin (2018), definitions and 

operationalization of these concepts are derived from relevant published studies, as detailed in the 

Literature Review section. 

Regarding multiple sources of evidence, this research collected data from a variety of sources, 

including case study documents (both public and private), media documents such as news articles, 

and conducted six interviews. To establish a chain of evidence, as presented in the previous sec-

tion, the report includes tables that describe the types, numbers, and sources of the documents 

used (see for instance ), the information about the interviewees (  and ). 

Although the interview transcripts are not included for ethical and confidentiality reasons, Ap-

pendix A contains the interview protocol and questions. Moreover, the Results section (Chapter 

5) presents quotes from the interviews, reinforcing the chain of evidence. 

 

External validity, sometimes called transferability or generalisability, is the degree to which re-

search findings can be applied to other contexts (Saunders et al., 2023). For single case studies, 

such as this case, Yin (2018) suggests that using theory can enhance external validity. He proposes 

that research findings should be grounded in theory or theoretical propositions derived from the 

research question and study type—whether it's descriptive, exploratory, or explanatory. In this re-

search, the conceptual framework serves as the starting point for increasing external validity (see 

).  

Additionally, as Verschuren et al. (2010) emphasize the importance of data triangulation in 

enhancing external validity and generalisability. This method involves using multiple sources of 

evidence to confirm the findings, ensuring they are not biased by a single source. 
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Reliability in research is about demonstrating that the research methods can be repeated or repro-

duced reaching to the same results. Its goal is to minimize errors and biases. To achieve reliability, 

Yin (2018) suggests three approaches: developing a case study (or interview) protocol, creating a 

case study database, and establishing a chain of evidence. 

 

In this study, the conceptual framework guided the questions used in the interview protocol (Ap-

pendix A). This framework also shaped the results and discussion sections, culminating in the 

final findings framework (see Figure 28: Final Framework). The chain of evidence was achieved by 

listing the sources of documents used, such as the media articles presented in Appendix B. This 

approach helps ensure that the study's methodology can be repeated, yielding consistent results. 

2.6 DATA ANALYSIS 

This research used a systematic ap-

proach to conduct the data analysis, 

ensuring thoroughness and accuracy in 

interpreting the gathered information. 

The research employed ATLAS.ti soft-

ware due to the availability of a licence 

and the ability to integrate and analyse 

numerous documents within a single 

environment. In addition to its tradi-

tional coding functionality, ATLAS.ti 

offered advanced tools such as query 

searches for specific words and syno-

nyms, regex searches, and the provision 

of precise graphical representations of the data. Given the need to translate news articles and in-

terview transcripts, an implicit pre-analysis phase was incorporated, naturally transitioning into 

the open coding process. An initial set of codes was developed, drawing inspiration from drama-

turgical coding techniques. This included categorizations such as participant objectives (OBJ), 

conflicts (CON), tactics (TAC), attitudes (ATT), emotions (EMO), and subtexts (SUB) (Miles et 

al., 2014).  

 

The analysed data was used to populate a table structured according to the conceptual framework 

of the research, with the left side covering background information about each event and the right 

side corresponding to the framework's structure. The following figure illustrates the data sources 

for each cell. For example, purple indicates that most of the primary information for a 'unit of 

analysis' or event comes from news articles or interviews, with additional support from case study 

documents and interviews. Any gaps in the table were filled through inductive reasoning based on 

Figure 10: Atlas.ti platform 
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the available background information. This final step was conducted during the Discussion sec-

tion. 

 

 
Figure 11: Use of data
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3 | LITERATURE REVIEW 

While stakeholder management (SM) is an integral part of contemporary construction and 

project management, its foundations stem from strategic management theory (Eskerod et 

al., 2015). As such, stakeholder management as a process is rooted in stakeholder theory 

(Pedrini & Ferri, 2019); therefore, to better understand stakeholder management and the 

growing trends in this research field, we must – at least to an extent – explore the broader 

context proceeding from stakeholder theory. 

3.1 STAKEHOLDER THEORY 

Stakeholder Theory advocates for a shift from the traditional shareholder-centric business model 

to a more inclusive, stakeholder-oriented approach. R. Edward Freeman's seminal work, "Strategic 

Management: A Stakeholder Approach" (1984), is recognised by many as the foundation for con-

temporary stakeholder theory and stakeholder management practices (Chinyio & Olomolaiye, 

2010), Written as a practical guide for managers and students of strategic management (Freeman 

et al., 2018), the book fundamentally transformed strategic management and organisational be-

haviour. It advocates for a shift from the firm's dominant production and managerial views to a 

stakeholder perspective (Eskerod et al., 2015). This means that organisations make strategic deci-

sions based on a thorough understanding of the relationships between the organisation, its 

stakeholders, and their characteristics (Eskerod, 2020).  

 

Although Freeman is recognised for shaping contemporary stakeholder thinking, he credits earlier 

scholars for laying the groundwork upon which he built his ideas. Freeman (1984) initially traced 

the stakeholder concept to a 1963 Stanford Research Institute (SRI) internal memo. However, the 

true origins of the term 'stakeholder' remain a historical debate within the literature. Some suggest 

the term's origins might be Scandinavian, particularly from Rhenman's 1964 work (Eskerod et al., 

2015). Freeman et al. (2010) concede that the exact origins of the concept might remain unknown 

but are likely to be older than initially suggested. 

Despite the ambiguity surrounding its origins, the SRI's contributions are acknowledged for set-

ting the stage for the development of stakeholder theory. Following the SRI's work, various 

scholars across four disciplines—corporate strategy, system theory, corporate social responsibility, 

and organisational theory—were instrumental in shaping the framework that would lead to Free-

man's seminal work (Freeman et al., 2010). 
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According to Freeman (2010), stakeholder theory responds to the transformation of the current 

business and management landscape, where there is little stability and certainty, addressing three 

fundamental and interconnected issues: 

1. The problem of value creation and trade. Understanding and managing a business (cre-

ating value) in the turbulent world of the twenty-first century. 

2. The problem of the ethics of capitalism. Thinking about questions of ethics, responsibil-

ity, and sustainability with the usual economic view of capitalism. 

3. The problem of managerial mindset. Focused on reshaping the managerial mindset and 

guides what should be taught to future. 

 

Freeman's work, since the publication of his landmark book in 1984, has persistently questioned 

the traditional economic paradigm, which he argues is based on a shareholder-centric approach. 

This approach emphasises maximising shareholder value, often prioritising short-term gains at the 

expense of long-term organisational health. Instead, he proposes the stakeholder view of the firm, 

arguing that running a successful business involves recognising the relevance of all its stakeholders 

and the importance of creating value for them (only some of which is financial), not just for 

shareholders (Freeman et al., 2018). 

 

Freeman et al. (2010)  argue that stakeholder theory should not be viewed as a traditional theory, 

but rather as a genre within management theory or a framework. Despite initial resistance in the 

strategic management domain, the theory has now gained considerable acceptance in strategic 

management and various fields such as public administration, law, marketing, operations, 

healthcare, accounting, and finance. However, the theory's exploitation has led to diverse inter-

pretations and applications, sparking considerable debate and criticism.  

 

Several attempts have been made by researchers to clarify and reach consensus on the conceptual 

ambiguity in the stakeholder domain. Perhaps one of the most influential in this regard is Don-

aldson and Preston’s taxonomy of stakeholder theory. Their 1995 landmark article responded to 

the extensive discussions surrounding stakeholder perspectives. Donaldson and Preston (1995) 

pointed out the wide variation in interpreting stakeholder theory's main concepts among scholars 

and research fields, which often led to contradictory evidence and arguments. They aimed to clar-

ify this ambiguity with two key contributions. 

First, they introduced a stakeholder model of the corporation that moved away from tradi-

tional and instrumental views, which see stakeholders as providers of resources or holders of 

'inputs' to the organization. In contrast, their model considers a two-way relationship between the 

stakeholders and the firm, emphasizing that stakeholders should be viewed as valuable in them-

selves, not as a means to an end. Donaldson & Preston’s (1995) second significant contribution 

was the stakeholder theory typology, categorising it into three types: (1) descriptive theory, (2) 

normative theory, and (3) instrumental theory. The relevance of their typology lies in their argu-
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ment that stakeholder theory's three approaches are interconnected and mutually supportive, 

forming a nested paradigm illustrated in .  

 

 
Figure 12: Nested Paradigms of Stakeholder Theory  

Source: Scheme adapted from (Donaldson & Preston, 1995, p. 74), Text adapted from (Amaeshi, 2010) 

 

Another attempt to advance stakeholder theory is Mitchell et al.’s (1997) concept and framework 

of stakeholder salience to address the question of Freeman’s (1984) principle of “Who or What 

Really Counts”. They base their framework on three core assumptions. Firstly, managers should 

prioritize attention to the most important stakeholders (“Who or What”) for achieving organiza-

tional goals. Secondly, stakeholder salience is subjective and depends on managerial perception. 

Lastly, stakeholders' determination and salience are grounded in possessing specific attributes. 

 

In other words, the main idea of their framework is to systematically evaluate a stakeholder's actu-

al and potential position. This way managers can identify and respond to stakeholders more 

effectively (Eskerod, 2020). According to their model, stakeholders are categorized into eight clas-

ses based on the presence of none, one, two, or all three salience attributes—power, legitimacy, and 

urgency—each affecting their classification as 

‘latent,’ ‘expectant,’ or ‘definitive’ (see Fig-

ure 13).  

 

 

It is important to note that Mitchell et al.'s 

(1997) model is not exhaustive. Stakehold-

ers’ attributes are a powerful tool for stake-

holder analysis and identification; therefore, 

over time, researchers have identified more 

attributes to better understand stakeholder 

Figure 13: Stakeholder Typology and Salience Attributes 

Source: (Mitchell et al., 1997, p. 874) 
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behaviours. These include attitude (Supportive or Negative), contribution, criticality, impact, influ-

ence, interest, knowledge, and time sensitivity. Proximity (Bourne, 2005), for instance, has been 

recognized for its practical relevance in various studies outside of Mitchell et al.’s original frame-

work , 

indicating its practical importance. Furthermore, other frameworks have been proposed to ad-

dress some criticism attributed to Mitchell et al.'s model (see, for instance, Bahadorestani et al. 

(2019)). One criticism is the perceived static nature of the framework. It fails to capture stakehold-

er dynamics as attribute levels often vary over time through the development of construction 

projects .  

 

There is a debate among scholars about the most critical attribute. In their study, Yang et al. 

(2014), conclude that ‘power’ is the most significant attribute in strategic decision-making. They 

note that their findings contradict Agle et al.'s statements (1999), as they considered urgency to be 

the best predictor of salience. On the other hand, Olander (2007) notes that ‘power’ is the main 

attribute to affect a project's decision-making, but he also argues that from a moral standpoint, 

‘legitimacy’ is a more important attribute since legitimate stakeholders are risk-bearers, and if the 

proper attention is not given to them, they can gain power and become a threat. 

 

 

 

 

 

 

 

Table 7: Power, Legitimacy, and Urgency stakeholder attributes description 

Attribute Description Source 

Power 

The stakeholder's ability to impact the firm. This can be done by 

controlling resources (physical, material, financial or social), creating 

dependencies, and supporting the interests of some group mem-

bers or groups over others. 

Bahadorestani et 

al. (2019); Mitchell 

et al. (1997);  

Yang et al. (2014) 

Legitimacy 

The validity of the stakeholder's connection with the firm. It is also 

referred to as the perception or assumption that the actions of an 

entity are desirable, proper, or appropriate within a social co-

structed system of norms, values, beliefs, and definitions; hence, it is 

a 'legitimate' claim.  

Bahadorestani et 

al. (2019); Mitchell 

et al. (1997) 

Urgency 

The degree to which stakeholder claims call for immediate atten-

tion. Due to its short-term economic and the long-term sustainable 

impacts on the project. 

Mitchell et al. 

(1997); Yang et al. 

(2014) 

   

Proximity 
Distance between the stakeholder and the project works and activi-

ties from each other or Active involvement and participation 

Bahadorestani et 

al. (2019) 
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To conclude, Mitchell et al.'s (1997) framework remains widely recognised (Holloway & Bryde, 

2016) and is a valuable alternative for categorising and managing stakeholders. However, their 

most significant contribution might not be the framework itself but the broader idea of stake-

holder salience. Their work has served as the foundation for future studies related to managing 

stakeholder dynamics and behaviours (e.g., (Aaltonen et al., 2008, 2015; Aaltonen & Kujala, 

2010; R. J. Yang et al., 2014). Whether applied through attributes proposed by Mitchell et al. or 

others tailored to specific projects, the salience concept remains fundamental to enabling stake-

holder management activities such as identification, understanding, and analysis, which are 

critical for project success. 

 

 

Stakeholder management approaches have been and continue to develop around two related 

fields: the definition of stakeholder concepts, and the classification of stakeholders into spe-

cific categories (Signori, 2017). These fields are addressed in the following subsections. 

Stakeholder Concept  

The term 'stakeholder' has become an integral part of management theory and practice since Free-

man's seminal work (Mitchell et al., 1997) gaining recognition and prompting further research 

and development of stakeholder theory (Bryson, 2004). Not long after Freeman's work, the stake-

holder concept was extended to the project domain. Cleland (1986) is often credited with the 

term "project stakeholder management" (Aaltonen et al., 2008).  

 

Stakeholder definitions are commonly classified as either broad or narrow (Chinyio & Olomo-

laiye, 2010). Broad definitions will favour including virtually anyone who can affect or is affected 

by the project, including, for instance, living entities such as plants and animals and non-living 

beings like the environment and future generations (Eskerod, 2020). Scholars often criticize these 

broad definitions, arguing that they carry the risk of rendering the concept of a stakeholder mean-

ingless by classifying everyone as one (Amaechi, 2010; Leung & Olomolaiye, 2010; Mitchell et al., 

1997; Olander, 2007). In contrast, narrow definitions may limit stakeholders to those with only 

economic or contractual relationships, thereby excluding those who can positively or negatively 

impact a project or organisation but lack an economic relationship. 

 

 presents two classical examples of broad and narrow definitions. Freeman’s (1984) defini-

tion is one of the most popular. However, his interpretation is criticised for being too broad and 

not specifying the stake, relationship, or legitimacy of the stakeholder's claim based on their posi-

tion within the organisation (Aaltonen, 2010).  On the other hand, Stanford's definition, is 

viewed as narrow, which might lead to exclude relevant groups (Olander, 2007).   
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Table 8: Stakeholder concept definition examples 

Broad Definition (Freeman, 1984) Narrow Definition (SRI) 

"any group or individual who can influence or 

is influenced by the organisation's objectives" 

(1984, p. 46) 

“stakeholders are those without whose sup-

port the organisation would cease to exist” 

Source: (Freeman, 1984) 

 

While Freeman's (1984) stakeholder definition is widely used, there are hundreds of other defini-

tions, yet the literature lacks a formal definition (Chinyio & Olomolaiye, 2010; Olander, 2007). 

This diversity in definitions has led to multiple interpretations of the concept and contributed to 

the lack of agreement in the field, as Eskerod (2020) points out. Walker et al. (2008) underscored 

the need for a formal definition to address the confusion on the topic. They further note that 

different perceptions and positions toward stakeholders, particularly at the project level, influence 

the lack of consensus on a universal stakeholder definition. 

Freeman et al. (2010) noted that the evolving definitions reflect attempts by academics to ad-

dress specific theoretical challenges by using the 'stakeholder’ construct. However, they caution 

against overly broad or vague descriptions of the stakeholder concept, as it might further contrib-

ute to the lack of consensus and understanding in the field. 

 

While no universally accepted definition exists, this thesis adopts the definition proposed by 

Walker et al. (2008), who defined them as “Individuals or groups who have an interest or some aspect 

of rights or ownership in the project, and can contribute to, or be impacted by, either the work or the out-

comes of the project.”   

 

Stakeholder Classifications  

The idea of exhaustively identifying stakeholder types allows managers to distinguish and address 

diverse sets of entities, reflecting the essence of stakeholder theory—emphasising the interests and 

well-being of those capable of influencing or obstructing the organisation and project (Signori, 

2017). Furthermore, stakeholder classifications become imperative considering the inherent con-

straints organisations and managers face. They must allocate limited resources effectively 

(Huemann et al., 2016). 

 

Literature outlines several methods for categorising stakeholders based on: 1) their level of in-

volvement in the project; 2) their relationship with the project; 3) their claims or expectations 

from the project; 4) their role within the project; 5) their engagement in the management process; 

and 6) their predictability of their actions (Aaltonen, 2010; N. H. Nguyen et al., 2009).  

The construction industry notably applies this classification approach, traditionally distin-

guishing stakeholders as either internal (or primary) or external (or secondary) based on their legal 

or contractual ties to the project. Internal stakeholders are members of the project coalition, pro-
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vide finance, or have a legal or contractual relationship with the project. External stakeholders are 

individuals or organizations that influence or are influenced by the project but are usually not 

involved in transactions with the project and may not be essential to the project's survival (Leung 

& Olomolaiye, 2010, pp. 75–77). 

In this context, Figure 14 presents a schematic overview of the potential stakeholders in a 

construction project, distinguishing between internal and external stakeholders.  

 
Figure 14: Potential Stakeholders for Construction Projects  

Source: Adapted from (Olander & Atkin, 2010) 

 

It is important to acknowledge that other classifications of stakeholders exist in the literature. For 

instance, based on a comprehensive review of stakeholder literature, Aaltonen (2010) noted dis-

tinctions based on their claims, roles (e.g., upstream to external stakeholders), and predictability 

of behaviour (from explicit to unknown). Similarly, Achterkamp and Vos's (2008) review finds 

categorisations of  stakeholders by their impact (those who can affect or be affected), potential for 

cooperation or threat, relationship type (fiduciary or non-fiduciary), involvement level (primary or 

secondary), and engagement (voluntary to passively involved). 

Furthermore, it is important to note that, as with the definition of stakeholder, scholars are 

engaged in a conceptual debate about the division between primary and secondary stakeholders, 

particularly when discussing government authorities (Aaltonen, 2010). Traditional stakeholder 

theory often considers them primary or internal stakeholders due to their legal authority. Con-

versely, some contend that their lack of direct involvement in the project qualifies them as 

secondary or external stakeholders. 

 

In this study, we adhere to the distinction between internal and external stakeholders. This divi-

sion is reinforced by Olander’s (2007) critique of alternative classifications, such as influencers 
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versus stakeholders, which he found to have certain limitations. For instance, despite its potential 

to significantly affect project activities, the media would not be considered a stakeholder under 

the claimant versus influencer model.  

 

 

Multilevel Perspective  

A relevant notion often overlooked when discussing stakeholder theory and stakeholder man-

agement is the issue of multilevel perspectives, which affects the perceptions of stakeholder 

influence. Amaeshi (2010) notes that most stakeholder research has predominantly focused on 

the micro-level, which includes managerial and organisational perspectives. He suggests that the 

dominant managerial and instrumental approaches to stakeholder practices have limited research 

development at the broader meso (industry) and macro (national) levels. He cites critics of the 

manager-centric approach who warn that it can lead to opportunistic behaviours, with managers 

potentially prioritising organisational and shareholder interests for personal gain. This perspective 

aligns with Aaltonen & Kujala (2010), who argue that the existing overly managerialist focus often 

neglects the stakeholder's viewpoint. 

Conversely, the organizational perspective broadens the scope to include social and contextu-

al implications for stakeholder issues. This perspective fosters a deeper interest in Corporate 

Social responsibility (CSR) and corporate governance practices. Recent studies highlight the sig-

nificance of these broader levels, recognising that ethical and normative considerations can vary 

significantly across different countries and cultures (Winch, 2017, p. 348) . Amaeshi (2010) ob-

serves that traditional stakeholder theory often overlooks the intricate and interdependent nature 

of stakeholder salience, which is shaped by social, cultural, and institutional factors. Rowlinson et 

al. (2010) corroborate this, identifying 'culture-specific' dynamics in stakeholder reactions to vari-

ous issues through their findings from two case studies in Hong Kong. They emphasise, "Tradition, 

custom, and practice, politics, and culture have a major influence on how stakeholder management is 

undertaken (...)." (Rowlinson et al., 2010, p. 260). Moreover, they argue that unlike the US or the 

UK, Hong Kong’s values may act as a barrier to stakeholder involvement and empowerment. 

Ethics, CSR, and Sustainability 

The ethical dimension of stakeholder theory differentiates strategic management from ethical 

management, where the latter prioritizes fair treatment and legitimacy for all stakeholders, irre-

spective of their power or influence (Eskerod, 2020). This becomes relevant when we consider 

that projects require contributions from individuals and organisations to achieve their objectives. 

As a result, their success will be heavily reliant on numerous negotiations between the project or-

ganization and its stakeholders. Consequently, decisions regarding how to address stakeholders' 

interests will fall upon ethical considerations.   
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Eskerod & Jepsen (2013) provide an overview of relevant ethical considerations project man-

agers will likely face. They point out that projects, being temporary organizations, pose a challenge 

in prioritizing short-term benefits over the long-term needs of stakeholders. Conflicting interests 

between the organization and stakeholders, or among different stakeholders, may also present 

challenges. Additionally, balancing the desire for short-term gains with the need to lay the 

groundwork for sustained positive outcomes can be difficult. Ultimately, the authors argue that 

“the ethically correct way to manage stakeholders is to facilitate your project to ensure that ideally, all 

project stakeholders will benefit from the project” (2013, p. 73).   

 

Due to its ethical, social, and economic underpinnings, the stakeholder idea has become a 'tenet' 

of corporate social responsibility (Chinyio & Olomolaiye, 2010). In this context, Freeman et al. 

(2010) argue that CSR should not be treated as an external variable to corporate strategy, as is 

usually the case in profit-driven CSR. This approach is similar to the instrumental stakeholder 

theory perspective, in which CSR is just a 'means' for an organization. Instead, they suggest a ho-

listic CSR approach integrated into the corporate strategy. This approach calls for organisations 

to redefine their strategies, prioritising value creation over the traditional business-as-usual ap-

proach followed by profit distribution.  

 

Stakeholder theory has become central to sustainable development. Huemann et al. (2016) con-

tend that effectively addressing the triple bottom line—financial, social, and environmental—

requires companies to have robust stakeholder relationships and implement stakeholder-oriented 

initiatives. 

More recently, Di Maddaloni and Sabini (2022) have acknowledged sustainable project man-

agement as one of the ten schools of thought in project management. They underscore the 

normative underpinnings of social sustainability, emphasising that project managers must consid-

er the interests of all stakeholders, including future generation(Huemann et al., 2016). In other 

words, a sustainable approach to stakeholder management not only fulfils the expectations and 

interests of current stakeholders but also contemplates the long-term effects on future stakehold-

ers.  

Notably, the sustainable development approach emphasises' stakeholder engagement' as a 

priority, in contrast to CSR, which emphasises 'stakeholder management.' Researchers contend 

that the value-based nature of sustainable development is one of the guiding principles that drive 

the need for a management for stakeholders approach (Di Maddaloni & Sabini, 2022; Eskerod & 

Huemann, 2013; Huemann et al., 2016), as it promotes values such as participation of all stake-

holders, fairness, and transparency.  

The concept has become more important within projects, and there is a global request to 

consider sustainable development. However, there is still limited development of principles with-

in the project management domain (Huemann et al., 2016).  
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Future directions and Theory Limitations  

Freeman (2018) admitted that stakeholder theory has faced much criticism and debate since its 

origins. Perhaps one of the most significant limitations is that there is not a "single" theory with 

clear relationships among concepts, agreed-upon mechanisms, and distinct boundaries. This 

characterization has led some scholars to argue that it is not strictly a management theory but a 

framework for making management decisions. The reality is that the stakeholder domain remains 

polarised, with limited consensus (Eskerod, 2020, p. 15) 

 

Orts and Strudler (2009) argue that stakeholder theory has become a ‘vampire’ in the field, feed-

ing on any idea that crosses its paths and growing expansively. They argue that critics have 

pointed out that stakeholder theory lacks a useful framework to address business and ethical is-

sues, as it is surrounded by ambiguity and vague concepts like 'stakeholder'. Furthermore, it relies 

on flawed premises, such as the notion of balancing objectives with stakeholders, which has been 

labelled "an impossible managerial quest” due to conflicting interests, subjectivity, and the re-

source-intensive process.  

 

Towards the future, the New Stakeholder Theory (NST) concept is emerging prominently in con-

temporary stakeholder and strategic management research. The term NST refers to work that 

addresses critical gaps in current stakeholder theory (i.e., it is not a formal theory) and future 

trends (value creation, ethics, sustainability) in understanding and managing stakeholder relation-

ships in complex project environments. It is still in the early phases of becoming a formal theory. 

However, it provides an interesting outlook for advancing stakeholder engagement and manage-

ment activities, making them more implicit in organisations' strategies and facilitating value co-

creation between a firm and its stakeholders.  
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3.2 STAKEHOLDER MANAGEMENT 

Stakeholder management is about relationships between an organisation and its stakeholders 

(Chinyio & Olomolaiye, 2010). SM can be seen as a single activity, thereby managing a stakehold-

er. However, this thesis uses the alternative perspective, which views SM as a process. This process 

can be generalised as a series of steps an organisation should (or must) take to organise, monitor, 

and improve its relationship with its stakeholders. Some critical activities within the SM process 

are identifying, assessing, understanding, and building stakeholder relationships. To guide this 

process, various models and frameworks have been proposed in the literature. For instance, 

Karlsen (2002) outlines a six-step process involving planning, identifying, analysing, communi-

cating, acting, and following up, while Walker et al. (2008) propose a five-step process: identify, 

prioritise, visualise, engage, and monitor the effectiveness of communications. Additionally, Clee-

land (1986) suggests a four-step approach comprising identification, classification, analysis, and 

strategy development. However, it is essential to reflect that perhaps the most important thing is 

not the number of steps in the SM process, but the activities that make up each step. 

For instance,  presents Cleland and Ireland’s (2002) proposal, which considers five 

general steps of the SM process: planning, organising, motivating, directing, and controlling. 

Alongside these steps, they also identified seven underlying activities. According to Cleland and 

Ireland (2002, p. 174), the stakeholder management process (SM) “consists of executing the manage-

ment functions of planning, organizing, motivating, directing, and controlling the resources used to cope with 

external stakeholders’ strategies”. They further emphasized that these management functions are (or 

should be) interconnected and iterative to address the emergence or departure of stakeholders 

throughout the project’s life cycle. 

 Figure 15: Project Stakeholder Management Process 

Source: (Cleland & Ireland, 2002) 
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In this study, we adopt a general four-step process comprising stakeholder analysis, strategy devel-

opment and implementation, stakeholder engagement, and monitoring and evaluation.  Each 

step is briefly described in the following sections.  

 

Stakeholder analysis is a crucial and initial step in the stakeholder management process. It in-

volved identifying stakeholders, their interests, power, resources, and perspectives (Cuppen et al., 

2016). The process can be broken into three main activities: stakeholder identification, prioritiza-

tion, and assessment.  

 

Stakeholder identification involves delineating project boundaries and identifying those entities 

within these boundaries who can influence or be affected by the project (Eskerod & Jepsen, 

2013). It is a crucial step in SM , and it 

helps organisations and managers allocate their limited resources effectively (Huemann et al., 

2016). Earlier it was presented some ways in which stakeholder can be classified (i.e., internal or 

external), however they can also be classified based on their attributes and categories, such as 

those proposed by Mitchell et al. (1997), or by their position in the stakeholder vested-interest 

impact index (e.g. subjects, players, crow, context-setters) (Olander, 2007).  

 

Stakeholder prioritisation entails weighing the relative importance of stakeholders, taking into 

account their attitude towards the project as well as their goals and objectives. Visual tools are 

commonly employed to facilitate this process. Some commonly used techniques include the pow-

er-predictability matrix and power-interest matrix (Newcombe, 2003), Bourne’s (2005) 

Stakeholder Circle, potential graph (Eskerod & Jepsen, 2013), stakeholder-issue diagrams (Bryson, 

2004), 3D power-interest-attitude grids (Murray-Webster & Simon, 2006), stakeholder impact in-

dex, and vested interest-impact indexes.  

 

Stakeholder assessment involves understanding each stakeholder's potential, motivations, and 

requirements to contribute to or oppose the project's success. According to Eskerod & Jepsen 

(2013), a crucial aspect of the assessment is to identify each stakeholder's direct or indirect power 

to help or harm the project as well as their inclination to do so. Moreover, they emphasize that the 

stakeholders are the primary source of the information required for the assessment. Therefore, 

they suggest proactively engaging stakeholders early in the project, which could be done through 

workshops or interviews. 

 

Stakeholder Engagement (SE), “refers to the aims, practices, and impacts of involving stakeholders 

and stakeholder relationships in organizational activities and decision-making process” (Sachs & 

Kujala, 2021, pp. 3–4). 
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The notion of SE is closely related to the stakeholder analysis process, in some cases, they 

could be done simultaneously . Researchers highlight the 

significance of SE as equally important as stakeholder analysis, and deeming it a critical activity 

for project success . Moreover, best 

practices suggest that involving stakeholders at an early stage improves the likelihood of favourable 

project outcomes. 

 

Stakeholder engagement is a process with two main levels: involvement and participation. In-

volvement is about improving stakeholders' understanding through consultation and in-

formation, whereas participation refers to a higher degree of engagement, in which stakeholders 

are actively involved to enable them to voice their opinions, stay informed, and in-fluence the de-

cision-making process. Ultimately, engaging stakeholders, regardless of the level, aims to avoid or 

reduce conflict (Moura & Teixeira, 2010; T. S. Nguyen, 2019). 

Elaborating on these concepts, Figure 16 distinguishes between communication (similar to 

involvement) and engagement (similar to participation). Worsley (2020) suggests that communica-

tion actions should primarily target internal stakeholders. Conversely, engagement strategies, 

while including internal stakeholders, emphasise reaching out to external stakeholders. However, 

as the number of stakeholders involved clearly increases, the engagement activities become more 

complex. 

 

 
Figure 16: Communication vs Engagement 

Source: (Worsley, 2020) 

 

Table 9 presents a more detail description of traditional actions involved at the different levels of 

engagement. It also shows that traditionally, higher levels of involvement will be targeted to fewer 

people, conversely, mor informative actions like a newsletter, are aimed at reaching more people, 

but are considered the lowest in the spectrum of involvement.  
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Table 9: Stakeholder Engagement Strategies 

 
Source: Adapted from (Moura & Teixeira, 2010) 

 

It is important to acknowledge, that in recent years the terms "Stakeholder Engagement" and 

"Stakeholder Management" have increasingly been used interchangeably in the context of stake-

holder management (e.g.., Bourne, (2009); Molwus, (2014)). In some cases, "Engagement" has 

even replaced "Management." This shift reflects a foundational change in ethical and normative 

views, suggesting that stakeholders should not (and cannot) be "managed." As a result, "engage" is 

becoming a preferred term. Guidelines from prominent associations like the PMBOK and the 

APM Body of Knowledge reflect this change. For instance, the 7th edition of the PMBOK re-

placed its section on "project stakeholder management" with "stakeholder engagement." The APM 

Body of Knowledge's 7th edition similarly challenges traditional "managing" of stakeholders, in-

stead, it suggests “the need to think instead about how we understand, engage and influence stakeholders”  

(Association for Project Management, 2019, p. 105). Thus, their view goes against stakeholder 

management, which aligns with the normative approach to stakeholder management, emphasizing 

legitimacy and refined interactions with stakeholders. Therefore, other uses of the term ‘stake-

holder engagement’ in literature refer to the management for stakeholders’ approach. 

 

 

Stakeholder literature is divided into two main and contraposing approaches to managing project 

stakeholders: ‘management of stakeholders’ and ‘management for stakeholders’ (Eskerod & Huemann, 

2013). More recently, a third conceptualization has also emerged: management with stakeholders (Si-

gnori, 2017). 

Management of Stakeholders  

The management of stakeholders’ approach, rooted in classic stakeholder theory, prioritises stake-

holders based on their perceived significance, resource contribution, or potential threat to the 
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project (Oppong et al., 2019). Huemann et al. (2016) explain that it features two predominant 

strands: resource-based and issue-based views of stakeholder management. The resource-based 

view perceives stakeholders as holders of resources beneficial to the project, treating them as a 

means to an end. Therefore, managers will prioritise stakeholders based on their significance to 

project success. In this paradigm, the central task of an organisation is to exert influence over 

stakeholders to maximise its benefits. Conversely, the issue-based understanding provides a more 

nuanced perspective, taking into account the stakeholder-project relationship based on a given 

issue(Huemann et al., 2016). In this approach, when there is a conflict of interest, managers will 

apply trade-offs based on prioritisation (Di Maddaloni & Sabini, 2022). 

This method represents a textbook definition of an instrumental approach, treating stake-

holders as a means to an end rather than entities with intrinsic value. Di Maddaloni and Sabini 

(2022) further add that the approach is rooted in a neo-classical view of the firm that prioritises 

maximising shareholder value, often through manipulation and anticipation. Scholars have criti-

cized this approach for its lack of an ethical approach to stakeholders and its narrow focus on 

project and organizational benefits at the expense of other stakeholders (Huemann et al., 2016). 

Therefore, as Nguyen et al. (2019) note, researchers have increasingly called for a shift towards a 

management-for-stakeholders approach. However, they also observe that literature on project 

stakeholder management has focused on this instrumental approach, often ignoring those im-

pacted by the project's delivery. 

Management for Stakeholders  

The management for stakeholders, also sometimes referred to in literature as Stakeholder Engagement, 

represents a normative approach to stakeholder management. It stems from Freeman's later work, 

contending that classic stakeholder theory inherently rests on normative principles to uphold 

moral rights. He argues that managers should look beyond the interests and benefits of their or-

ganisation and its shareholders (Freeman et al., 2010). 

According to Huemann et al. (2016), in contrast to the management of stakeholders, this ap-

proach operates on the premise that all stakeholders possess equal value. Consequently, it 

advocates for equal attention to all stakeholders, regardless of their potential to contribute posi-

tively or negatively to the project. It is characterised by the underlying assumption that when 

conflict between two or more stakeholders erupts, management will look for win-win situations as 

much as possible, aiming to minimise adverse effects for each stakeholder. This approach seeks to 

promote fairness, justice, and transparency by considering the interests of multiple stakeholders in 

a sustainable and ethical manner. Consequently, as was highlighted previously, this novel ap-

proach has been linked with sustainable development, CRS, and ethical considerations.   

Nevertheless, the approach for stakeholders has also been criticized by researchers for two 

main reasons. Firstly, as it assumes a broad stakeholder interpretation, it might lead management 

to suffer from a lack of focus on the most critical stakeholders. Secondly, striving for a win-win 

approach to conflict resolution has also been noted to be over-ambitious, as it risks delays due to 
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the long-lasting search and negotiation to reach win-win situations; furthermore, it is an expensive 

and resource-consuming activity. 

 

Management with Stakeholders  

Signori (2017) introduced the foundations of the novel perspective of management with stake-

holders. She suggests that while stakeholders' distinct identities and interests are traditionally 

viewed as potential sources of conflict, managers can generate value by aligning these diverse in-

terests towards a common direction, emphasizing the joint creation of value. She argues that the 

stakeholder perspective is evolving from a corporate-centric focus to a network-based, relational, 

and process-oriented approach to a company-stakeholder engagement perspective. This paradigm 

shift views the corporation as a product of its relationships with stakeholders, who actively partic-

ipate in shaping its meaning and defining its purpose. According to this interpretation, the firm's 

meaning and objectives are continuously shaped through the ongoing interactions between the 

firm and its stakeholders. 

  

Drawing from Signori’s (2017) work and in the context of resilience, Morkan et al. (2023) recog-

nize that stakeholder theory is now moving towards managing with stakeholders. In their study, 

they argue that the new movement within stakeholder theory views stakeholders as partners that – 

in the right circumstances – can crucially and positively influence the project towards success 

among joint interests.   
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Source: Based on (Jayasuriya et al., 2020; Molwus, 2014; R. J. Yang, Shen, Ho, et al., 2011) 

 

Table 10: Stakeholder Management Frameworks in Literature
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Managing project stakeholders is crucial. This process plays a significant role in a project's success, 

as highlighted by various researchers (Aaltonen et al., 2008; Bourne, 2005; Bourne & Walker, 

2008; Olander & Landin, 2005), and contemporary project management standards (Association 

for Project Management, 2019; PMI, 2021).    

Drawing inspiration from Morris (2002), a project can be defined as a “one-off, unique endeav-

our that follows a life cycle sequence, undertaken to accomplish a defined object”.  As 

Eskerod & Jepsen (2013) outline,  projects are means established to generate benefits for a base 

organization. These benefits derive from project deliverables produced during the project’s 

lifecycle. Projects also have side effects called project outcomes, which can be negative, positive, 

or neutral and affect the stakeholders. It is essential to understand that project stakeholders can 

also impact the project. Effective stakeholder management involves recognizing these impacts and 

deciding how to categorize stakeholders. This decision determines whether stakeholders that fall 

under the same category should be treated as a single entity or whether subgroups or individuals 

should be considered (emphasis on the original). 

 

Eskerod & Jepsen (2013) also note that stakeholders contribute to project deliverables through 

financial or non-financial means. They emphasize that stakeholder contributions have a cost, 

which can be direct or indirect in terms of effort or time. According to them, the theory assumes 

that stakeholders will contribute as needed if motivated to do so, making it critical to assess and 

understand stakeholders' motivations based on expected costs and outcomes. Therefore, project 

stakeholder management aims to increase the likelihood of project success by purposefully engag-

ing with stakeholders and enabling and encouraging their contributions at the correct times and 

most effectively. 

 

Construction projects present a distinct set of challenges that set them apart from other project 

types. Construction projects are unlike other projects, presenting a unique set of challenges that 

require careful consideration. According to the 'Construction Extension to the PMBOK’ (PMI, 

2016),  these projects must navigate several factors simultaneously, including geography, site con-

ditions, community dynamics, physical environments, existing infrastructure, and diverse 

stakeholder requirements. Furthermore, they require multidisciplinary teams, advanced technolo-

gies and equipment, and unique construction techniques, which result in distinctive features in 

contractual arrangements, financing, risk management, schedule management, sustainability prac-

tices, logistics, and compliance with evolving regulations. The need for constant adaptation to 

external pressures and compliance with regulations further adds to the complexities of construc-

tion projects. These and other sets of complexities may not be immediately evident at the start of 

a construction project. Therefore, they emphasize the need for specialized project management 

approaches tailored to the unique demands of the construction industry. 
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In their review of relevant publications, Yang et al. (2009) identified five main reasons why stake-

holder management is crucial in construction projects: 

 

1. Complexity of construction Projects. Given the complex nature of construction projects 

involving numerous processes and diverse stakeholders, effective stakeholder man-

agement becomes crucial for project success. 

2. Temporary Nature of Stakeholder Relationships. Recognizing temporary stakeholder re-

lationships in construction projects requires proactive and adaptive stakeholder 

management strategies. 

3. Varying levels of Investments and Interests. A proactive approach to communication 

and engagement is crucial for project managers to address diverse stakeholder inter-

ests and needs. 

4. Clarity of Duties and Roles. Ensuring clarity regarding duties, roles, and program re-

quirements for each stakeholder is crucial for cohesive project execution, making 

effective stakeholder management a foundational aspect. 

5. Mitigation of Time Delays and Cost Overruns. Recognizing that inadequate stakeholder 

management may lead to significant project challenges, including time delays and cost 

overruns, underscores the vital role of strategic stakeholder engagement throughout 

the project life cycle.  
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3.3 CHALLENGES IN EXTERNAL STAKEHOLDER MANAGEMENT 

The previous sections have presented the concept and definitions of stakeholders (§3.1.2) and why 

it is important to attend to them (§3.2). This section, however, concentrates on the particularities 

of external stakeholders, as they are the focus of the present research. 

External stakeholders are those individuals or organisations that do not have a formal or legal 

relationship with the project organisation. Nevertheless, they can be affected by the project, and 

they may have the authority to decide on or influence the project; however, they may not be es-

sential to the survival of the project (Leung & Olomolaiye, 2010; Olander, 2007; Olander & 

Landin, 2005). Figure 14 presented some examples of common external stakeholders in construc-

tion projects, but it is important to note that there is no definitive list of external stakeholders. 

Instead, the term "external stakeholder" is used to refer to stakeholders who are on the periphery 

of the project (Ninan et al., 2019), both literally and rhetorically.  

Despite external stakeholders' lack of formal authority, Ninan and Sergeeva (2022) note that 

neglecting their expectations, interests, and needs can significantly influence project outcomes. 

Furthermore, they can generate social unrest or resistance through direct and indirect strategies 

(Aaltonen et al., 2008).  Another way to view them in terms of salience (Mitchell et al., 1997) is 

that external stakeholders do not usually have formal ‘power’, yet they might have informal power, 

which, if exercised, can press powerful stakeholders to join their cause (Olander & Landin, 2008).    

 

Chan and Oppong (2017) further discuss external stakeholders in construction projects by cate-

gorising them into three major groups. These are: governmental authorities, including agencies, 

commissions, judicial, legislative, and executive branches; the general public, represented through 

end users, environmentalists, politicians, mass media, archaeologists, social groups, and other re-

lated groups; and finally, affected local communities. 

 

Since Freeman's seminal work in 1984, he highlighted the importance for organisations to paying 

attention to the ‘external’ challenges. He argued that the turbulent times organisations were un-

dergoing were caused by the static nature of organisations and the unpredictable aspects of their 

external environments. In other words, shifts caused by emerging new groups, external events, and 

issues challenged the internal static nature of organisational theories and models at the time.  

However, despite the recognised relevance of attending to external stakeholders, the topic has 

been under-researched and underapplied (Di Maddaloni & Davis, 2018). This has been the case 

even not long after Freema’s work. As noted by Harrison and St. John (1996, p. 47), “traditionally, 

the focus of management has been on internal rather than external stakeholders.” This, they argue, was 

based on the assumption that external stakeholders could not be 'managed’ since they were out-

side the boundaries of the organisation and therefore out of the reach of managerial influence. 

Yet, almost 40 years later, the issue remains. Di Maddaloni and Davis (2017) note that, ironi-

cally, the work in stakeholder management that followed Freeman’s work focused almost 
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exclusively on primary stakeholders. Similarly, Winch (2017) argues that project management lit-

erature has mainly focused on the instrumental approach, prioritising those interested rather than 

those affected by it. He calls for stakeholder management to adopt a holistic approach, consider-

ing the ethical and societal issues surrounding megaprojects. 

  

From his review of 150 articles, Oppong (2020) identifies 30 (non-exhaustive) recurrent obstacles, 

challenges, problems, difficulties, and barriers to project stakeholder management. Table 11 pre-

sents these insights. It is worth noting that, according Oppong’s (2020) findings, almost 50% of 

the factors that cause barriers are due to the management/engagement process.  

 

Table 11: Barriers of Stakeholder Management 

 

 
Source: (Oppong, 2020; Oppong et al., 2019) 

 

Scholars have studied the challenges of managing external stakeholders in project management 

from diverse perspectives. Though the existing literature provides valuable insights, the various 

perspectives make it challenging to identify the underlying issues. To better understand “the chal-

lenges," this section adopts a division of challenges inspired by the work of Unterhitzenberger et 

al. (2021). Their framework categorises challenging situations into three main sources: the struc-
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tural environment, the social environment, and stakeholder characteristics. This distinction is 

valuable as it includes both internal and external project elements and provides a comprehensive 

understanding of the challenges associated with managing external stakeholders. However, to al-

low for a more intuitive understanding of the challenges and align with this research's purpose, 

the categories were renamed structural and organisational challenges, socio-political and environ-

mental challenges, and stakeholder dynamics. The following sections further explore these 

challenges. 

 

Structural  and Organisational Challenges  

Structural and organisational challenges build upon Unterhitzenberger et al.’s (2021) structural 

environment challenges, which include the project organisation, the project objectives, and pro-

ject governance. 

In their comparative study, Olander and Landin (2008) found that project organisations are a 

crucial factor affecting the external stakeholder management process. However, organisations and 

projects often work around constraints in the form of goals and project objectives, like schedules 

and budgets. Therefore, project organisations have limited resources to enforce project and stake-

holder management activities, which means that project managers cannot always address the 

expectations of every potential stakeholder (Di Maddaloni & Davis, 2017; Mitchell et al., 1997; 

Unterhitzenberger et al., 2021).  

Despite several strategies for stakeholder management — as discussed later—project managers 

have to balance the resources and capabilities they possess to effectively address stakeholders. This 

showcases the essence of Mitchell et al.’s (1997) salience framework. However,  Eskerod and 

Larsen (2018) caution against the reductionist approach, which has heavily influenced project 

management theory to make managing projects more effective and less complex—at least on paper. 

They argue that a reductionist approach to stakeholder analysis practices—their primary focus—

risks excluding relevant stakeholder information that may be relevant to understanding their be-

haviour towards the project. Thus, they conclude that a holistic approach to stakeholder analysis 

is required, as it may lead to a richer understanding, enabling better stakeholder engagement. 

Similarly, Olander and Landin (2008) argue that the project organisation and managers should 

consider the required resources and competencies to create the optimal conditions to execute the 

project effectively. 

From an individual project manager’s perspective, a few specific challenges affect external 

stakeholder management. For instance, Olander and Landin (2008) note that in highly technical 

projects like construction, managers tend to see the problems from a purely technical and mone-

tary perspective, therefore not sufficiently addressing stakeholders' concerns. Additionally, they 

highlight that finding trade-offs that satisfy the needs and concerns of as many stakeholders as 

possible is a challenge for managers, which is why they advocate for an adequate stakeholder anal-

ysis. 
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In their “Practical Guide to Dealing with Difficult Stakeholders," Holoway and Bryde (2016) 

compare what theory says about stakeholder management with the reality of managing stakehold-

ers. They portray a challenging outlook for effectively addressing and managing people’s concerns 

and interests, in this case, external stakeholders. The authors claim that stakeholder management 

is a ‘difficult game’ in which most stakeholders do not care about the project, or they will try to 

undermine it, while others simply cannot be persuaded to align their interests with the projects. 

The authors argue that a major challenge in stakeholder management is that project and stake-

holder objectives may not align, either as a group or individually. Stakeholders have their own 

agenda, interests, and priorities, which might also not align with the manager's agenda or timing. 

Moreover, stakeholders believe they behave rationally, but they get to define what “rationally 

means”. 

Unterhitzenberger et al. (2021) also note that the multilayered concept of culture influ-

ences this dimension of challenges. For instance, they note that different subcultures can exist 

within organisations, in addition to the broader project or organisational cultures and national or 

regional cultures.  

Socio-Political and Environmental Challenges  

The social, political, and environmental dimensions are perhaps the most comprehensive category 

of challenges presented in this work. This is because many possible external stakeholders a project 

can face are nested within these dimensions. 

The section is mainly centred on the findings of Chan and Oppong's (2017) detailed exam-

ination of the literature on external stakeholder expectations. In their study, they adopted the 

term “expectations” to encompass all of the overall beliefs, benefits, concerns, design principles, 

demands, expected performance, goals, interests, mission, needs, project evaluation criteria, pro-

ject goals, reasons, requirements, and values that external stakeholders might have.  
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Table 12: Governmental authorities’ expectations 

 
Source: (Chan & Oppong, 2017) 

 

A governmental authority, as an external stakeholder, can expedite or delay construction projects 

to a great extent, thanks to their de facto power and legitimacy. According to Chan & Oppong’s 

(2017) research, the expectations of government authorities and departments lie in making the 

projects comply with all the applicable technical, normative, and economic policies. These expec-

tations are usually subject to change according to the context. Table 12 provides a general 

overview of the government's expectations.  

 

Interest in local communities has become a ‘hot’ topic in literature in light of the growing sus-

tainable development lens of management literature and the contemporary challenges 

construction projects face. Table 13 provides a general overview of expectations that local com-

munities will likely have when affected by a construction project. Chan and Oppong (2017) 

highlight that local community groups wield significant influence and are capable of impeding 

progress in projects by using political and non-political actions, but most importantly, they are the 

least liable for their actions. Moreover, they underscore that, unlike internal stakeholders, affected 

communities can maintain their sway over projects even during operational phases.  
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Table 13: Local communities’ expectations. 

 
Source: (Chan & Oppong, 2017) 

 

The list of expectations is not exhaustive but provides some noteworthy implications. One signifi-

cant area of concern for affected communities is the environmental impact of projects. They are 

likely to express dissatisfaction and concern over the short-term effects of construction activities 

and nuisances, and for the long-term damage to the surrounding ecosystem. In addition to envi-

ronmental considerations, economic implications and potential benefits are paramount for 

affected communities. Even though construction projects usually benefit economic development; 

local communities are likely to be concerned about the specific impact on the local market, the 

physical impacts on neighbouring properties, and if applicable, the fair compensation of private 

property.    

Furthermore, as Di Maddaloni and Davis (2018) note, megaprojects are often seen as a built-

in recipe for producing local impact but no local benefits. According to Di Maddaloni and Davis 

(2017), infrastructure projects are often planned based on a national strategic agenda that priori-

tises economic development at the expense of local community interest or (negative) 

consequences. Similarly, Flyvbjerg (2014) asserts that the latter is a consequence of the decision-

making processes in megaprojects, which are often influenced by factors such as technological 

capabilities, political motivations, economic considerations, and aesthetic preferences, which tend 

to prioritise the interests of stakeholders who benefit from the project, potentially at the expense 

of broader societal needs or concerns. 

An important consideration made by Di Maddaloni and Davis (2017, 2018) is that even 

though literature recognises the importance of local communities as critical external stakeholders, 

there is a lack of consensus on a formal definition and delimitation of 'community'. A traditional 

perspective is based on geography or place-based communities, centred on the members' physical 

proximity to the project in question. However, they contend that, they contend that, given con-
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temporary challenges and developments, we should view communities as constructed through 

interaction and identity rather than understanding them in terms of their proximity to the pro-

ject. They argue that within stakeholder management, it is crucial to have a formal definition of 

community to better understand the performance of meeting the community's expectations. 

 

Table 14 presents the expectations of the general public for construction projects (Chan & Op-

pong, 2017). This group's expectations are similar to those of local communities, but from a 

different perspective and proximity. As a result, we see similar issues emerging, such as concern 

over the environmental effects of the construction project and job creation. However, we can also 

identify other expectations that might be more complex than the ones from local communities. 

For instance, if the government funds or promotes the project, the general public will likely be 

more demanding of transparency and more vigilant of corruption. The public will also consider 

the project's long-term effects from an economic perspective, like long-term value achievement, 

but also from a societal perspective, expecting social equity and the well-being of future genera-

tions.   

 

Table 14: General public expectations 

 
Source: (Chan & Oppong, 2017) 
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To conclude, earlier, we discussed that one of the ethical challenges of stakeholder management 

in projects was that managers might prioritize short-term benefits against long-term effects (Esker-

od & Jepsen, 2013). Furthermore, as we see here, the public is likely to expect long-term benefits. 

 

A relevant actor who holds a unique position in construction projects and belongs to the general 

public category is the media (Olander & Landin, 2005). Olander & Landing (2008) acknowledge 

that the media is a powerful stakeholder that, if appropriately managed, can be an influential ally 

for the project by aiding in the transmission of information to the public. However, if not han-

dled correctly, the media can be a vehicle to propagate negative information about the project 

from opponents. The authors recognise that it is difficult to estimate the impact of media cover-

age, but that it is essential to aim for open and trustworthy communication with the media. 

 

Stakeholder Dynamic Challenges  

Earlier, it was discussed that one of the major milestones in the development of stakeholder 

thinking was the acknowledgement of stakeholder dynamics, particularly the pioneering work of 

Mitchell et al. (1997) and Rowley (1997). In recent years, most likely due to the fast-paced, global-

ized, and therefore dynamic environment that we live in, authors have continued to explore, on 

an empirical basis, the changing state of stakeholder attributes and positions towards projects 

(Aaltonen & Kujala, 2010; Olander, 2007; Olander & Landin, 2005). 

 Aaltonen et al. (2015) recognized that research aimed at project stakeholder dynamics has 

been studied  from three perspectives: research on influence strategies, research on the contextual 

conditions of the project, and research on stakeholder management strategies.  

 

Aaltonen et al. (2008, p. 511) describe influence strategies as “versatile strategies or tactics [used by 

stakeholders] to influence firms and projects decision making”. A seminal study in this area is the work 

of Frooman (1999). From a resource dependency perspective, his research laid the foundation for 

future studies on stakeholder influence strategies (T. H. D. Nguyen et al., 2019).  He identified 

four strategies stakeholders could use as ‘means to achieve their objectives. Table 15 outlines the 

stakeholder influence strategies presented in the literature.  

 

 

 

Table 15: Stakeholder Influence Strategies 
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Source: Adapted from (Aaltonen et al., 2008; Frooman, 1999; Hendry, 2005; T. H. D. Nguyen et al., 2019) 

 

In 2005, Hendry’s (2005) empirical study advanced Frooman’s (1999) proposal and recognised 

seven influence strategies that stakeholders use to pressure a focal organisation. In a follow-up 

study, Aaltonen et al. (2008) explored the issue of influence strategies from a stakeholder salience 

perspective, adopting Mitchell et al.’s (1997) framework. The authors primarily focus on how 

stakeholders adopt different strategies to increase their perceived salience (power, legitimacy, and 

urgency) and, therefore, receive attention from managers. 

In a recent study, Nguyen et al. (2019) separated previous research into two distinct ap-

proaches The first is a firm-oriented approach, as outlined by Hendry’s (2005) (based on 

Frooman’s (1999)) work, and the second is a stakeholder-oriented approach, based on Aaltonen et 

al.’s (2008) proposal. The authors acknowledge the coexistence of both approaches. Building up-

on this, they conducted a qualitative study using cases from Vietnam and introduced a novel 

strategic framework. Their framework differentiates strategic actions into three main groups, or 

‘generic actions’: direct strategies, bolstering strategies, and lobbying strategies. Furthermore, each 

generic action has two ‘specific’ strategic actions. Figure 17 presents their findings. It is worth not-

ing that their proposal remains strongly linked to previous work in the field.   

 

 
Figure 17: Stakeholder influence pathways in construction projects 

Source: (T. H. D. Nguyen et al., 2019) 

In his pivotal work, Frooman (1999) underscored that the value of stakeholder influence strate-

gies is to be aware of how stakeholders may try to influence a firm or project. Based on this 

strategic knowledge, a manager could plan and act accordingly. 

 

In addition to stakeholders' influence behaviour and project management stakeholder activities – 

which are discussed in the following section – contextual conditions play an essential role in 

stakeholder dynamics (Aaltonen et al., 2015).  Literature often assumes that projects operate in a 
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vacuum-sealed, isolated context; however, that is far from reality. Earlier, the issue of how stake-

holders' salience may be influenced by perceptions, and, in turn, contextual conditions was 

mentioned. Furthermore, literature suggests that not only the context plays a role in influencing 

stakeholder dynamics but also the stage of the life cycle the project is in. Furthermore, the litera-

ture suggests that not only the context plays a role in influencing stakeholder dynamics, but also 

the stage of the project's life cycle. It has been noted that stakeholder positions will also change 

with the project stages (Aaltonen & Kujala, 2010).  

Research also notes that institutional conditions, practices, and environments influence 

stakeholder dynamics significantly. These implications contribute to stakeholder mobilization pat-

terns, determining standard engagement practices, and project governance arrangements 

(Aaltonen et al., 2015). 

 

It is important to note that the categories of challenges are not exhaustive, nor are they independ-

ent from each other. The division helps to explain more clearly the challenges, yet, as it has been 

argued in earlier sections, stakeholders’ responses and actions are dependent on their context, 

actions towards them, and their contextual circumstances.   
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3.4 STRATEGIES FOR EXTERNAL STAKEHOLDER MANAGEMENT  

 

According to Aaltonen et al. (2015), stakeholder management strategies are actions taken by pro-

ject management to shape the attributes or positions of stakeholders. Therefore, contributing to 

mitigate stakeholder dynamics, and in particular as a countermove for stakeholder influence strat-

egies. They are management responses to stakeholder pressure (Aaltonen & Sivonen, 2009).  

 

Nikoi-Hammon and Booth (2010) observe that studies of stakeholder management strategies typi-

cally focus on two aspects: practical management, as observed in real-world situations and 

prescribing best practices based on theoretical principles. 

Regarding best practices, Clarkson’s (1999) principles of stakeholder management are widely rec-

ognised as cornerstone of what stakeholder management should be (Chinyio & Olomolaiye, 

2010; Nikoi-Hammon & Booth, 2010).    

 

Table 16: Clarkson Principles of Stakeholder Management 

 
Source: (The Clarkson Centre for Business Ethics, 1999) 

 

Table 17 provides an overview of various stakeholder management strategies found in the litera-

ture. These strategies can be broadly categorised into two groups based on whether the 

stakeholder and the organisation or project are aligned or not. This is illustrated by Chinyio and 

Akintoye (2008) trade-off and concession approach. More recently, Nguyen et al. (2023) offer an 

alternative classification, that includes two main categories: diverting or conceding, each with a 

series of sub actions. 
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Alternatively, a more detailed view categorises strategies into four types: reactive, defensive, 

accommodative, or proactive, aligning with the frameworks of Freeman (1984), Savage et al. 

(1991), and Clarkson (1994). 

 

Table 17: Stakeholder Management Strategies 

 
Source: Based on (T. S. Nguyen, 2019; R. J. Yang et al., 2014); (Aaltonen & Sivonen, 2009; De Schepper et al., 
2014; Elias et al., 2002; Freeman, 1984; T. H. D. Nguyen et al., 2023; Ninan et al., 2019) 

Nikoi-Hammon and Booth (2010) also note some limitations, stakeholder management strategies 

presume that stakeholders are known with some certainty. Furthermore, some strategies are ideal-

ised based on the notion that depending on the level of alignment between the values and the 

level of cooperation of the stakeholder with the organisation, certain strategies should be used.  In 

other words, certain strategies are more instrumental and therefore oriented towards a manage-

ment of stakeholder’s approach.  
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These limitations align with Eskerod and Jepsen (2013) who outline two contrasting approaches: 

proactive strategies and reactive strategies. They advocate for proactive strategies that are con-

sistent with a collaborative or management-for-stakeholders approach. Conversely, a reactive 

strategy means there is a response from the project to an action or a stakeholder's need, aligning 

more with a power-based or management-of-stakeholders approach. 

It is important to note that according to this proactive-reactive categorisation, all the strate-

gies presented in Table 17 would belong to a reactive category.  

 

According to Eskerod and Jepsen (2013), a proactive approach encourages the alignment between 

the stakeholders’ attitudes and behaviours to support the project rather than to influence or force 

them to support it. Proactiveness also implies anticipating stakeholders' actions, making plans, 

and taking steps to mitigate them before they occur. It is an approach cantered into stakeholder 

engagement; however, rather than a concrete set of steps, the authors suggest it is more of a mind-

set that should be continuously reflected. Nevertheless, Table 2 provides guidance on what tactics 

could be implemented in a proactive stakeholder strategy. 

 
Table 18: Proactive Stakeholder Management Strategies 

 
Source: (Eskerod & Jepsen, 2013) 
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3.5 RESILIENCE IN INFRASTRUCTURE PROJECTS 

 

“The bamboo that bends is stronger than the oak that resists” 
 

       (Japanese proverb) 
 

 

Project resilience is one of the many constructs in academic research that have evolved from ecologi-

cal resilience. In its ecological dimension, resilience is viewed as how fast a system returns to the 

equilibrium state following a perturbation (X. Yang et al., 2022). The term ‘resilience’ is derived 

from the Latin verb saliere (climb or jump) and in particular from its extension, resiliere, which lit-

erally means to bounce back or recoil (Frigotto et al., 2022; Morkan et al., 2023).    

 

In recent years, the concept of resilience has become a central construct in various social domains. 

According to Frigotto et al. (2022), this growing interest is due to the complexities and uncertain-

ties of the modern world, triggered by a series of significant global events such as the financial 

crisis, climate change, and the COVID-19 pandemic. Furthermore, they argue that this renewed 

interest in resilience also reflects a broader dissatisfaction with linear and reductionist perspec-

tives, particularly in volatile, uncertain, complex, and ambiguous (VUCA) environments. 

Resilience, therefore, represents a holistic alternative approach that combines different disciplines 

and theoretical and conceptual perspectives to better understand interconnected and dynamic 

societal systems, crucial to addressing 'wicked problems'. 

 

 

Origins and Evolution  

Resilience, as a concept, has roots that date back to the early 19th century. The term's first known 

use, according to the Merriam-Webster dictionary, was in 1807 and referred to as "the capability of 

a strained body to recover its size and shape after deformation caused especially by compressive stress" 

(Merriam-Webster, n.d.-b). Modern understanding of resilience has two foundations: engineering 

and ecological resilience. This early definition aligns with the now termed ‘engineering resilience’, 

which is the ability to resist and quickly return to equilibrium—regarded by scholars as a narrow’ 

use of the term (Folke et al., 2010).    

It was not until the work of C.S. 'Buzz' Holling in 1973 that resilience gained a broader eco-

logical perspective, shifting from a static concept to one emphasising system dynamics, adaptation, 

and change. Holling - like Edward Freeman in stakeholder theory- is considered by many to be the 
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father of ecological resilience theory. His work paved the way for future studies, extending the 

concept of resilience from its ecological roots to a broader systems-theory perspective. This new 

framework strives to explore and understand how individuals, communities, organisations, and 

ecosystems face uncertainties, challenges, and opportunities, both known and unknown (Bhamra 

et al., 2011; Hassler & Kohler, 2014).  

 

Resilience has since evolved into a multidisciplinary and multidimensional construct (Zhang et 

al., 2023). It has taken various forms and has been extensively examined across numerous fields, 

including ecology, metallurgy, psychology, supply chain management, strategic management, engi-

neering, crisis management, safety engineering, and perhaps most notably, organisations (Bhamra, 

2015; Morkan et al., 2023). And while the context of the term, its definition, and its properties 

change across all these fields, the essence of the concept remains the same: to "return to a stable 

state after a disruption" (Bhamra, 2015). The concept's popularity is reflected in the growing body 

of research on resilience, with dedicated organizations like the Resilience Alliance established in 

1999 to explore and advance the understanding and practical application of resilience in socio-

ecological systems. Also in 2023, the IJPM released a special collection on ‘Resilience in Project 

Studies’ to instigate a shift in academia towards the exploration of resilience within the project 

research. Some of the contributions of this issue are discussed in this section (e.g., Iao-Jörgensen 

(2023) ; Morkan et al. (2023); Nguyen et al.(2023); Piperca & Floricel (2023))  

 

Bhamra (2015) provides an analysis of the state-of-the-art resilience literature. Their study covered 

108 papers from 1973 to 2015. His study identified five general perspectives in literature, with the 

most prominent being organisational and socio-ecological/community, followed by individual, 

ecological, and supply chain. The most prominent focus among the reviewed articles was behav-

iour and dynamics, with 68 out of 100 papers addressing this aspect. Bhamra noted that most 

studies leaned towards theory-building, frameworks, and models, with limited empirical evidence 

to support these theories. This gap in empirical studies suggests the need for more case studies to 

validate theoretical concepts and further explore the real-world applications of resilience. 

The use of the construct over various domains has led to its conceptualization in diverse 

ways, including as a capability, capacity, characteristic, outcome, process, behaviour, strategy, per-

formance, or a combination of these (Hillmann & Guenther, 2021). 

Key Concepts and Perspectives  

Within the discourse on resilience, scholars have distinguished between two fundamental per-

spectives: recovery and transformation. The recovery perspective focuses on a system's capacity to 

resist disruptions and efficiently return to its pre-disturbance state. In other words, it is the sys-

tem's ability to 'bounce back' to normality after an unexpected and often disruptive event (Frigotto 

et al., 2022). However, some scholars view this as a narrow interpretation of resilience aligning 

more with engineering resilience (Folke, 2016). It can be exemplified by a forest regrowing after a 

wildfire.  
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The transformative perspective, on the other hand, recognises that some events may surpass a 

system's existing structural capacities, requiring adaptation instead of mere absorption of the 

shock (Bhamra, 2015). The idea of ‘bouncing back’ while meaningful in the context of material 

sciences, in more complex arenas, like social sciences, is hard to grasp; in reality, context and 

events dynamically coevolve; therefore, the notion of returning to a previous unchanged state is 

not feasible (Young et al., 2022). Therefore, this broader viewpoint emphasises the dynamics of 

complex adaptive systems and uncertainty, exploring effective adaptation to and exploitation of 

change (Folke, 2016). This perspective aligns with the idea of ‘bouncing back stronger’ or ‘bounc-

ing forward’, and it can be illustrated by how a forest adapts to climate change without becoming 

a desert. 

 

To address the consistencies, inconsistencies, and theoretical gaps, Frigotto et al. (2022) proposed 

three fundamental principles that conceptualise the core and functional dynamics of resilience. 

Firstly, they argue that resilience is the intersection of stability and change. This duality is pivotal 

in understanding how subjects—individuals, organisations, or systems—adapt and maintain conti-

nuity of essence despite adversities. This principle emphasises that change is essential for 

adaptation and growth. However, this change should be commensurate, as radical change or mere 

survival without change are both incompatible with resilience. Likewise, despite the changes, there 

is a need for stability or a 'continuity of essence'. The principle of continuity of essence highlights 

the need for balance between adapting to new challenges and maintaining core identity of the 

system.  

This notion of balance between stability and changes aligns with Bhamra et al.’s (2015) ar-

gument that the resilience of a system is a function of its vulnerability and adaptive capacity. 

Vulnerability refers to the degree to which a system is exposed to harm or disruption, including its 

sensitivity to external stresses and its capacity to respond to them. Adaptive capacity, also known 

as adaptability, refers to a system's ability to respond to changes, recover from disturbances, and 

adjust to new conditions. It encompasses flexibility, learning, and the capability to find new equi-

libriums. This capacity enables resilience by allowing a system to link resources to outcomes.  

Martin-Breen and Anderies (2011) make the important distinction that adaptive capacity 

should not be confused with adaptation, which is adjusting to specific changes or disruptions. 

Adaptation can be immediate or planned, positive, negative, or neutral and does not necessarily 

imply learning or broader system flexibility. While adaptation is a response to specific conditions, 

adaptive capacity represents a more dynamic and systemic capability to cope with and evolve in 

response to various changes. This broader scope of adaptive capacity supports a system's resilience, 

while adaptation can be seen as one of its possible manifestations. 

 

Secondly, they describe resilience as a "processual practice" of becoming rather than a static state 

or property. Thus, resilience is an evolving process demonstrated over time, with three temporal 

dimensions: resilience foresight before adversity, resilience mechanisms during adversity, and resil-

ience outcomes after the triggers. It is also relevant to mention that the adversity trigger can be 
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one acute and severe event or a series of chronic and ongoing instances. As Kutch and Hall (2020) 

point out, most projects experience creeping performance erosion, or 'death by a thousand cuts'. 

Figure 18 presents a general depiction of resilience in a temporal context.  

 

 
Figure 18: Temporal dimensions of Resilience 

Source: from (Frigotto et al., 2022) 

 

Lastly, Frigotto et al. (2022) identify three types of resilience—absorptive, adaptive, and transform-

ative.  

• Absorptive resilience refers to the ability of a system to recover to its original state quickly 

and efficiently. This type of resilience highlighting’s a system's inherent stability and min-

imal change. As a result, it only responds to of low uniqueness disturbances, which can 

usually be anticipated through risk assessments and contingency plans. Its response 

mechanisms are usually pre-learned and pre-established. Changes resulting from these re-

sponses are minor. Thus, the 'final state' usually reverts to the initial state, aligning with 

the traditional 'bounce back' paradigm. 

• Adaptive resilience encompasses the capacity to adjust, withstand shocks, and maintain 

functionality, incorporating a blend of stability and moderate change to 'move/adapt 

within a threshold'. This resilience type addresses medium uniqueness adversities, requir-

ing more than simple anticipation. It responds by leveraging existing knowledge and 

targeting "known unknowns" to buffer against disruptions and maintain functionality. 

The adaptive response introduces important, lasting changes that may alter the entity's 

state without redefining its essence. 

• Transformative resilience represents the most profound level of adaptation. At this level, an 

entity significantly alters its essence in response to disruptive changes, thereby navigating 

towards a fundamentally new state of operation. Transformative resilience responds to 
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unpredictable, high-uniqueness disturbances, requiring engagement with "unknown un-

knowns." 

 

Limitations 

It is important to acknowledge that resilience is not always good and desirable (Naderpajouh et 

al., 2020; B. H. Walker, 2020).  There are ‘resilient’ behaviours – for instance from external 

stakeholders – that can be persistent a lead to undesirable outcomes. Folke (2016) also notes that 

resilience is about having the capacity to continue, learn, re-organise, and develop under dynamic, 

uncertain, and unexpected environments, much like navigating through turbulent waters. Howev-

er, the navigation can lead to particular paths that are difficult to get out or undesirable.   

 

There are also some theoretical limitations to the construct. Similarly to the stakeholder con-

struct, resilience suffers from over-exploitation and exploration across different fields and 

contexts. This has led to different implications across theory and practice, making the term prone 

to misunderstanding and misuse (Naderpajouh et al., 2023) and possibly making the term mean-

ingless from having too many meanings (Hassler & Kohler, 2014). To give conceptual clarity to 

research, Carpenter et al. (2001) present the notion of "resilience of what" and "resilience to 

what". 

Other constructs and variables of resilience are also subject to debate among researchers. For 

instance, the concept of 'continuity of essence' is subject to debate, as it might be variable depend-

ing on the perspective from which one chooses to assess it. The case of Nokia is frequently cited 

in this context (Frigotto et al., 2022). Some consider Nokia a textbook case of organisational resil-

ience because it has survived many crises, while others argue that its radical transformation from a 

pulp and paper company to a telecommunications company indicates a loss of continuity. This 

discussion gains complexity when examined from a societal perspective. Although Nokia's busi-

ness has changed, it still contributes significantly to Finland's GDP, suggesting continuity from a 

societal viewpoint despite its business transformation. 

 

Kutch and Hall (2020), drawing upon insights from both scholars and practitioners, identify three 

major challenges in applying resilience: (1)context-dependency, (2)measurement difficulty, and 

(3)evaluation challenges. They explain that resilience can vary across scenarios, making it hard to 

generalise or replicate. The abstract nature of resilience complicates measurement, while the ab-

sence of unprecedented shocks makes it difficult to evaluate resilience. Furthermore, Kutch and 

Hall argue that assessing resilience in the absence of an unprecedented shock poses significant 

challenges, raising the question of how one can determine if an organisation is truly resilient. On 

this last issue, they note that resilience is not simply a product of 'inputs', arguing that small or-

ganisations with limited resources and planning can exhibit remarkable resilience during crises. 

Specifically, regarding organisational resilience, Kutch and Hall (2020) discuss two main di-

lemmas. Firstly, they argue that building resilience without prior experience or practice is 
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challenging, especially since severe shocks are rare. Secondly, they question whether individuals 

within organisations aim merely to survive or to thrive amidst uncertainty. 

 

Project resilience remains a relatively new construct (X. Yang et al., 2022), thus it remains largely 

undefined and ambiguous (Rahi, 2019). Naderpajouh et al. (2020) laid the theoretical founda-

tions for exploring resilience and projects. Their framework aims to bridge the gap between 

resilience research and project management research. By doing so, they suggest a series of shifts 

from the resilience perspective to accommodate the shift towards project resilience. The author 

mainly builds from the notion of ‘management of resilience’, which is about the desired operation 

of projects or systems under various conditions, such as recovering from shocks or performing 

under stressors. It follows notions from three major perspectives: engineering, social, and organi-

sational, though primarily from the organisational perspective.   

           In their framework, Naderpajouh et al. (2020) propose that projects should be viewed as 

nested systems, a perspective that allows for the exploration of resilience-oriented research from 

multiple levels or projects and related systems (i.e., individual, team, project, organisation, net-

work). They also highlight that past research on project management into resilience-related aspects 

has been primarily focused on risk management and flexible organising. However, they also noted 

apparent differences between the research fields, despite some intersections. For example, tradi-

tional project risk management focuses primarily on identifying and mitigating risks, assuming 

that these risks are manageable. On the other hand, resilience research recognises that risks are 

often unpredictable and unmanageable. As such, the basic principle of resilience research deviates 

from traditional project risk management. 

 

Moreover, they note that a common misconception of resilience is that it is a normative attribute; 

however, they clarify that it is not normative in essence and could negatively affect the system and 

its context. They also emphasize that resilience serves as both a process and an attribute, but in 

the project domain, they propose viewing it as a performance. Ultimately, Building upon the work 

of Kutsch et al. (2015), Naderpajouh et al. (2020, p. 5) define project resilience as “the capacity to 

organise under variety of scenarios, including disruptions in the form of shocks or stressors”. 

 

Yang et al. (2022) note that, from a process-based perspective, organizational resilience can be in-

terpreted as a three-stage capability, including: 

• Readiness and Preparedness: As an ex-ante or pre-adversity capability, it involves prepar-

ing resource endowment, detecting weak signals, spotting errors, and anticipating 

disruptions. 

• Response and Adaptation: This is an in-crisis organising capability that involves absorb-

ing shock and reducing loss of function.  

• Recovery or Adjustment: As an ex-ante or post-crisis capability, it involves remaining flex-

ible and rebuilding primary functions to adapt and recover as early as possible. 
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This differentiation resonates with the temporal dimensions of resilience presented above (Figure 

18). Moreover, the last phase (recovery or adjustment) implies the possibility of becoming either 

adaptive or transformative types of resilience, following the nomenclature by Frigotto et al. (2022).   

 

Kutsch et al.'s (2015) proposed an alternative perspective to project resilience. Their book 'Project 

Resilience' is one of the first attempts to bridge the resilience perspective with the project man-

agement domain. Their work advocates for a shift from traditional mechanistic approaches to a 

'mindful' approach. Their book is positioned as an alternative way of looking at risk in light of the 

inherent complexity and uncertainty surrounding projects. They argue that traditional project 

management tools and approaches have suf-

fered from reductionism and overemphasis 

on efficiency, driven by a desire for certainty, 

quantification, and the capacity to pre-

emptively plan for future events. Such ap-

proaches, they argue, are not well suited to 

address the challenge of risk and uncertainty.  

 

 

They support the idea that resilience is more of a mindset—a mindset of how organisations 

should be formed and operated that allows certain behaviours, which they argue are necessary for 

project-based resilience. Consequently, central to their proposal is the human element. They high-

light the pivotal role of mindfulness in project management, positioning it as a strategy that values 

situational awareness and cognitive flexibility over strict adherence to pre-established protocols. As 

they describe, mindfulness is about generating new pathways and possibilities rather than select-

ing from pre-defined options. This approach encourages ongoing reassessment of project goals, 

adaptation to emerging insights, and an openness to unforeseen challenges. It champions a richer 

engagement with the project context, seeking out novel dimensions that can inform better fore-

sight and improved project outcomes. By embracing mindfulness, project management can move 

beyond its traditional confines, adopting a more proactive and adaptable stance towards the un-

predictability and intricacy of projects. 

 

Piperca and Floricel (2023) uncover three distinct resilience patterns through their cross-case anal-

ysis of disruptive events, contributing to understanding project resilience dynamics. These 

patterns reinforce trajectory, bounce back, and jump to an alternative trajectory, aligning with the 

notion of the three kinds of resilience. 

 

The reinforced trajectory pattern emerges when projects face challenges due to complexity and un-

certainty, revealing limitations in their designed robustness. It involves making minor 

clarifications and adaptations within the relational network to maintain the intended project 
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path. This approach signifies a commitment to the original plan, requiring exceptional organising 

efforts to stay on course despite unforeseen perturbations. 

In the bounce back pattern, projects encounter significant deviations due to underestimating risks 

and planning oversights. This necessitates more substantial transformations to address faults and 

improve governability, yet the aim is to return the project to its original trajectory. The focus is on 

recovery, leveraging designed robustness and exceptional organising to realign with the initial 

goals. 

The jump to alternative trajectory pattern reflects a strategic shift involving major organisational 

changes that propel the project onto a new path. This pattern arises when unexpected, major 

events challenge the initial project framework, requiring a comprehensive re-evaluation of strate-

gies and relationships within the project network. 

  

In terms of the organising process around resilience, they identified a multi-level and dynamic 

interplay of actions. The base of the projected trajectory is the designed robustness, which is a 

deliberate shaping action by the organisation. This can be achieved, for example, by anticipating 

risk and organisational structures. Then, there is cultivated governability. Its ability to steer, coor-

dinate, and control processes and outcomes—despite uncertainties and challenges. 

Lastly, there is emerging responsiveness through exceptional organization. Emerging re-

sponsiveness refers to an organisations cultivated ad hoc effort and achievement. While 

exceptional organising is supported by the organisation's network and anticipatory 

measures. Their findings note that the most disruptive events can only be addressed at this last 

level of the organising process.  

 

Zhang et al. (2023) study focuses on project resilience from a capability-view. Their research aims 

to define project resilience dimensions and propose methods for measuring them, aligning with 

prior studies by identifying three core aspects of project resilience: anticipation, coping, and adap-

tation capabilities. This is similar to Bhamra et al.'s (2011) organisational resilience framework, 

which includes readiness and preparedness, response and adaptation, and recovery or adjustment. 

Their analysis revealed 21 categories of capabilities—eight related to anticipation, eight to coping, 

and five to adaptation—totalling 74 indicators, which they propose as KPIs or measuring tools. 

The top anticipation capabilities are channels of communication, clear roles and responsibilities, 

risk awareness, and risk management tools. The study observed a greater diversity within the top 

coping capabilities, encompassing organisational structure, cooperation and trust, leadership, 

communication management, recovery ability, and utilising internal and external resources. The 

ethos of learning, a sense of vigilance in times of peace, and innovation for new methods are 

among the most notable findings regarding adaptation capabilities. 
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Table 19: Resilience Capabilities 

 
Source: 1 (Nachbagauer & Schirl-Boeck, 2019); 2(Borg et al., 2022);3 (Zhang et al., 2023); 4(Kerner & Thomas, 

2014) ; 5(Hilu & Hiyassat, 2023); 6(Kutsch & Hall, 2020) 

 

 

Building upon Bhamra et al.'s (2011) organisational resilience framework (encompassing readiness 

and preparedness, response and adaptation, and recovery or adjustment), Yang et al. (2022) ex-

plored a stakeholder management perspective from an inter-organisational viewpoint. They 

focused on how previous and existing relationships among external stakeholder organisations im-

pact their involvement in unexpected situations. Their empirical research on two megaprojects in 

China highlighted two primary strategies for mobilising external stakeholders in inter-

organisational projects: distributed engagement, a decentralised and agile approach, and central-

ised engagement, an orderly and centralised method. 

In terms of readiness and preparedness, Yang et al. (2022) found that both a few and many prior ties 

among stakeholders contribute to the preparedness phase, with a few considerations. According 

to the authors, fewer ties support the distributed engagement responses. However, they highlight 
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the importance of creating an environment where stakeholders can speak freely, report immedi-

ately, and provide different perspectives without interference. This freedom supports vigilance 

and preparedness. Conversely, many ties generate accumulated trust, tacit understanding, and 

shared cognition, promoting social solidarity and a network conducive to trust-building, thus sup-

porting centralised engagement. 

For the response and adaptation phase, contractual governance was noted to support distributed 

engagement by clarifying roles and task assignments, ensuring stakeholders fulfil their responsibil-

ities throughout the crisis management process. On the other hand, relational governance fosters 

centralised engagement by promoting collective cognition, which encourages stakeholders to co-

operate actively during crises, minimising internal conflicts. 

Lastly, in the recovery or adjustment phase, they recommend a plural governance approach. Dynamic 

distribution and centralised engagement are advocated to achieve both flexibility and solidarity, 

particularly when collaborative efforts are necessary to navigate disruptions. 

 

Morkan et al. (2023) investigated the impact of stakeholder behaviour on improving project resili-

ence, focusing on a single case study of a construction project in Europe. Their research is centred 

on the concept of megaproject citizen behaviour (MCB), derived from organisational theory. 

Their findings underscore the significant role of both internal and external stakeholders' citizen-

ship behaviours in enhancing megaproject resilience. Therefore, they suggest that individual 

behaviours alone may not enhance resilience, at least in megaprojects, due to their size and com-

plexity. They identified three critical transition mechanisms, namely three discretionary actions: 

quantity (power in numbers), getting critical issues to the right people (boosting), or engagement 

(mindset shift). 

Morkan et al. (2023) highlight three key takeaways from their study. Firstly, stakeholders can be a 

valuable resource in uncertain situations. Therefore, project managers should recognise and en-

courage emergent voluntary behaviours and remove barriers to activate critical transition 

mechanisms. Secondly, managers can harness external stakeholders' sense of social value to pro-

mote citizenship behaviour. Finally, managers need to be aware of how stakeholder attitudes and 

demands can positively or negatively impact project resilience. With the identified transition 

mechanisms, managers have strategies to mitigate negative impacts or enhance positive stakehold-

er behaviours. 

Resilience is a multi-level concept applicable across various contexts, including individuals, teams, 

projects, organisations, networks, and sectors. It has gained popularity as a way to address envi-

ronmental complexities across many industries, particularly in project management, where 

traditional practices often fall short when faced with uncertainty and unpredictability. Resonating 

with the paradigm shift from ‘predict and control’ to ‘prepare and commit’. 
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Several constructs allow us to understand resilience better. For instance, resilience as a process can 

be dissected into three distinct phases: the anticipation phase, the coping phase, and the recovery 

phase. Three kinds of resilience can be distinguished: absorptive resilience, adaptive resilience, 

and transformative resilience (Frigotto et al., 2022; Iao-Jörgensen, 2023; Piperca & Floricel, 

2023). Absorptive resilience is the ability to withstand shocks with minimal change; adaptive resil-

ience involves adjusting to disruptions; and transformative resilience involves changing 

fundamentally to cope with significant disturbances. Each type of resilience will emerge based on 

the disruption of the event or stressor, the level of anticipation of the event, the governability of 

the organisation against unexpected events, and the ability of the organisation to perform excep-

tional organising. 

 

Given the insights from the literature, a few key points need to be clarified. First, this research 

focuses on the "management of resilience" rather than the "organising for resilience." This means 

concentrating on how resilience is enacted in projects, not just how it is built. Second, the re-

search is focused on "project-level" resilience and aligns with the concept of organisational 

resilience. Following Carpenter et al. (2001), who discussed "resilience of what" and "resilience to 

what," the following definition emerges for this study: "Resilience in the context of infrastructure 

projects refers to the capacity of a project to anticipate, resist, absorb, respond to, adapt to, and 

recover from disturbances emanating from the external environment of the project." This defini-

tion aligns with the process-oriented view of resilience, emphasising preparation for and recovery 

from disruptions. 
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CONCLUSION CHAPTER 3    

 

This chapter has explored the evolution of stakeholder management from its roots in strategic 

management to its current significance in the project management domain. External stakeholder 

management is widely recognised as critical to project success, yet there remains a lack of clear 

distinctions between frameworks for managing internal and external stakeholders. This is prob-

lematic because the same principles are often applied to both, even though external stakeholders 

are inherently more dynamic, have no formal ties to the project, and are more challenging to en-

gage in a two-way relationship. Nevertheless, the involvement of external stakeholders is crucial, as 

they can exert significant pressure and influence on projects if not appropriately addressed.  

 

Research on resilience in project studies has gained momentum, largely in response to the increas-

ing volatility, uncertainty, and complexity of construction projects and the environments where 

they are executed. Interest in resilience has grown as it addresses the adverse effects of unexpected 

external disruptions and is seen as crucial for ensuring the successful completion of infrastructure 

projects. However, there is limited exploration into how external stakeholder management strate-

gies contribute to resilience. Some studies have suggested certain practices have an impact on 

resilience (e.g., (Cuppen et al., 2016; Lehtinen & Aaltonen, 2020; T. H. D. Nguyen et al., 2023), 

viewing resilience as a possible reaction to practice, but with no detailed explanation.  

Alternatively, studies focusing on project resilience have advanced our understanding, alt-

hough only a handful of studies have examined the relationship between external stakeholders 

and resilience, for instance, from a citizenship behaviour perspective (Morkan et al., 2023), or 

from an inter-organisational perspective focused (X. Yang et al., 2022), or from a program perspec-

tive . However, the direct link between external stakeholder management 

strategies and project resilience outcomes remains underexplored. 

 

This chapter establishes a theoretical link between external stakeholder management and project 

resilience, confirming a direct relationship between the two. It also narrows the research focus to 

examine the intricate relationship between external stakeholder pressure, project responses 

(through various strategies), and the different types of resilience discussed in the literature, as de-

picted in Figure 19. This refined focus sheds light on how distinct external stakeholder 

management strategies can lead to various resilience outcomes, offering a valuable framework for 

practitioners to better understand the implications for project success. The subsequent chapters 

will further investigate these findings and discuss their broader impact on future research and 

practice. 
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Figure 19: Narrowed Conceptual Framework 
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4 | RESULTS  

This section provides the results from the case study analysis. The results are presented 

per stakeholder group with the narrative of the events which the project faced involv-

ing them. The chapter concludes by presenting two tables with the synthesis of the 

results. The aim of this section is to answer sub-research question 3. What events did 

the case study face related to external stakeholders, and how did the project respond 

to them? 

4.1 LOCAL COMMUNITIES  

 

The project's initial design included a 4.7-kilometre surface viaduct linking the tunnel to the 

main highway from Mexico City to Acapulco. Unlike the tunnel, this section required acquir-

ing the right of way (ROW). A review of the relevant documents revealed that the state 

government was responsible for the ROW acquisition. The concessionaire's only obligation to 

the ROW was to pay a fee for land acquisition and cover the costs for studies and project de-

sign. According to the tender documents, the acquisition of the ROW was scheduled for 

completion by December 2012. However, the process remains incomplete to this day. One sig-

nificant factor contributing to this delay has been the active opposition from the Cayaco and 

Llano Largo communities.  

 

In particular, the 'El Cayaco' ejido emerged as a prominent opponent to the project's execu-

tion. Initially, some members of the ejido agreed to sell their land to the government, while 

others were hesitant to sell due to their dissatisfaction with the government's offer. The com-

munal nature of ejido land necessitates common consent for property cession, which, from the 

outset, made negotiations complex due to the community's divided stance. 
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Figure 20: Conflict areas 

Source: Adapted from Google Earth (2024). Annotations by author. 

The ejidatarios of El Cayaco demonstrated their opposition to the project early on, with their 

first public protest taking place in January 2013, before construction had officially begun. They 

claimed that "they will not allow machinery to enter until the government has paid for the entire ar-

ea" [N-3]. This initial demonstration set the stage for an escalating conflict involving legal and 

physical actions to enforce their demands. 

As the situation intensified, the ejido's representative filed an amparo lawsuit in April 

2014, seeking legal intervention to halt construction due to the alleged incomplete acquisition 

of several hectares necessary for the project ROW. In November of 2014, a court granted the 

amparo. The government and the PO failed to attend to court hearings intended to address 

the issue on three occasions. Following the court’s ruling and prompted by what they perceived 

as a lack of interest to settle the issue the ejidatarios decoded to enforce the court’s suspension 

themselves by physically blocking the project.  

“He [the representative of the ejidatarios] recalled that the ejidatarios gave 10 

days for the authorities to approach them, but... there were no agreements, so 

today they will stop the work as established in the federal amparo... On Novem-

ber 6, ejidatarios... reported that the Eighth District Court... granted them an 

amparo to suspend the construction... due to the lack of compensation from the 

state government.” [N-58, emphasis in the original] 

The situation escalated further in December 2014, when, after the PO failed to appear at the 

first court hearing, the ejidatarios extended their protest by blocking two concrete plants that 
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supplied the project. The PO's continued absence at a second court meeting led to a rein-

forced blockade and, reportedly, a court fine against the PO.  

"Castillo Ortiz [leader of the ejido] said that the blockade continues at the two 

points [the concrete plants] due to a lack of attention from Governor Rogelio 

Ortega Martínez... On Tuesday, the ejidatarios reinforced their blockade in the 

two cement plants... to prevent the [construction]activities from continuing be-

cause they pointed out that the state government has not compensated them"[N-

65]. 

Ultimately, on the 23rd of December of 2014 after 35 days, the conflict reached a resolution 

when the government reached a verbal agreement with the leaders of the ejido.  

The ejidatarios of the community of El Cayaco have lifted their 35-day blockade 

at the Macrotúnel construction site on the Cayaco-Puerto Marqués avenue, 

because the state government has agreed to pay the debt it owes them and has 

promised to sign an agreement to compensate them for the land, according to 

Yeni Sánchez Rodríguez, the ejidatarios' legal representative…"(the ejido) has 

not wanted to harm Acapulco because we are from here, we held the occupation 

so that the state government would come back to see us". [N-67, emphasis in the 

original] 

Resolving the blockade was an important achievement at the time, since in addition to the 

schedule disruption, the news quotes the governor stressing the seriousness of the work being 

halted, as each day that the company could not work cost 2.5 million pesos (±200,000 USD) in 

penalties [N-66]. 

 

While the release of the blockade by the ejidatarios of El Cayaco in late 2014 seemed like a 

potential turning point for the PO, the relief was short-lived. Shortly after that, El Cayaco 

ejido allied with the residents of Llano Largo, who were also protesting against the project. 

This coalition between the neighbouring communities emerged in response to perceived inac-

tion and disregard for their concerns. At a press conference announcing their alliance, the 

legal representative criticized the government’s proposals, stating that: they [the government] 

handed over a proposal for an agreement that does not favour the people affected in any way. "The 

ejido El Cayaco and the co-ownership, united by their rights to be paid for what they have and what 

has been taken away from them by the state government," [N-69].  

A notable aspect of the alliance of the communities is not only their dissatisfaction with how 

the PO, specifically the government, handled the issue, but also their opposition to the project 

and its mission. As the representative of the coalitions claimed: 

"She announced that both the ejido and the co-ownership will jointly pursue 

legal action because they were all victims of the urbanisation…The tunnel is not 

of social benefit but a business, if it were a hospital it would benefit us all, but it 

is an attraction, a project that will give more renown to the person who is 

financing it, who is Carlos Slim, that is why the small property and the ejido are 

going to keep us united” [N-69] 
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Unlike El Cayaco, the Llano Largo residents adopted a more persistent stance, presenting a 

more significant challenge to the PO—a formidable challenge that did not lead to a resilient 

response from the project's side. However, their temporary alliance with El Cayaco is notewor-

thy. 

Llano Largo's residents also promoted an amparo lawsuit against the project; additionally, 

they took direct measures to escalate their protest. Claiming they had the legal right to do it, 

they reclaimed the disputed land by erecting a small structure to serve as a meeting point, ef-

fectively asserting their presence. Moreover, they used machinery to intervene on the land, 

marking a clear stance against the project's progression. This escalated to a blockade on April 

15th, effectively halting project work and denying access to construction workers in the con-

tested area. [N-35; N-37] 

 

The coalition, which amassed almost 350 individuals, was short-lived. It displayed only two 

instances. One was a joint protest in which the coalition between El Cayaco and Llano Largo 

claimed they would indefinitely  take the road next to the Cayaco junction. However, riot po-

lice interfered in the protest, dissolving the attempt to block the road.  

The united front also negotiated with the government; however, the coalition was ulti-

mately dissolved following the government's proposal to address their demands: “… the state 

government intends to compensate with public works and social programmes, as it does not have the 

money to cover the payment” [N-79]. While the ejidatarios of El Cayaco showed interest in this 

proposal, arguing they would only accept payment in kind for their lands, the representatives 

from Llano Largo rejected it, deeming it unsatisfactory for their needs and contending they 

would only accept economic remunerations.  

 

On January 20, 2015, the ejidatarios of El Cayaco reestablished their blockade, compelling the 

PO to significantly change its construction procedure. Initially, the tunnel was intended to be 

built from both extremes, but the blockade which obstructed access to the east portal limited 

construction to continue solely from the west side in the Brisamar area. This constraint re-

quired the redirection of substantial resources, including the procurement of specialised 

ventilation equipment from Europe, essential for adapting to the new singular access point. 

Moreover, extra work shifts became crucial to accommodate the adjusted working conditions. 

A quote from an article by members of the construction company, published by an engineer-

ing association, highlights the challenges posed by the blockade: 

…due to social issues, tunnel excavation activities were suspended from the 

Cayaco portal towards the Diamante portal, when the excavation length of the 

upper half section was 745 m… which made it necessary to excavate the rest of 

the total length of the tunnel through the Brisamar portal.  

More than 2.4 km were excavated through a single [work]front, which increased 

the degree of difficulty of the excavations; the ventilation of the tunnel became 

more complicated the further the [work]front got from the portal; the haulage 
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distances were greater and the manoeuvres inside the tunnel became significant-

ly more complicated. (Súarez et al., 2016, p. 11) 

During this period, the dialogue between the ejidatarios and the government broke down, 

with the former citing a lack of adequate response from the latter [N-91; N-94]. Eight months 

into the blockade, the situation became even more complicated when protesters prevented 

Civil Protection authorities from inspecting the abandoned work front's status. During the 

tunnelling process, excess water from the natural water drainage of the mountain was a situa-

tion that raised alarms, which promoted Civil Protection authorities and the PO to verify the 

structural integrity of the halted portal [N-99]. 

The prolonged blockade caused significant strain, affecting time, finances, and the pro-

ject's overall scope. The shift to constructing solely from one side extended the project 

duration, escalating costs. For instance, some equipment budgeted during the tender phase, 

suffered due to exchange rate fluctuations, that occurred with the toll equipment.  

 

Figure 21 puts in a timeline perspective the main events between the community of El Cayaco 

and the project execution.  

 

 
Figure 21: Overview of El Cayaco main events 

Source: Author own 

 

The El Cayaco community's involvement had a significant impact on the project's trajectory, 

both directly and indirectly. The prolonged blockade and the ejidatarios' firm stance necessi-

tated a strategic pivot by the PO, which decided to split the project into two phases. This 

strategy involved diverting all available resources to first complete the tunnel, while hoping to 

resolve the blockade and, as a subsequent phase, finish the road connecting the tunnel with 

the Diamante junction. 

As it is a private concession, we have limited resources for the construction, so 

we have 100 pesos to build for exaple, and we said, we are going to spend every 

last peso to be able to enable at least the most important part of the project, 
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which is the tunnel, which is what is going to help the population the most in 

terms of connectivity, right? [PM2, Interview] 

Precisely because of the issues that happened, such as the blockades… The 

money that had been allocated for the viaduct went to the tunnel in order to 

finish it, it was decided to finish the tunnel and leave the viaduct as a second 

stage. [CPM1, Interview] 

 
Figure 22: Brisamar Junction context 

Source: Adapted from Google Earth (2024). Annotations by author. 

 

 

The project's west portal, located in the Brisamar area, faced a series of social challenges dis-

tinct from those at the east portal. This area, which is part of Acapulco's 'Dorada' zone, 

features the Brisamar junction, which is arguably the most critical junction of the project be-

cause it links the Diamante and Dorada zones. Moreover, the Brisamar junction was the most 

technically complex due to its location at the heart of a densely populated and urbanised zone. 

The project's design largely avoided the need for private property acquisition for the 

ROW, with the exception of the community centre within the Brisamar residential area. This 

gated community, located on a hillside with views overlooking Acapulco Bay, is considered a 

premium residential area. Given its hillside location and the tunnel portal and junction situat-

ed at the hill's base, only the residences in the lower part of the area were likely to be impacted. 

This lower section also housed the community centre. 
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Despite the potential for disruption, early dialogues between the government and the Brisamar 

community were initially promising. In late November of 2012, the same month the tender 

award was granted, in a move of proactive engagement, a high-ranking state government offi-

cial met with and presented the project to a committee of the Joyas de Brisamar community. 

However, despite the initial dialogue, by the end of 2012, residents had already filed ten am-

paro lawsuits, and were seeking a collective amparo lawsuit as a community. 

Figure 23: Before and After Neighbours attitude 

Before [N-168] After [N-167] 

“The Secretary General of Government, 

Humberto Salgado Gómez, met with 

members….of the Joyas de Brisamar housing 

development, to whom he explained the project of 

the Escénica Alterna project, so that in 

coordination with them they can analyse the 

inconveniences that may result from the work.[a 

member of the committee] described the meeting 

as "excellent" because "the important thing is 

that the government seeks out the citizens to talk, 

explain and publicise the works that are being 

done". [the committee member] added that they 

will meet to expose to the authorities the 

problems they see in the project and make 

modifications”.  

“The neighbourhood association president of 

Joyas de Brisamar, Carlos Reyes Paris, said that 

the state government did not meet the deadline 

they requested to give them a date for the next 

meeting, in which the construction company of 

the Macrotunnel or Escénica Alterna project 

would answer their doubts. Reyes Paris reported 

that the association is still in the process of filing 

an injunction against the project, which they do 

not agree with, because they consider that it does 

not resolve the traffic conflict that is supposed to 

save…” 

 

In October 2013, the collective amparo considering the 450 neighbourhood residents in was 

filed. At this time, the discourse of the residents was still that they saw deficiencies in the pro-

ject, but overall, they were in favour of the project: “He [the representative of the neighbourhood] 

denied that the Joyas de Brisamar development is opposed to the work, but commented that they are 

not "very much in agreement" with the resolution of the project, due to the fact that it is poorly 

planned…” [N-2] 

 

The legal battle continued to escalate and was followed by another nine amparos by January 

2014. While some amparos were dismissed, a January 2015 court ruling favoured a suspension 

of construction activities adjacent to their homes. 

“In January, residents of Joyas de Brisamar obtained an amparo to stop the 

[construction]work on the land next to their homes, which is the access to the 

Macro-tunnel. In February, the authorities stopped the work, following a 

demonstration by neighbours…” [N-95] 

In addition to the legal actions, the residents shifted their discontent from the design of the 

project to the effect the construction was having on them, making vocal their frustration over 

construction noise and their perceived lack of governmental response: "They have done us a lot 
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of harm... day and night we hear noise, detonations... the previous governor, Ángel Aguirre, never 

wanted to receive us" [N-95]. Additionally, they started to raise concerns about the project's 

compliance with legal and environmental requirements: "[the construction company]ICA is not 

complying with the conditions established in its EIA [Environmental Impact Assessment] for the Mac-

ro-tunnel construction site" [N-12]. And became very vigilant and vocal of regulatory oversights: 

"SEMANART made an observation... PROFEPA has an 'appeal' against ICA-Carso…. the construc-

tion site does not have an operating licence" [N-71]. 

In addition, they escalated their complaints and objections across all levels of government: 

...the Macro-tunnel...is affecting...more than 450 residents, with over 55 homes 

greatly affected... "It has been reported to the governor, it has been reported to 

the municipal president, it has even been reported in an open letter to President 

Peña Nieto... we have denounced SEMARNAT, because the environmental im-

pact statement... had not been complied over the last three years... The Ministry 

of Communications and Transport also received a complaint from us in which 

the General Directorate of Tunnels had not issued a report or authorisation... 

The National Water Commission (CONAGUA)... received a complaint from us... 

about how they are going to resolve the groundwater, the rainwater channels... I 

am talking about mangroves, wetlands, recovery of flora and fauna..." [N-100]. 

Amid these grievances, residents filed a criminal complaint against the construction company 

for disregarding a judicial suspension order. "Residents... have agreed to file a criminal com-

plaint... for not respecting the suspension issued by a civil judge" [N-124]. 

 

In response to the numerous complaints from Brisamar area residents, the PO implemented 

several measures to mitigate the reported issues. These efforts included adjusting construction 

techniques, such as changing the type of explosives used to reduce noise and vibrations and 

installing acoustic screens. The PO also went beyond its direct responsibilities by repairing 

damages in some residences, even when these were not directly linked to the construction ac-

tivities. As the construction manager explains:  

We were always very careful, but someone always had a complaint. We did have 

a lot of conflict with the Brisamar area. They argued damages that we never 

caused; they attributed structural damages to us in their houses that were not 

really caused by our construction process… However, we sometimes had to ne-

gotiate with some owners to repair some houses without us being responsible 

for it. 

Well, look, we have been building tunnels for a long time. So, we more or less 

know where issues are going to come from… [However],we did not foresee so 

many complaints in the areas where we were working… So, we had in our pro-

posal a conventional explosive, so to speak, and we had to migrate to a slightly 

more innovative … [that] reduces noise and vibrations. [CPM1, Interview] 
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Figure 24: Overview Joyas de Brisamar resident’s main events 

Source: Author own 

4.2 GOVERNMENTAL AUTHORITIES 

 

The analysis of the project's development 

reveals critical events that have shaped its 

current status as partially completed. 

The missing section of the project, which 

was planned to connect the Cayaco junc-

tion with the Diamante junction—

linking the tunnel to the highway lead-

ing to and from Mexico City—crosses 

over predominantly empty land; howev-

er, this adds to the complexity of the 

project execution. Beyond the social op-

position from the communities of El 

Cayaco and Llano Largo, environmental 

and hydrological factors played a signifi-

cant role in the challenges of this section 

of the project, as these areas are prone to 

flooding. The severe weather events of 

September 2013 highlighted this not long 

after the project officially started construction. Additionally, its proximity to the ‘La Sabana 

River required adherence to specific regulations and the acquisition of permits from the Na-

tional Water Authority (CONAGUA), underscoring the complex interplay between the 

project's infrastructure requirements and environmental safeguards. 

 

Figure 25: Floor Risk Areas Acapulco Diamante 

Source: Adapted from (Flores-Lorenzo & Dávila-Hernández, 2018)  
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In September 2013, three months after the construction started, a rare convergence of two 

hurricanes which caused severe flooding, underscored the vulnerability of this area to natural 

disasters. As quoted by a former water authority official:  

“there was a very important event… a hydro meteorological event in in Septem-

ber 2013, Manuel and Ingrid, the two hurricanes that met Manuel on the Pacific 

coast, Ingrid on the Atlantic coast, they collided, they stopped and caused cata-

strophic rains” [WA-1, Interview] 

 illustrates the surface road's planned trajectory, highlighting its position within the 

flood-impacted areas and those at risk. While this flood event did not directly impact the pro-

ject, it led to other issues.  

 

In the aftermath of the hurricanes, by October 2013, concerns began to emerge among resi-

dents and environmentalists regarding the project's construction over flood-prone areas:  

“environmentalists considered this type of work to be unfeasible, since after the passage of tropical 

storm "Manuel", the disruption caused by works in flood zones and wetlands became evident.” [N-8]. 

Echoing these concerns, local government officials called for a re-evaluation of the project. 

Mayor Luis Walton Aburto of Acapulco claimed that “the state government and those responsible 

for the Macro-tunnel or Alternate Escenica project should review the work to ensure that there is no 

flooding in the Diamante area, to prevent what happened last September with tropical storm Manuel, 

which affected several houses in the area”  [N-9].  

By August 2014, communities affected by the project and seeking compensation for their 

losses continued to express concerns about the project's potential impact on future flooding. 

Analysis of several news articles indicated a widespread belief among the public that the con-

struction method, particularly building an embankment to lay the road, could act like a dam 

and intensify future flooding.  

Members of the coalition [seeking compensation for their damages] asked rep-

resentatives of the National Water Commission (CONAGUA) to modify the type 

of construction, as they considered that the tubes used to allow the passage of 

water would be insufficient. [N-54] 

In August 2015, this culminated with the national water antiauthority decision to temporarily 

halt the construction works due to the absence of the necessary permits, marking a critical 

juncture for the project: “the CONAGUA temporarily closed the Macro-tunnel works on the stretch 

that runs from the Cayaco-Puerto Marqués federal highway to the junction with the Diamante viaduct 

that connects with the Autopista del Sol [highway to/from Mexico City], as it lacks the permits for this 

work.” [N-111]. 

 

The PO perceived the National Water Authority's (CONAGUA) intervention as a reaction to 

media pressure stemming from the extensive flooding in the Diamond Zone: “CONAGUA got 

alarmed, and yes, there was a very mediatic pressure. Since the entire diamond zone was flooded, 

there was a lot of pressure.” [Project Manager 2]. In response, the PO not only filed an appeal 

against CONAGUA's closure but also engaged in discussions to address the concerns raised: 



 

 

84 

“the environmental advisor for the Macro-tunnel project, said that the state government had filed an 

appeal against the closure of the project by the National Water Commission (Conagua)” [N-114] 

However, in April 2015, CONAGUA, ruled that whatever works had been done in the 

contested area, had to be removed as they did not comply with their requirements:  

The National Water Commission (Conagua) authorized the state government to 

remove 450,000 tons of stone that had been placed for the road that connects 

the tunnel exit to the Diamante Viaduct of the Macrotunnel project. The approv-

al of the new project is still pending because it continues to be developed to 

comply with the rules of the federal agencies.” [N-125] 

Consequently, the PO had to comply with the authorities’ ruling and remove the structures 

built in the following two years. This hydrological challenge had a profound impact on the pro-

ject's completion. As noted in an interview, the inability to resolve flood risks meant that the 

project could only be partially completed, leaving the infrastructure and its stakeholders to 

contend with the consequences of an unfinished vision: "The hydrological issue, which, well, we 

could not solve[in time], we could not solve it, and it meant that the project was not finished, and the 

project was only half finished." [PM2, Interview]. 

 

Ultimately, the PO had to divert additional resources to adjust its project to comply with the 

observations made by the water authority, in addition to the observations of the environmen-

tal authorities (SEMARNAT and Profepa). However, this meant that only in June of 2016 was 

the revised project approved, as noted in the information provided in the interview with a 

former official of the environmental authority: “On June 1, 2016, SEMARNAT... authorised the 

modifications to the project consisting of: The construction of an elevated viaduct 2.4 kilometres long 

and 12.00 metres wide” [EA-1, Interview]. Although this solution was ultimately accepted, it 

introduced significant financial implications. According to company documents, completing 

the revised project, which essentially entailed the development of a bridge-like structure or ele-

vated viaduct as referred to in the project documentation, incurred additional costs amounting 

to an estimated 47% of the original tender agreement. 

The costs of these modifications, coupled with the prior strategic decision to redirect re-

sources towards finalising the tunnel amidst ongoing blockades and time pressure, contributed 

to the delineation of this project phase as a subsequent follow-up stage of the tunnel. 

  

The following figure presents the key events related to the National Water Authority's inter-

vention in the project. For additional context, the main events from the Cayaco community's 

blockade are included in orange. 
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Figure 26: Overview of National Water Authority (CONAGUA) events 

Source: Author own 
 

 

In Mexico, the Ministry of Environment and Natural Resources, known as SEMARNAT, pro-

vides the principal environmental oversight. This authority approved the Environmental 

Impact Assessment (EIA), locally referred to by its Spanish acronym, MIA. However, the Fed-

eral Attorney for Environmental Protection (PROFEPA), a decentralised authority of 

SEMARNAT, monitors and verifies compliance with environmental laws and regulations. Re-

garding the case study, PROFEPA's role was mainly supportive, especially in cooperation with 

the National Water Authority (CONAGUA) on the issues already described. PROFEPA was 

involved in the discussions surrounding the project's transition from a sur-face road to an ele-

vated viaduct. One distinct instance where PROFEPA took a more direct role concerned the 

mangroves located in the wetlands through which the project planned to pass. The PO had to 

make adjustments to the construction methods and take additional mitigation measures. 

These included the rescue and relocation of mangroves affected by the project's right of way, as 

well as reforestation efforts. 

“for the second segment. The problem is that to get from where the tunnel ends 

in the Zona Diamante to connect to the Mexico-Acapulco highway. It is a 

lagoon that is full of mangroves. So, this is the first problem with SEMARNAT, 

with the environmental authority here in Mexico, because they did not agree 

that the mangroves should be destroyed. So, in other words, that those 

mangroves would be removed to, well, to build the viaduct” [PM1, Interview] 

“PROFEPA's intervention was due to the issue of the second stage, where the 

viaduct was contemplated, because there were mangroves where they intended 

to place the piles for the viaduct that connected with the diamond junction. So 

there were wetlands, which they did not want to be affected. [CPM1, Interview] 
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The municipality of Acapulco, prompted by the Citizens Council of Acapulco and the Urban 

Development and the Acapulco Urban Planning Council, issued a suspension order to halt 

construction activities in the Brisamar area. The foundation of the municipality was that the 

project in that area did not comply with the local urban development plan. The expert groups 

additionally argued that the project lacked adequate permits for building the section from the 

Tunnel to the Diamante highway – that part that is missing- since it was wetlands and lacked 

environmental permits. From the documents reviewed, the PO had no response about the 

suspension, and it carried on with the construction activities [N-93]. 

 

Table 20: Proof quotes Instance with Municipality 

N-92 N-170 

"On Thursday, Mayor Luis Uruñuela Fey [of 

Acapulco]ordered the suspension of the Macro-

tunnel work after the report presented by the 

Public Works and Citizen's councils, and those in 

charge of the work have this week to present a 

proposal to modify the work.... the president of 

the Citizens' Council, Humberto Díaz Díaz, 

reiterated that the work does not comply with the 

guidelines of the Urban Development Plan, 

because it harms traffic circulation and must be 

modified, because if it is not done, there will be 

"permanent" damage. 

“ Presidents of the Acapulco Citizens' Council, 

the State Executive Commission for Urban 

Development and the Acapulco Urban Planning 

Council demanded that the state and federal 

governments enforce the law for the irregularities 

committed in the Macro-tunnel… They warned 

that the company Ingenieros Civiles Asociados 

(ICA), which is part of Carlos Slim Helú's Carso 

group, began construction without submitting an 

official project to the local authorities, and that 

they have even ignored the closures they made 

last week. 

 

The local water commission and service provider ‘CAPAMA’ was an ‘uncomfortable’ ally of 

the PO. On the one hand, they required their support to install the new water pipes that 

would go through the tunnel. However, during the construction of the Brisamar Junction 

(Figure 22), the PO first had the issue that the commission was not providing them on time 

with information on the location of their underground installations. Then, once they got the 

information, it turned out that it was mostly wrong or outdated. For time constraints, the PO 

had to make do with what it had and carry on in spite of the limited reliability of its infor-

mation. Ultimately, they repair any damage they incurred by working close to a water line, and 

also elaborate updated as-built drawings with the actual location of the underground facilities 

and share them with CAPAMA. 
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Table 21: Proof quotes CAPAMA Instance 

CPM1- Interview 

“with CAPAMA, it was almost trial and error, 

because they sent us some plans. They would tell 

us, for example, that here is a pipe and you can 

pass through it, and as it turned  out it was 

passing throug another place one somewhere 

else. Or here is the drinking water line and it 

wasn't there, it was on the other side. So, we were 

there on a trial and error basis, and with the 

information provided by the government, which 

was supposed to be accurate, you suddenly found 

surprises or some other things that they didn't 

even know about.”  

“that's precisely what causes you not to have the 

certainty, that you start digging in a place where 

there is supposed to be nothing and it turns out 

that you hit a pipe that is there, so there were 

events, I'm not going to say no, but well, you are 

detecting where the installations really are, you 

are repairing…we had to tell them, we've just 

finished your plan, it should go like this, look, I'll 

give it to you, it's not here, it's here, and well, 

they also helped to rearrange the drainage and 

drinking water configuration that they had 

there”. 

 

Looking at Figure 22, we can see the Navy borders at the north with the Brisamar Junction. 

Due to the layout of the junction and its structures, the perimeter fence and some small struc-

tures inside the naval base had to be temporarily demolished. Also, due to some omissions in 

the design and larger interference with structures inside the naval base, the PO had to take on 

at least four additional activities outside of its scope to mitigate this. Furthermore, for their 

cooperation, the PO had to contemplate doing some mitigation work in favour of the Navy, 

such as retrofitting some areas within the base, in addition to rebuilding anything that had to 

be moved or demolished for the construction of the junction.   

 

Adjacent to the Brisamar junction and the tunnel's entrance lies a PEMEX facility (see Figure 

22) , a crucial infrastructure asset for the state of Guerrero, serving as a key distribution point 

for gasoline, diesel, and other petroleum products. The Brisamar junction's construction ne-

cessitated PEMEX ceding land, showcasing inter-governmental cooperation and commitment 

to the project, with the state government finalising this agreement with PEMEX. However, it 

appears that certain expectations accompanied the collaboration between PEMEX and the PO, 

namely, that the PO would take responsibility for addressing any issues that arose as a result of 

the land transfer. For instance, the presence of contaminated soil and several interferences 

with PEMEX's underground infrastructure posed a significant challenge. These complications 

required the PO to divert additional resources to address the issues. They were required to 

safely remove and appropriately dispose of the contaminated soil in accordance with environ-

mental standards. Additionally, some structural aspects of the junction needed reconfiguration 

to accommodate PEMEX's subterranean pipelines. This led to the added burden of obtaining 
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authorization for the alterations not only from the state government but also from PEMEX to 

ensure that all works involving their infrastructure meet their specific standards.  

"No, look, they had an area of the PEMEX facilities that we had to adjust... 

there was an arrangement between governments, where PEMEX gave that 

part... there were pipelines... that we had to line with concrete to prevent any 

effect on vehicle crossing... we had to make a lot of configurations, like moving 

the PEMEX fence to free up this lane and reinforce everything underneath, so 

that vehicles could circulate without affecting the structures that were already 

there." [CPM1, Interview] 

 

In the early stages of the project, a local transport workers' union went on strike twice, with 

one strike following closely after the other. Payment issues triggered the strikes. The project 

owner (PO) had a labour agreement with a national union, which subcontracted the local un-

ion to transport materials from the tunnel's construction. A dispute arose over the transport 

tariffs, and the local union struck after not receiving payment [N-16,17,19]. 

Initial negotiations between the PO, the government, and the unions successfully lifted 

the first strike [N-21]. However, a month later, the local union went on strike again due to on-

going payment issues. This led to another round of negotiations involving the national and 

local unions, the government, and the PO [N-24-28]. The PO had anticipated the possibility of 

such a disruption and had contingency resources in place to facilitate further negotiation. Ul-

timately, a new set of tariffs was agreed upon, allowing the project to continue with a 

mitigation plan in place [N-31].  

 

Table 22: Proof quotes Union Issue 

N-26 N-30 

"For the second time in March, more than a 

hundred transport workers have stopped working 

on the Macro tunnel construction site, due to the 

non-payment of almost eight million pesos by the 

company ICA.”  

“Within the first minutes of this Tuesday, work 

resumed on the Macro-tunnel, which had been 

suspended for almost five weeks, following an 

agreement between the authorities, the 

construction company and the transport workers, 

and the strike came to an end (…) It was 

indicated that the work will be carried out 24 

hours a day, and that [work] fronts will be 

opened to make up for the activities that were 

delayed as a result of the strike..” 
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 below shows the results obtained from the data analysis that have just been described 

above. The description in this section is limited to the first six columns: Events, Timing, Ex-

ternal stakeholder, External stakeholder category, and stakeholder action. This portion of the 

table then sets the groundwork for the discussion section, which addresses the rest of the table. 

Then, the table not only encapsulates the main outcomes derived from the research but also 

serves as a bridge to the discussion and findings.  
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Table 23: Overview of Results 

  

  External Stakeholder Domain Stakeholder Management Domain Resilience Domain 

No.  Events Timing 
External Stake-

holder 

External 

Stakeholder 

Category 

Stakeholder Ac-

tion 

(practice) 

Category of 

Influence Strat-

egy (practice) 

Project Response 

Response Strat-

egy 

(practice) 

Type of Resilience 

1 

Ejidatarios blockaded for 35 days the East front of the 

Tunnel. In this period, they also extended their block-

ade to concrete plants who supplied to the project.  

Construction 

Phase 

(Nov-Dic 2014) 

Residents of 'El 

Cayaco' ejido  
Land Owners 

Multiple-Blockade 

+  

Legal Action 

Progress Ob-

struction 

The state government engaged in negotiations, 

leading to a verbal agreement followed by lifting 

of the blockade. 

Dialogue and 

Negotiation  

(Reactive) 

Absorptive Resili-

ence 

2 

El Cayaco and Llano Largo residents formed a coali-

tion to pressure and make tougher demands on the 

government regarding the contested land.  

Construction 

Phase  

(Dic-2014 to Jan-

2015) 

El Cayaco and 

Llano Largo resi-

dents 

Land Owners Coalition Building Protest 

The government engaged in daily dialogues with 

the opposition groups and proposed to compen-

sate with public works and social programmes.  

Dialogue and 

Negotiation  

(Reactive) 

Absorptive Resili-

ence 

3 

Non-conformist neighbours of the project blockaded 

a federal highway next to the project to make the 

government negotiate with them for the payment of 

their lands.  

Construction 

Phase  

(Jan-2015) 

El Cayaco and 

Llano Largo resi-

dents 

Land Owners Coalition Protest Protest 
The government decided to deploy riot police to 

remove the protestors.  

Coercive Nego-

tiation    

(Reactive) 

Absorptive Resili-

ence 

4 
Residents of El Cayaco area blockade for a second 

time the East portal of the Tunnel.  

Construction 

Phase 

(Jan-2015 to Feb-

2016) 

Residents of 'El 

Cayaco' ejido  
Land Owners 

Prolonged Block-

ade 

(Conflict Escala-

tion) 

Progress Ob-

struction 

The construction company had to change the 

construction procedure and divert additional 

resources to continue building.  

Resourcefulness  

(Reactive) 
Transformative 

5 

As a consequence of the blockade, the construction of 

the tunnel had to change from two construction 

fronts to one.   

Construction 

Phase 

Indirectly caused 

by El Cayaco Resi-

dents (Event 4) 

Land Owners 
 Indirect Effect of 

Stakeholder Action 
Collateral Event 

The new building conditions meant the PO had 

to acquire a new ventilator exported from Eu-

rope, given its unique characteristics.  

Resourcefulness  

(Reactive) 

Adaptive Resili-

ence 

6 
The adapted construction method (Event 5) of the 

tunnel resulted in extreme heat conditions.  

Construction 

Phase 

Indirectly caused 

by El Cayaco Resi-

dents (Event 4) 

Land Owners 
 Indirect Effect of 

Stakeholder Action 
Collateral Event 

The PO had to increase and reorganise work 

shifts.  

  

Resourcefulness  

(Reactive) 

Adaptive Resili-

ence 

7 

The extended duration of the construction project, 

influenced by the El Cayaco blockade, resulted in an 

increase in the cost of foreign-sourced electronic toll 

equipment due to exchange rate fluctuations. 

Construction 

Phase 

Indirectly caused 

by El Cayaco Resi-

dents (Event 4) 

Land Owners 
 Indirect Effect of 

Stakeholder Action 
Collateral Event 

The company was allowed (by the government) 

to divert the additional resources necessary to 

acquire the equipment to maintain service levels.  

Resourcefulness  

(Reactive) 

Adaptive Resili-

ence 

8 
The El Cayaco ejidatarios had blockaded one of the 

portals of the tunnel 

Construction 

Phase 

Residents of 'El 

Cayaco' ejido  
Land Owners Blockade 

Progress Ob-

struction 

After more than 1 year of blockade, and ups and 

downs in the negotiations, the ejidatarios agreed 

to lift their blockade in exchange of community 

works offered by the government.  

Dialogue and 

Negotiation  

(Reactive) 

Adaptive Resili-

ence 
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  External Stakeholder Domain Stakeholder Management Domain Resilience Domain 

No.  Events Timing 
External Stake-

holder 

External 

Stakeholder 

Category 

Stakeholder Ac-

tion 

(practice) 

Category of In-

fluence Strategy 

(practice) 

Project Response 

Response Strate-

gy 

(practice) 

Type of Resilience 

9 

During the initial stages of tunnel construction and 

due to the proximity of some houses, there was a high 

risk of flying debris from the explosions that could 

injure neighbours.  

Construction 

Phase 

Residents of 'El 

Cayaco' ejido  
Land Owners 

Preventive actions 

to mitigate possi-

ble Influence 

strategies from 

stakeholders 

Proactive Mitiga-

tion 

Company employees would ask neighbours to 

evacuate the area during the explosions.  

Dialogue and 

Negotiation 

(Proactive) 

Absorptive Resili-

ence 

10 

Blockade by the ejidatarios of El Cayaco led to risks of 

damage to the Macro-tunnel due to filtrations, poten-

tially compromising the tunnel's integrity and safety. 

Construction 

Phase 

 (Jun-Ago 2015) 

El Cayaco Resi-

dents / Civil 

Protection Agency  

Land Owners 

and National 

Authority 

Blockade 

(Conflict Escala-

tion) 

Progress Obstruc-

tion 

Specific negotiations were in place to gain 

temporary access to the construction site to 

drain the accumulated water. This approach 

was executed simultaneously with the pres-

ence of riot police.  

Coercive Negotia-

tion    

(Reactive) 

Adaptive Resilience 

11 

Due to the tunnel's construction method, there was a 

risk of potential damage complaints to neighbouring 

structures during construction.  

Construction 

Phase 

Residents of  

'Joyas de Brisamar' 

neighbourhood 

Affected 

Neighbours 

Preventive actions 

to mitigate possi-

ble Influence 

strategies from 

stakeholders 

Proactive Mitiga-

tion 

The construction company pre-arranged 

agreements with specialists to verify the actual 

extent of their impact on neighbouring struc-

tures.   

Resourcefulness  

(Proactive) 

Absorptive Resili-

ence 

12 

There was strong opposition and complaints from the 

neighbours about the discomfort of the construction 

method (i.e., explosives) 

Construction 

Phase 

Residents of  

'Joyas de Brisamar' 

neighbourhood 

Affected 

Neighbours 

Neighbour Com-

plaints  
Protest 

To attenuate the discomfort of the neighbours, 

the construction company had to install acous-

tic screens in the site.  

Resourcefulness  

(Reactive) 
Adaptive Resilience 

13 

Despite mitigation measures, the level of complaints 

about construction nuisances exceeded expectations. 

Legal action to suspend the work also took place.  

  

Construction 

Phase 

Residents of  

'Joyas de Brisamar' 

neighbourhood 

Affected 

Neighbours 

Neighbour Com-

plaints  
Protest 

The construction company had to change the 

conventional explosives it initially contemplat-

ed for more innovative ones.  

Resourcefulness  

(Reactive) 
Transformative 

14 

Neighbours of the construction project claimed their 

houses were suffering damages due to construction 

activities, and also complain about the nuisance.   

Construction 

Phase 

Residents of  

'Joyas de Brisamar' 

neighbourhood 

Affected 

Neighbours 

Neighbour Com-

plaints  
Protest 

Despite the company believing some of the 

neighbour's complaints regarding damages to 

their property were not caused by the tunnel's 

construction, the company committed and 

made the necessary repairs. 

Resourcefulness  

(Reactive) 

Absorptive Resili-

ence 

15 

A court issued a suspension order to halt construction 

work on the Macro-tunnel next to the residences in 

the Joyas de Brisamar area based on structural dam-

ages reported by the residents. 

Construction 

Phase 

(Apr to Jun-2015) 

Residents of  

'Joyas de Brisamar' 

neighbourhood 

Affected 

Neighbours 
Legal Action 

Progress Obstruc-

tion 

The construction company managed to appeal 

against the judicial order, arguing the necessity 

of continuing work due to safety concerns.  

Ignoring  

(Reactive) 

Absorptive Resili-

ence 

16 

Arguing that the construction company had not re-

spected the judge's suspension order. The neighbours 

decided to escalate the issue and file a criminal law-

suit against the construction company.  

Construction 

Phase 

(Mar-2016) 

Residents of  

'Joyas de Brisamar' 

neighbourhood 

Affected 

Neighbours 

Legal Action 

(Conflict Escala-

tion) 

Progress Obstruc-

tion 

The PO had to divert additional resources to 

address the legal defence.  

Resourcefulness  

(Reactive) 
Adaptive Resilience 
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  External Stakeholder Domain Stakeholder Management Domain Resilience Domain 

No.  Events Timing 
External Stake-

holder 

External 

Stakeholder 

Category 

Stakeholder Ac-

tion 

(practice) 

Category of In-

fluence Strategy 

(practice) 

Project Response 
Response Strategy 

(practice) 
Type of Resilience 

17 

In light of an un-planned explosion in the construc-

tion site injured four workers,  damaged 

neighbouring homes and caused distress among 

residents. The local civil protection agency requested 

an updated safety plan.  

Construction 

Phase 

 (Jul - 2014) 

Civil Protection 

Agency/ Joyas de 

Brisamar Neigh-

bours 

National Gov. 

Authority and 

Neighbours 

Authority inter-

vention due to 

safety Concerns 

and Neighbour 

Complaints 

Demand for 

Compromise  

The construction company submitted an 

enhanced safety plan, including additional 

safety trainings in collaboration with the 

Amy, and collaboration with civil protec-

tion agencies to improve safety measures 

at the construction site. 

Dialogue and Negotia-

tion 

(Proactive) 

Absorptive Resili-

ence 

18 

Disagreement between the Local Union of Transpor-

tation Workers and the National Union (contracted by 

the project) led to a strike due to tariff disputes.  

Construction 

Phase 

(Feb-Mar 2014) 

Local Transport 

Union 

Local labour 

union 

Strike 

(Conflict Escala-

tion) 

Progress Obstruc-

tion 

The PO negotiated with the Unions, and 

an agreement was reached. This agree-

ment included measures to expedite work 

recovery. 

Dialogue and Negotia-

tion 

 (Proactive/Reactive) 

Adaptive Resili-

ence 

19 

The local municipality issued a suspension of the 

Macro-tunnel construction works on the grounds that 

the project was not in compliance with the Urban 

Development Plan. 

Construction 

Phase 

 (Jun -2015) 

(Local) Municipali-

ty of Acapulco 

Municipal gov-

ernment 
Work Suspension 

Demand for 

Compromise  
Construction activities continued.  

Ignoring  

(Reactive) 

Absorptive Resili-

ence 

20 

For the Brisamar junction, PEMEX ceded part of the 

land where its major facility is. However, the project 

encountered unforeseen obstacles, including contam-

inated soil and the location of pipelines.  

Construction 

Phase 

National Oil&Gas 

company (PEMEX) 

State-owned 

company  

Inconvenient 

neighbour 

Demand for 

Compromise  

The PO had to deal with the soil contami-

nation and reconfigure construction 

details and activities to safeguard existing 

pipelines.  

Resourcefulness  

(Reactive) 

Adaptive Resili-

ence 

21 
Changes in the Brisamar junction project led to inter-

ference with structures within the Naval Base.  

Construction 

Phase 

Mexican Navy  

(SEMAR) 
Armed Forces 

Inconvenient 

neighbour 

Demand for 

Compromise  

Given the design interference and initial 

suspension of works by the Navy. The 

company had to modify the project and 

take on additional works to mitigate the 

damages. 

Resourcefulness  

(Reactive) 

Adaptive Resili-

ence 

22 

The PO faced significant delays and complications 

due to inaccurate or incomplete information from 

CAPAMA regarding the locations of water pipes and 

other utilities. 

Construction 

Phase 

Local Water Au-

thority (CAPAMA) 

Local-

government 

service provider 

Misinformation 
Demand for 

Compromise  

The PO adopted a trial-and-error method 

to accurately locate utilities, reconfiguring 

their plans based on real-time discoveries 

of pipe locations and other infrastructure. 

This approach included immediate repairs 

and adjustments to continue construction 

safely and efficiently. 

Resourcefulness  

(Reactive) 

Adaptive Resili-

ence 
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  External Stakeholder Domain Stakeholder Management Domain Resilience Domain 

No.  Events Timing 
External Stake-

holder 

External Stake-

holder 

Category 

Stakeholder Ac-

tion 

(practice) 

Category of In-

fluence Strategy 

(practice) 

Project Response 
Response Strategy 

(practice) 
Type of Resilience 

23 

The construction path of the Macro-tunnel project 

intersected with a mangrove area, prompting envi-

ronmental authorities (PROFEPA/ SEMARNAT) to 

demand the protection of this sensitive ecosystem. 

Construction Phase 

 (Jun 2015-Jun 2016) 

Environmental 

Protection 

Agency 

(PROFEPA) 

National Regula-

tory Agency 

Authority Inter-

vention due to 

Environmental 

Concerns 

Demand for Com-

promise  

The project organisation had to re-

design part of the project in that area 

and request the authorization of the 

Environmental body. Additional do the 

project modifications, there were addi-

tional works and reforestation measures.  

Resourcefulness  

(Reactive) 
Transformative 

24 

CONAGUA issued a shutdown of the construction 

activity of the surface section due to the non-

compliance with its regulations. Additionally, it de-

manded the removal of the embankments already 

built, claiming they posed a risk of flooding. 

Construction Phase 

 (Ago-Apr 2016) 

National Water 

Authority  

(CONAGUA) 

National Gov-

ernmental 

Authority 

Work Suspension 
Demand for Com-

promise  

Initially, the PO appealed the decision. 

But ultimately, it complied with the or-

ders from the authority. It stopped the 

works, removed the embankments, and 

subsequently had to re-design the sur-

face section. 

Resourcefulness  

(Reactive) 
Transformative 

25 

The PO faced several technical, social and regulatory 

challenges during the execution of the construction 

activities.  

Construction Phase 

Indirectly caused 

by El Cayaco and 

CONAGUA 

events 

Multi-

Stakeholder 

 Indirect Effect of 

Stakeholder Action 
Collateral Event 

At a critical stage, the collective decision 

was made to allocate all resources to 

finish the tunnel. This included those of 

the surface road.  

Resourcefulness  

(Reactive) 
Transformative 

26 

Strategic resource allocation led to the completion 

of the project's tunnel segment, resulting in limited 

traffic and an indefinite postponement of the re-

maining viaduct. 

  

Operation Phase 
Multi-

Stakeholder 

Multi-

Stakeholder 

 Indirect Effect of 

Stakeholder Action 
Collateral Event 

The Concessionaire faced reduced traffic 

flow due to partial operation, necessitat-

ing operational strategies to improve 

efficiency, restructure loans, and allocate 

additional capital for expenses and obli-

gations. 

Resourcefulness  

(Reactive) 
Transformative 
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5 | DISCUSSION 

This chapter is structured in three main sections, drawing from Figure 22. The first sec-

tion discusses the external stakeholder actions. Then section 5.2 presents the stakeholder 

management strategies, and lastly section 5.3 discusses the implications of resilience of 

the stakeholder management strategies.  

 

 

 

 
 

Figure 27: Overview of Relationships between Stakeholder Actions, Responses and Resilience 

5.1 EXTERNAL STAKEHOLDER ACTIONS 

 

The ‘Demand for Compromise’ influence strategy emerged when governmental stakeholders – 

traditionally holders of power and legitimacy—exerted their influence towards the project. A pat-

Stakeholder Management 

Strategies.  Section 5.2 

Implications of SM in 

Resilience. Section 5.3 

Events and External Stakeholder Actions. Chapter 4, and 

Section 5.1 
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tern emerged in the events under the category, showing a dynamic spectrum of the strategy's ap-

plicability. For instance, the majority of events (Events 17, 20, 21, and 23 in Table 23) fall on the 

lower end of the strategy spectrum and involve a more cooperative form of compromise. These 

events align with the "direct-input compromising strategy" as described by Nguyen et al. (2019). 

For example, in Event 20, the state-owned company (PEMEX) and the armed forces (SEMAR, 

Event 21) provided inputs required by the project but with ‘strings attached’. These instances rep-

resent a "collaborative compromise" that stems from the project owner's strategic interest in 

aligning with stakeholder requirements. 

In contrast, Events 19 and 24 demonstrate an escalated form of this strategy, where govern-

ment authorities not only supervise but actively enforce regulations. This spectrum of strategy 

aligns with Vuorinen & Martinsuo's (2019) strategy of "setting rules and supervising the project”, 

but extends it further to an interventionist stakeholder stance in addition to being vigilant. These 

cases demonstrated the stakeholders' willingness to issue suspension orders to halt construction 

activities, which were mainly driven by the legitimacy of the authorities rather than their power. 

For instance, in Event 19, the local municipality uses its legitimate position to assert influence, 

even when it lacked the authority (power). The significance of legitimacy is further highlighted in 

Event 24, where CONAGUA enforces compliance and the PO's failure to comply triggered the 

exercise of authority. 

 

Event 22 on the other hand, presents a scenario where the resource in question—accurate infor-

mation from CAPAMA—is not physical. This diverges from the direct-input compromising strategy 

and suggests a different form of resource dependency, one that is crucial yet intangible. This sce-

nario is indicative of an 'indirect' form of compromising that is not extensively covered in existing 

literature focusing on influence strategies (i.e., (Aaltonen et al., 2008; T. H. D. Nguyen et al., 

2019; Vuorinen & Martinsuo, 2019).  

 

As its name suggests, ‘Progress Obstruction’ is all about stakeholder actions that aim to obstruct 

the progress of the project. This can be done by blockades in the project's right-of-way (e.g., Events 

4, 8, and 10), disruption affecting both the project and its material supplies (Event 1), workforce 

strikes (Event 18), legal actions seeking the project suspension (Event 15), and even escalating to 

filing a criminal case against the PO (Event 16).  

 

Studies on stakeholder influence reveal a range of similar strategies. For example, “direct input 

withholding” (Aaltonen et al., 2008; T. H. D. Nguyen et al., 2019), which primarily originates 

from a resource dependency perspective inspired by Frooman’s (1999) work. However, in this 

case, ‘Progress Obstruction’ is not limited to resource-related actions. The literature also describes 

strategies like “litigation” (Hendry, 2005), though in more recent frameworks (i.e., Aaltonen et al. 
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(2008), Nguyen et al. (2019)), this strategy is not clearly emphasized. This likely reflects the con-

text-driven effectiveness of employing legal action; for instance, Nguyen et al. (2019) observed that 

external stakeholders refrained from legal action as the context of their study did not support 

such measures. Interestingly, although the context of this study might also be subject to question-

ing the efficacy of the legal system, it was nonetheless a strategy that played a central role in 

stakeholder tactics, either employed as the primary strategy to obstruct the progress of the project 

(Events 15, and 16) or in combination with other actions, like blockades (Event 1). 

 

‘Progress Obstruction’ broadens the dialogue to encompass these diverse strategies, representing a 

concerted effort by stakeholders to halt or slow the progression of a project through various 

means. The category captures the multifaceted nature of stakeholder strategies, uniting them un-

der the shared aim of project disruption. It takes a more comprehensive approach to include the 

collective impact of various tactics—blockades, legal challenges, or strikes—that converge to form a 

significant force against project continuation. 

 

The 'Protest' strategy encompasses a series of different stakeholder tactics that indicate opposition, 

though with a lower impact on the project and its progression. Instances of 'Protest' in this study 

ranged from public demonstrations (Event 2) to forming coalitions against the project's aspects 

(Event 3), along with communication efforts such as lodging public complaints, penning letters, 

and media engagement (Events 12, 13, and 14). 

 

This strategy reflects elements found in literature, mirroring Aaltonen et al.’s (2008), concepts of 

“coalition building” and “direct actions”. It also aligns with Nguyen et al.'s (2019) taxonomy in-

volving “direct”, “lobbying”, and “bolstering” strategies. However, the 'Protest' strategy adopts a 

broader lens, unifying multiple tactics into a singular, overarching classification. It directly show-

cases stakeholder discontent through multiple actions rather than dissecting the nuances of each. 

This broader interpretation of the strategy aligns more with Vuorinen and Martinsuo’s (2019) 

"complaining and resolving disputes” strategy.  

 

The 'Protest' category is closely linked to the 'Progress Obstruction' strategy identified earlier; not 

only does it serve as its precursor, but it also involves the same group of external stakeholders—

primarily landowners of the project's right-of-way or affected neighbours. The involvement of 

these stakeholders reflects how the project's layout is a common trigger for stakeholder actions, 

consistent with Liu et al.’s (2018) findings.   

The two strategies allow us to see the escalation of tactics employed by these stakeholders. 

They begin with relatively milder forms of expression, such as complaints or letters (protest), and 

escalate to actions that aim to halt project activities (obstruction). From a salience perspective, the 
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strategic progression from protest to obstruction illustrates a shift in stakeholder tactics—from in-

creasing the urgency of their claims (protest) to amplifying their perceived power and legitimacy 

(obstruction). 

 

The category ‘Collateral Events’ deviates from the strategies previously discussed, which can be 

characterised as ‘direct’ since they involve instances where external stakeholders explicitly intend 

to influence the project, such as through a blockade. In contrast, ‘Collateral Events’ encompasses 

events that are repercussions, either intentional or unintentional, of such direct actions. This cat-

egory highlights how the ramifications of direct events can ripple across various project stages, 

manifesting at different times. For instance, a change in construction procedures (Event 5) was a 

direct outcome of a blockade (Event 4), illustrating a clear and immediate link. It should also be 

noted that the blockade of Event 4 was a conflict escalation, demonstrating the ramifications of a 

powerful escalatory action. Conversely, other events may be more distantly connected and result 

from a mix of factors, not solely stakeholder actions (e.g., Events 25 and 26). 

 

The literature review reveals no similar categories in earlier studies. However, Nguyen et al. (2019) 

acknowledged a gap in their research concerning the long-term effects of influence strategies. This 

gap suggests a niche that ‘Collateral Events’ could fill. It is also important not to confuse this cat-

egory with ‘indirect’ strategies like the "indirect withholding strategy”(Aaltonen et al., 2008), 

which involves stakeholders influencing resources they do not control. 

 

This category is particularly relevant for this study as it draws attention to the actions and reac-

tions of the project organisation in response to these indirect influences. It demonstrates how 

past actions, such as prolonged blockades or regulatory suspensions, can cascade into operational 

challenges. 

 

The 'Proactive Mitigation' influence category includes anticipatory actions taken by the project 

organisation to address potential concerns or objections from stakeholders before they escalate 

into active influence strategies. Although this category is not directly triggered by stakeholder ac-

tions, it is closely linked to stakeholder perceptions and potential reactions. According to Liu et 

al. (2018) the public's perception of the risks and benefits associated with the project is a critical 

factor that contributes to collective actions against the project, highlighting the relevance of this 

category. 

Event 9 illustrates this, with the project organisation taking preventive measures to mitigate 

the risks posed by construction activities. Recognizing the danger flying debris posed to nearby 

residents, the organization sought to mitigate these risks, thereby preempting potential opposition 
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or demands from the landowners who could be affected by such activities. Similarly, Event 11 

demonstrates the project organisation's initiative to hire specialist contractors to monitor vibra-

tion levels due to the construction work, aiming to avoid complaints or a 'protest' influence 

strategy. 

5.2 EXTERNAL STAKEHOLDER MANAGEMENT STRATEGIES  

 

‘Resourcefulness’ emerged as the predominant strategy through the study, appearing in 17 distinct 

cases out of the 26 total. This strategy, except for Event 11, was primarily reactive, allowing the 

project owner to navigate the influence of external stakeholders by reallocating resources to ad-

dress the issue. This strategy often involved modifications in construction methods (Events 4, 13, 

20, and 22), diverting additional resources (Events 5, 6, 7, and 12), and design changes (Events 21 

and 23). It was also used to comply with a government authority order (Event 24) and do addi-

tional work and non-attributable repairs to prevent conflict escalation (Event 12). 

 

This strategy aligns with previous propositions such as Aaltonen and Sivonen's (2009) “Adapta-

tion” strategy, Ninan et al.’s (2019) “Flexibility” strategy, and Nguyen et al.’s (2023) “Complying” 

strategy. However, these strategies, while all “accepting” the stakeholders’ influence, have distinct 

underlying motives. For example, Nguyen et al. (2023) suggest that this strategy is employed when 

the project is adaptable or when the stakeholder requirements can be accommodated, a view sup-

ported by Ninan et al. (2019). Conversely, Aaltonen and Sivonen (2009) view adaptation as a 

response to powerful stakeholders. 

In this case, the use of ‘resourcefulness’ aligns more with the demands of powerful stake-

holders, similar to Aaltonen and Sivonen’s (2009) proposition. This is demonstrated in the 

reactions to the ‘Protest’ influence strategy by affluent neighbours (Events 12, 13, and 14), indicat-

ing the PO’s recognition of the stakeholders’ power. Conversely, it was only when conflicts with 

landowners escalated that the PO – forcefully- redirected significant resources to resolve the ‘Col-

lateral Events’ resulting from the prolonged blockade (Event 4). Furthermore, it is crucial to note 

that most of the ‘Demand for Compromise’ strategies were addressed through resourcefulness, 

which also underscored the significant influence of powerful stakeholders and the legitimacy of 

their claims. This was particularly evident in issues concerning government authorities, which 

were often linked to design flaws or omissions. 

 

An additional aspect of 'resourcefulness' is its inherent focus on maintaining project momentum. 

Faced with unexpected challenges, the PO was required to adapt swiftly to the ‘imposed’ condi-

tions (e.g., from the prolonged blockade in Event 4). These adaptations, involving significant 

changes to construction procedures, demonstrated a strategy deeply rooted in maintaining the 
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project's continuity. It is important to note the use of this strategy was accompanied by clear polit-

ical support. Not only as an enabler for employing the strategy (i.e., authorizing resource re-

allocation), but also as a driver for the pressing urgency to carry on. The government’s backing as 

an enabler for this kind of strategy is also supported by Ninan et al. (2019). 

 

The ‘Dialogue and Negotiation’ strategy was predominantly used by the project owner (PO) as a 

means to engage with stakeholders and seek resolution to emergent issues. It was implemented in 

six instances within the study, with an equal split between proactive (internally driven) and reac-

tive (triggered by external pressures) responses. The strategy’s dual nature reflects different 

situational tactics employed by the PO. 

 

External stakeholders' actions aimed at obstructing or protesting the project's progress typically 

trigger reactive responses. In such cases, the PO usually relied on government intermediaries for 

negotiations, resulting in prolonged and unproductive discussions with short-term solutions and 

repeated conflicts or escalation. For example, during the first blockade (Event 1), engaging in dia-

logue temporarily resolved the issue. However, as landowners felt their concerns were not being 

addressed, they escalated the conflict by aligning with other opposition groups (Events 2 and 3), 

ultimately leading to a prolonged and critical blockade (Event 4). These situations necessitated 

further dialogue, culminating in the PO conceding to stakeholder demands (Event 8).  

Alternatively, in cases where the strategy was internally driven, it was aimed at proactively 

addressing potential disputes or possible conflict escalations. For example, the PO took the initia-

tive to collaborate with safety authorities and revise the site safety plan after a hazardous incident 

(Event 17) or to mediate with union leaders and government officials to resolve a strike (Event 18).    

 

The dialogue and negotiation responses had a dual nature. On the one hand, in its broader and 

more purposeful form, it aligns with propositions such as Aaltonen and Sivonen’s (2009) “com-

promising strategy” or Ninan et al.’s (2019) “give-and-take”. However, the instances that portray a 

reactive dialogue and negotiation approach align more with a combination of counter strategies  

such as “bargaining” and conceding strategies such as “diverging”, as the combination of both 

would entail buying time (diverting) while negotiating (bargaining) (T. H. D. Nguyen et al., 2023). 

 

 

The 'Coercive Negotiation' strategy emerged as a tactic employed by the PO to exert pressure and 

force to respond to stakeholder actions. In a way, it aligns with 'Dialogue and Negotiation, as it 

involves engaging stakeholders in discussions. However, it stands apart due to the element of pres-

sure that shapes these negotiations.  
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While it shares some similarities with the “manipulating” strategy proposed by Nguyen et al. 

(2023), or Ninan et al. (2019) “persuasion via pressure strategy”, the 'coercive negotiation' strategy 

carries a more forceful undertone. It entails leveraging power to influence stakeholder actions and 

decisions, as well as compelling stakeholder compliance through pressure. 

 

In practice, the 'Coercive Negotiation' strategy was employed three times, all directed towards the 

landowners. The first instance presents a straightforward use of the strategy; in response to a 

'Protest' (Event 3), the government deployed riot police to disperse protestors obstructing a road. 

The other instances involved more complex scenarios, showcasing the full spectrum of 'coercive 

negotiation' and its overlap with the 'dialogue and negotiation' strategy, both centred around the 

prolonged blockade (Event 4). One situation arose from concerns about water filtration threaten-

ing the tunnel's integrity after the site was abandoned due to the blockade. The PO and civil 

protection authorities began negotiations to address this issue, but the blockaders remained pri-

marily focused on land payment demands. In response, the government escalated its approach, 

threatening to use police force to remove the blockade and justifying this escalation with safety 

concerns (Event 10). In another instance, during negotiations with landowners, the government's 

attempts to delegitimize the stakeholders' claims exacerbated tensions rather than easing them, 

ultimately leading to government concessions, which is why this particular case was labelled as 

'dialogue and negotiation’ (Event 8).  

 

‘Coercive Negotiation’ emerged as a response enabled by the government, which had the authori-

ty to deploy forceful measures such as police intervention. However, it was ultimately the PO's 

responsibility to address and mitigate the repercussions of these actions. The forceful nature of 

this strategy underscores its potential consequences and the need for careful consideration. 

 

The 'Ignoring' strategy emerged a calculated response to specific stakeholder pressures that could 

obstruct project progress. This strategy was implemented in response to actions classified under 

'Progress Obstruction' and 'Demand for Compromise,' in which legal and administrative suspen-

sion orders were issued against the project. Despite these significant pressures, the PO opted to 

continue with project activities, effectively setting aside the stakeholder claims. 

 

This approach is similar to the “dismissal” strategy identified by Aaltonen and Sivonen (2009), 

which involves disregarding stakeholder pressure. However, in this study, 'Ignoring' takes on a dif-

ferent perspective. The strategy suggests that besides simply disregarding a claim(e.g., Event 19), 

the PO can actively take deliberate measures to defuse the situation, basically sweeping it under 

the rug (Event 15). 
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In both instances, the PO's application of this strategy suggests a strategic choice. It was a calculat-

ed risk to 'Ignore' the stakeholders' actions based on an assessment of their legitimacy, which in 

both cases could be argued as low, deeming it less critical than maintaining project momentum. 

 

5.3 IMPLICATION OF STAKEHOLDER MANAGEMENT 

STRATEGIES IN RESILIENCE  

 

Resourcefulness was the only response strategy that led to all types of resilience: absorptive, adap-

tive, and transformative. Notably, the response emerged primarily as a reactive strategy, only 

emerging once as a proactive response (Event 11), resulting in absorptive resilience. In the rest of 

the cases, it was employed reactively, meaning that only when pressured by external stakeholders 

did the PO concede to the demands, and the accommodative nature of the response allowed for a 

variety of resilience types to emerge.  

 Overall, it only resulted in absorptive resilience on two occasions. Given the reactive na-

ture of the response, this fact implies that the reactive use of resourcefulness triggers significant 

changes that result in adaptive resilience and fundamental shifts that lead to transformative re-

sistance. It goes without saying that such changes required considerable resources. 

 

Transformative resilience, characterised by a profound level of adaptation and fundamental 

changes in response to highly unique and significant disturbances, was the outcome of six 're-

sourcefulness' responses observed in the project. Two instances involved conflict escalations from 

neighbours (Event 14) or landowners (Event 4), necessitating substantial project adaptations such 

as changes in construction procedures. Another two instances (Events 23 and 24) stemmed from 

authority demands that required major project modifications. The final pair of transformative 

events (Events 25 and 26) directly resulted from earlier transformative challenges, underscoring 

that enacting resilience responses is not a synonym for avoiding further adjustment.  

It is also crucial to note that, unlike other resilient outcomes, transformative resilience re-

quires the support of additional internal stakeholders beyond the project organization. 

Governmental support, a crucial enabler to overcome issues during the construction stage, was 

visibly acknowledged in most instances, as confirmed by all internal stakeholders interviewed 

(PM1, PM2, CPM1, see Table 2). 

 

Based on the above discussion, the following proposition is presented:  

 



 

 

103 

P1: Resourcefulness as a response strategy exhibits a high degree of adaptability. It can support all types 

of resilience—absorptive, adaptive, and transformative—depending on the unique demands of the situa-

tion and the nature of stakeholder interactions. The outcome in terms of resilience is contingent upon the 

complexity of the disturbance, the immediacy of the threat to project integrity, and the strategic objectives 

of the Project Organisation. 

 

'Dialogue and Negotiation' emerged as a response in six instances within the case study, leading to 

absorptive resilience four times and adaptive resilience twice. The results revealed two significant pat-

terns. First, the only two instances where ‘dialogue and negotiation’ was employed proactively, it 

led to absorptive resilience. This implies that proactive engagement with stakeholders pre-

emptively mitigates risks and avoids escalation of issues, leading to resilience, which is in line with 

previous research that emphasises early engagement with relevant stakeholders to prevent con-

frontation (Cuppen et al., 2016; Lehtinen & Aaltonen, 2020).  

Secondly, 'dialogue and negotiation' resulted in adaptive resilience when addressing already esca-

lated conflicts (Events 8 and 18). This suggests that the outcome will likely require flexibility and 

moderate change when employed as a response to conflict escalation. For instance, negotiating 

new terms with the union in Event 18 demonstrates this adaptability. Drawing from these obser-

vations, the following proposition is suggested: 

 

P2: The deployment of 'Dialogue and Negotiation' by the Project Organisation, whether used proactively 

or in response to influence strategies like 'Protest' or 'Progress Obstruction', typically promotes absorp-

tive resilience, thereby aiming to contain emerging situations and preserve the project's trajectory. 

Conversely, when this strategy is reactive to already escalated conflicts, it prompts adaptive resilience, 

necessitating the integration of changes to effectively manage and resolve the conflict. 

 

The ‘Ignoring’ strategy was visible on two occasions, both instances leading to absorptive resili-

ence. This outcome, characterised by the ability to 'bounce back', indicates that the strategy 

facilitated a quick return of the project to its ‘business as usual’ state. However, it's critical to dis-

tinguish that the use of 'Ignoring' was a calculated decision rather than a passive lack of response, 

as discussed earlier (see ‘Ignoring’ in §5.2.) Thus, while 'Ignoring' led to resilience in these in-

stances, it's important to consider that other types of ignoring—without careful consideration—may 

not yield resilient outcomes and could potentially lead to negative consequences. Drawing from 

these observations, the following proposition is suggested:   

 

P3: Ignoring strategies are likely to be employed when the stakeholder's influence threatens project pro-

gress, and the claim lacks enough legitimacy to be instrumentally ignored without leading to conflict 
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escalation. This usually leads to absorptive resilience, as the project continues without significant chang-

es.   

 

Coercive negotiation, observed in two instances, led to absorptive resilience in one case and adap-

tive resilience in the other. This pattern suggests that this strategy is typically applied in situations 

with low to medium novelty, resulting in minimal to moderate change in project dynamics. De-

spite its capacity to achieve resilience, this approach raises significant ethical concerns due to its 

coercive and potentially violent nature. 

 

These examples underscore the negative aspects of resilience when it is used to justify stakeholder 

management practices. Although the strategy might appear 'successful' in achieving project objec-

tives, it carries risks of larger consequences that can outweigh its benefits. For instance, in one 

case, coercive negotiation led to the forcible removal of protestors and could have potentially 

compromised ongoing and future dialogues with stakeholders. Such actions not only risk inflam-

ing opposition and exacerbating NIMBY syndrome but can also erode the project's social licence, 

thereby creating long-term issues for the Project Organisation (PO). 

Moreover, these cases illustrate resilience's 'dark' side and support the argument that resili-

ence is not inherently normative or not necessarily good (Naderpajouh et al., 2020; B. H. Walker, 

2020). The instrumental use of coercive negotiation also aligns with criticisms of stakeholder 

management practices, where some scholars contend that these practices often focus on achieving 

project goals without proper regard for stakeholders' rights and ethical considerations (Di Madda-

loni & Sabini, 2022; Huemann et al., 2016). The outcomes of coercive negotiation serve as a 

reminder that stakeholder management practice should be rooted in its normative principles. 

Consequently, the following proposition is presented: 

 

P4: Stakeholder management practices—whether proactive or reactive—should be bound to normative 

principles, prioritising ethical management strategies, and fostering purposeful negotiations. 

 

Based on the discussion, and the propositions developed, the framework that has been evolving 

through the thesis is finalised, as presented in Figure 28. 
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Figure 28: Final Framework 
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6 | CONCLUSION  

6.1 RESEARCH CONCLUSIONS  

This research sought to illuminate the practical implications of transitioning toward a ‘prepare 

and commit’ approach, as suggested by scholars. It focused on the relationship between external 

stakeholder management practices and their contribution to project resilience. A conceptual 

framework was proposed to guide the analysis and interpretation of the results, and ultimately, 

the research findings were incorporated into the framework (see Figure 28).  

The left side of the framework outlines the external stakeholder management strategies identi-

fied—ignoring, coercive negotiation, dialogue and negotiation, and resourcefulness—and links 

them to the type of resilience they lead to based on the reviewed data. 

 

These strategies or responses should not be viewed as guiding principles. Instead, they reflect the 

outcomes and consequences of various approaches and their impact on resilience. For example, 

from a resilience perspective, proposition 1 (P1) underscores the positive correlation between fa-

cilitating changes and maintaining project continuity. However, profound changes leading to 

transformative resilience come with trade-offs that must be carefully considered to ensure they 

benefit the project's long-term success. Resilience does not inherently link to progress or overall 

success—excessive reliance on transformative resilience can be problematic. Project flexibility 

should be designed and cultivated rather than forced in response to opposition. 

 

Proposition 2 (P2) highlights that dialogue and negotiation, when employed proactively, result in 

fewer changes compared to when used to address escalated conflicts. This underscores the im-

portance of early dialogue with external stakeholders. 

 

The findings confirm that external stakeholder management can lead to resilience, but there is 

often a better way. For instance, several strategies led to resilient outcomes, but this does not 

mean the underlying issues are resolved or will not resurface. Proposition 3 (P3) serves as a re-

minder that even when ignoring leads to resilience, it might only be temporary. Ignoring social 

issues or addressing them purely through technical solutions may not make them disappear—they 

are likely to return. 

 

Finally, the case of coercive negotiation exposed the unethical aspects of an instrumental ap-

proach to stakeholder management, which led to proposition 4 (P4), emphasizing the importance 
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of a normative foundation for stakeholder management strategies. This proposition reiterates the 

need to address stakeholder issues with ethical principles and avoid coercive or aggressive tactics. 

6.2 ANSWERING THE RESEARCH QUESTIONS 

Sub-research question  1:  What is the current state of knowledge regarding 

the challenges and strategies of external stakeholder management?  

Managing external stakeholders presents inherent challenges, notably due to their lack of formal 

ties with the project. This absence complicates the analysis, engagement, cooperation, and moni-

toring of such stakeholders. Moreover, organisations and projects often face constraints in the 

resources available to tackle stakeholder-related issues, intensifying these challenges. Additionally, 

managing or engaging with them proves complex, as each stakeholder group would have different 

expectations. Requiring some to be managed as a group and others as individuals.  

In terms of strategies for managing these stakeholders, the literature presents two broad categories 

of strategies and approaches. One approach is managing with or for stakeholders, which involves 

sharing the decision-making process with the stakeholders. Alternatively, the management of 

stakeholders considers a more instrumental technique where project managers, through a series of 

strategies, influence stakeholders to align with project objectives.  

Specific strategies can be categorised as either reactive or proactive. Reactive ones are an ex-ante 

response to a stakeholder's action. Alternatively, proactive ones consider anticipation and mitiga-

tion actions for possible stakeholder influences.  

 

Project resilience in the infrastructure domain refers to an organisation's ability to anticipate, 

withstand, and adapt to disruptions. It is founded on three primary types of resilience: absorptive, 

which enables quick recovery to an original state; adaptive, which allows moderate adjustments 

while preserving the project's essence; and transformative, which involves significant change to-

wards a new operational paradigm. Theoretical discussions on resilience centre on three phases: 

readiness and preparedness to cope with adverse situations, response, and adaptation to address 

immediate challenges, and recovery or adjustment for long-term project continuity. Infrastructure 

studies demonstrate extensive capabilities across these phases, such as robust risk management, 

effective communication, and flexible organisational structures. Recent research highlights the 

project organisation's importance in preparing to organise exceptionally. A process that is highly 

influenced by the state of the network in which the project is, therefore, important for effective 

external stakeholder management strategies to enact supportive behaviours of stakeholders.  
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 Sub-research question  2: What events did the case study face related to 

external stakeholders, and how did the project respond to them?  

The project faced a number of events involving external stakeholders. Even before the construc-

tion started, opposition movements were already coming from external stakeholders with essential 

resources against the project. The project being in an urbanised and densely populated area exac-

erbated the challenges. Consequently, 26 instances were found and analysed to assess the actions 

taken by the stakeholders and the responses enacted by the project organisation (PO). Given the 

project context, the two most recurrent influence strategies in the events are withholding of in-

puts, mainly land, and direct action by legal actions against the project. Conversely, the project 

organisation's preferred response was adaptation, followed by compromising strategies.  

Sub-research question  3: How can stakeholder management strategies en-

hance resilience in infrastructure projects?  

The research has identified four management strategies that organizations use to respond to the 

external stakeholders’ actions, in turn these strategies influenced the type of resilience achieved in 

the project, from absorptive to adaptive and transformative. Resourcefulness: This strategy is char-

acterized by adaptability, allowing project management to reallocate resources and adjust 

construction methods. It can support all types of resilience—absorptive, adaptive, and transforma-

tive—depending on the situation's demands. Dialogue and Negotiation: This strategy involves 

engaging with stakeholders to address concerns and resolve conflicts. It is generally associated 

with absorptive resilience when used proactively but can lead to adaptive resilience when address-

ing escalated conflicts. Ignoring: This strategy involves disregarding certain stakeholder actions 

when their claims lack sufficient legitimacy. It can lead to absorptive resilience, allowing the pro-

ject to continue with minimal changes. Coercive Negotiation: This strategy involves exerting 

pressure or force to influence stakeholder actions. While it can achieve resilience, it carries ethical 

risks and may have long-term negative consequences. 

 

However, while the research revealed a link between stakeholder management strategies and dif-

ferent types of resilience, it also revealed that resilience might not ultimately lead to project 

success. For instance, moderate or high changes from adaptive or transformative resilience might 

navigate the project to an unwanted state. Consequently, it is clear that resilience can be achieved 

quickly through the ‘Ignoring’ strategy, for instance, with the trade-off of possible recurrence or 

conflict escalation. The research findings ultimately suggest that proactive strategies should be 

prioritised as they lead to lower changes, similar to absorptive resilience. 
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6.3 CONTRIBUTIONS 

 

Firstly, from the case study analysis, the research classified four management strategies employed 

to address issues with external stakeholders: resourcefulness, dialogue and negotiation, coercive 

negotiation, and ignoring. Thus, the research provides additional understanding of what types of 

strategies project organisations employ to address influence strategies from external stakeholders 

and under what circumstances they employ them. These findings add to the existing but limited 

literature on the topic (e.g., Aaltonen and Sivonen (2009), Nguyen et al. (2023), Ninan et al. 

(2019)).  

 

Secondly, this study contributes to the emerging body of research on project resilience by provid-

ing empirical evidence supporting the link between stakeholder management and resilience. 

Despite the growing interest in project resilience, few studies have explored the relationship be-

tween external stakeholders and resilience (e.g., (Morkan et al., 2023; T. H. D. Nguyen et al., 

2023; X. Yang et al., 2022). This research contributes to this novel and growing body of 

knowledge by exploring the relationship between external stakeholder management strategies and 

their output in terms of the three types of resilience—absorptive, adaptive, and transformative—

identified by Frigotto et al. (2022). Furthermore, the study also sheds light on the possible positive 

and negative consequences of using specific strategies.   

 

Lastly, from a stakeholder management perspective, this study has addressed the call for addition-

al studies on external stakeholders and the implications of their actions towards the project and 

how they are managed (Aaltonen et al., 2008; Aaltonen & Sivonen, 2009; Di Maddaloni & Da-

vis, 2017; Diyagama et al., 2023; T. H. D. Nguyen et al., 2023). The findings reveal three primary 

influence strategies employed by external stakeholders: 'protest', 'progress obstruction', and 'de-

mand for compromise'. Moreover, the concept of 'collateral events'—highlighting the repercussions 

of stakeholder actions—emerges as an important addition to existing frameworks. The study also 

underscores the role of 'proactive mitigation', a strategy to mitigate potential conflicts before they 

escalate into significant challenges. 

 

 

For practitioners, in addition to the relationship presented in Figure 28 between external stake-

holder management strategies and resilience, I believe those insights complement well with the 

following  figure, which offers practical guidance on when different types of resilience are most 

beneficial. Resilience, like many concepts in project management, is a one-size-fits-all solution. 

Consequently, practitioners should recognise that every project will require some level of response 
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aligned with the three kinds of resilience: absorptive, adaptive, and transformative. However, the 

following framework outlines a general approach to guide practitioners in selecting the appropri-

ate resilience strategy based on specific project circumstances. 

 

 
Figure 29: A practitioner’s framework for Project resilience 

 

The horizontal axis in  addresses three strategic considerations for determining the most 

suitable resilience type. First, consider the project and its environment in terms of volatility, un-

certainty, ambiguity, and complexity (VUCA). Complex projects, or those embedded in highly 

dynamic environments, may benefit from adaptive or transformative resilience, whereas absorptive 

resilience is more suitable for those in more stable settings. Second, as the findings demonstrate, 

some types of resilience can be resource-intensive, so projects with tighter budgets should assess 

their capacity to implement strategies that lead to resource-demanding resilience. Lastly, the pro-

ject timeline influences the type of resilience required. Short-term projects may find absorptive 

and adaptive resilience more applicable, focusing on stability and incremental adjustments. In 

contrast, long-term projects could require transformative resilience to address ongoing changes 

and evolving needs. Furthermore, as evidenced by the findings, transformative resilience is ac-

companied by lasting changes, so short-term projects might not get the benefit of this kind of 

response.   

The vertical axis of the framework shows the considerations that each type of resilience have. 

It integrates the three phases of resilience (readiness and preparedness, response and adaptation, 

and recovery or adjustment) with kinds of resilience. To highlight the underlying characteristics 

each kind of resilience has.  

 

It is important to emphasize that this framework ( ) is illustrative rather than prescriptive. 

While every project can benefit from all types of resilience, each comes with challenges and is 

more useful in specific contexts. Thus, the relevance of the framework to make practitioners cave-
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at the use of management strategies in accordance with the kind of resilience that suits more the 

project.  

6.4 LIMITATIONS AND RECOMMENDATIONS 

 

The research revealed a series of limitations. For instance, the most notable were the time con-

straints, which had implications for the depth and breadth of the research and its 

findings. Additionally, while the single-case study is regarded as a valid research method, it inher-

ently limits the applicability of the results. Further empirical case studies would be needed to 

identify clearer correlations between responses and their effect on project resilience. The timing of 

the data and the project also presented some limitations. As mentioned, the case study was exe-

cuted between 2013 and 2017. Therefore, reaching stakeholders for an interview proved 

challenging. Given the changes in governments and ownership of the project, the number of in-

terviewees willing to participate in the study was limited. Additionally, it is possible that, due to 

the time of the construction project, some details were missing from the interviewees' narratives. 

Finding external stakeholders also proved challenging, and there were a limited number of them. 

Despite the news articles covering some elements of the external ‘story,’ further verification from 

the side of the external stakeholder would have provided additional insights. 

 

• A first recommendations is to expand and corroborate the findings of the present re-

search. Further studies with a similar scope should be undertaken to enhance our 

understanding of how stakeholder management strategies contribute to resilience. The 

inherent limitations of a single empirical study only provide a partial understanding. Fur-

ther evidence from multiple case studies of infrastructure projects in different contexts 

can enrich this discourse.  

• Future research could benefit from incorporating quantitative methods to complement 

the qualitative findings and provide a more rounded understanding, particularly of the 

cost associated to achieving each type of resilience. 

• Further studies could delve into the role of inter-organisational dynamics in fostering pro-

ject resilience. Specifically, it could examine how different contract types and 

organisational structures facilitate or hinder the ability to respond to unforeseen chal-

lenges. This could extend to studying the mechanisms through which other types of 

contracts and other forms of organisational partnerships impact resilience. 

• While the focus on external stakeholders is crucial, the influence of internal stakeholders 

and project team dynamics on resilience merits further investigation. Research could ex-
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plore how internal stakeholder alignment, communication, and decision-making process-

es contribute to or detract from resilience. 

• Through the research, clear parallels and intersections emerged between risk manage-

ment, resilience, and stakeholder management. For scope purposes that remained outside 

of the present study, but future research can explore these relationships in depth.  
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APPENDIX |A – INTERVIEW PROTOCOL 

Interview Protocol - Internal Stakeholders 
 
INTRODUCTION 

• First of all, thank you for your availability and willingness to participate in the inter-

view. 

• I would like to reiterate that the interview is 100% for academic purposes and will be 

completely anonymous.  

• My University takes very seriously the issue of Ethics and the handling of information 

and processes related to research. Therefore, I am sharing with you a document on 

consent for your review. If you have any questions, please feel free to ask. Also, during 

the interview if there are things you don’t feel comfortable sharing or you wish to stop 

the interview at any time is possible.  

• In a general sense my aim is to understand what happened to the project during the 

execution in relation to unforeseen events or circumstances that challenged the pro-

ject.  

•  During the interview pleas assume that I have no knowledge whatsoever about the 

project.  

 
QUESTIONS 
Introduction 

• Who are you?  

Identify the interviewee's participation and the phase of the project in which he/she began 
his/her participation. 

• What has been your participation in the project?  

• Follow-up: Since when or from when were you involved in the project? 

Identify specific cases of undesired events caused by external stakeholders and their conse-
quences. 

• What happened in the project?  

• Follow-up: Can you recall any specific problems caused by people outside/external to 

the project? 

• Follow-up: What happened as a result of this event and who were these outsiders? 

Explore what strategies were used to Manage External Influences and whether they were effec-
tive (e.g. were they reactive or proactive). 

• When these events occurred, what measures did the organization take to deal with 

them? Are there any particular examples? 

Questions related to: Before or leading up to the event(s). 

• Do you consider that the project was prepared to deal with unforeseen events? 

• Follow-up: Was there a process in place to deal with contingencies? 



 

 

124 

• Were there plans in place, were they effective, and what would have facilitated a 

better response?  

• Can you recall a specific case where yes/no? 

• Follow-up: What would have made it easier for them to be better prepared?  

• Do you consider that the organization's response was reactive or proactive? 

Questions related to: During the event(s). 

• Once an unexpected event occurred, what made it difficult to deal and/or solve them? 

• Was there was a joint participation with the government? Who decided which actions 

were to be taken (the government, the company?) 

Questions related to: After the event(s). 

• In which cases were the problems solved? Did anything change afterwards (lessons 

learned)? What worked? What did not work? 

• What do you think were the project's strengths in dealing with these unforeseen 

events?  

• Follow-up: Do you have an Example?  

CONCLUSION 

• In retrospect and based on your experience, what could have been done better in deal-

ing with outsiders in the future? 

• And in general, is there anything you would do differently today? 
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Interview Protocol - External Stakeholders 
 
INTRODUCTION 

• First of all, thank you for your availability and willingness to participate in the inter-

view. 

• I would like to reiterate that the interview is 100% for academic purposes and will be 

completely anonymous.  

• My University takes very seriously the issue of Ethics and the handling of information 

and processes related to research. Therefore, I am sharing with you a document on 

consent for your review. If you have any questions, please feel free to ask. Also, during 

the interview if there are things you don’t feel comfortable sharing or you wish to stop 

the interview at any time is possible.  

• In a general sense my aim is to understand what happened to the project during the 

execution in relation to unforeseen events or circumstances that challenged the pro-

ject.  

• During the interview pleas assume that I have no knowledge whatsoever about the 

project.  

 
QUESTIONS 
Introduction. 

• Who are you? 

Identify the interviewee's participation and the phase of the project in which he/she began 
his/her participation. 

• What has been your participation in the project?  

• Follow-up: Since when or from when were you involved in the project? 

 

Questions related to: Before or leading up to the event(s) 
Understand their perception of the project and the situations that occurred.  

• What happened in the project?  

• Follow-up: Please explain how the project(organization) was involved with you (were 

there meetings, mailings, calls, contact persons)?  

• Follow-up: Who do you consider was leading this process with you towards you (the 

Government or the Company)? 

• Follow-up: How do you consider the process of involving them in the project went (was 

it early or late, with sufficient dialogue and information)? 

• Follow-up: Did you feel included in the process?  

 

Explore the perspective of external parties on the strategies employed by the project to 

manage them. 

• How do you consider the ways and processes of the construction company to attend 

them?  

• Follow-up: What about those of the government?  
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• Follow-up: Do you consider that the construction company and the government were 

in the same channel?  

Questions related to: During the event(s). 

• When a problem occurred. Do you think the company handled it well? Did the compa-

ny have a quick, proactive, reactive response? Do you have any examples?  

• How did you perceive the management of these measures by the Project organization 

and/or the State Government? 

• Of the problems that were resolved, what would you attribute that facilitated their 

resolution?   

• Of the issues that were not resolved, to what would you attribute that could not be re-

solved? 

Questions related to: After the event(s). 

• Do you consider that the organizers of the Project learned from the issues that were 

occurring?  

• Follow-up: Do you believe that they take into account your observations, needs or 

comments?  

 

CONCLUSION 

• What do you think would have been a better way for the company and/or the govern-

ment to address your needs or demands?  

• Follow-up: Do you have any specific examples?  

• What suggestions would you give to the Project Organization (Company/Government) 

when addressing environmental, social and economic issues?  
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CONSENT FORM: 
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INTERVIEW TRANSCRIPTS 
 
 

Removed for confidentiality  
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