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Abstract.  

In Colombia, Higher Education institutions such as universities, both public and private, must 

fulfil three core functions: Education, Research and Social Development. Social Development 

refers to the services carried out by the university that make a positive impact on the 

surrounding communities and improve social welfare. This is achieved through teaching and 

research, which generate a range of projects that directly connect an institution to those 

communities. The stakeholders for Social Development projects typically have a significant 

influence on their development and success, however the relationship between stakeholder 

management and a project’s success has been poorly documented to date. This article seeks to 

describe the characteristics of this relationship and establish the importance of stakeholder 

management in the context of Social Development projects, using the institution of the 

University of Boyacá as a case study. Through a literature review and data analysis, this study 

will consider the research variables in order to determine the influential stakeholder groups in 

Social Development projects and, furthermore, define how the management of stakeholders 

positively affects their success. By doing so, we aim to generate literary support for future 

research and investigation in this area of projects. 

Keywords: stakeholder management, success, Social Development projects, universities, 

stakeholder management influence. 

1. Introduction  

In our study, we apply terms such as project management and stakeholder management that are 

more typically associated with the construction and engineering sectors, to discuss their 

influence in Social Development projects. Good project management, as well as stakeholder 

management, has become essential to the better implementation and operation of projects, 

regardless of the sector where they are carried out. Better project management implies a direct 

compliance with particular requirements that offer solutions to problems, or that generate value 

for clients and/or stakeholders, who are the ultimate beneficiaries of their implementation. This 

compliance can be categorized as successful when variables such as scope, schedule, and costs 

are met, according to the theorical support demonstrated in this study.  
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Amongst the various projects generated by the case study arise those that fall within the Social 

Development function associated with the interactions between the University and the social 

environment and communities where it is situated. These projects that are carried out as part of 

the function of Social Development within the university context have a strong academic-

investigative focus, where project management is practically unknown in their implementation 

(Fuentes & Guiza, 2020). Universities or higher education institutions in Colombia are required 

to fulfil three main functions: Education, Research and Social Development. These are each 

evaluated by the Ministry of Education and The University’s fulfillment of these social 

community-related aspects affect national and international accreditation processes, access to 

student financing, and other metrics used to value these institutions. These projects which are 

the focus of our study have a strong social component, due to the specific involvement of 

communities in their development, and the expectation that they fulfil the third function of the 

university’s Social Development aspect. Consequently, in the development and importance of 

these activities, a knowledge or an awareness of the relevance of stakeholder management is 

required and an understanding of how it influences the success of these Social Development 

projects. The main objective of this research is to establish the relation between these elements 

of Social Development projects.  

 

With this purpose of establishing a clear relationship, it was necessary to create an instrument 

for analysis and collection of data related to the influence of stakeholders in the success of 

Social Development projects. According to Davis, there is not a previous method that performs 

this type of analysis (Davis, 2017). Furthermore, it is necessary to know how this process of 

analysis occurs within the case study concerning stakeholder management, in order to generate 

best practices in the future management of this type of project. According to the literature 

review, stakeholder management is mostly related to types of industries (such as construction) 

and projects, as are definitions of success and their interrelation; however, these are neither 

directly relevant or applied to Social Development projects. Most literature refers to the 

variables independently as well. In addition, the analysis of data collected through this 

instrument will provide not only a better understanding of these projects but also literary support 

for better general practices.  In studying the approaches to this kind of project, a general lack 

of project and stakeholder management practices is observed, as is supporting evidence of their 

success.  

2. Methodology 

The present work has a quantitative approach, which aims to establish the relationship between 

the influence of stakeholder management on the success of projects developed at the level of 

Social Development at the University of Boyacá. It is also descriptive and correlational. 

According to Hernández et al. (1997), descriptive studies seek to specify the essential properties 

of people, groups, communities, or any other phenomenon subjected to analysis. Further to this, 

Hernandez suggests that correlational studies have the purpose of measuring the degree of 

relationship that exists between two or more concepts or variables (Hernández et al., 2014). 
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Figure 1: Diagram of the working methodology used 

 
Source: Own elaboration based on qualitative research Hernández, Fernández y Baptista (2014) 
 

The information collection instrument was applied to the number of the simple random sample 

given for the population of active-internal stakeholders: Project Managers. The total Social 

Development projects at the time of implementation were 85, where the Project Managers were 

the sample. The formula is known as a non-probabilistic intentional sampling of the structural 

type applied (Torres, 2008), and the instrument applied to 69 of the interested parties previously 

mentioned, in order to interpret the data to be measured 95% of the time. Being in the interval 

of ± 5% to the data observed in the survey. 

2.1 Analysis of the study area  

The University of Boyacá, the case study for this investigation, is one of the three hundred and 

forty-seven (347) Higher Education Institutions (HEI) in the country. These HEI have around 

2.293.550 students, 149.280 professors, and an un-estimated number of other workforces. 

together, these institutions generate 2% of the country's Gross Domestic Product (GDP). 

(Ministerio Educacion Nacional, 2016). This institution alone in 2019 carried out 85 Social 

Development Projects (SPP), performed in several surrounded communities with different 

kinds of needs. 

2.2 Obtention and evaluation of business sample 

The following formula was applied, (Torres, 2008): 

 

𝑛 =
𝑁 ∗ (𝑍)2 ∗ 𝑃 ∗ (1 − 𝑃)

(𝑁 − 1) ∗ 𝑒2 + 𝑍2 ∗ 𝑃 ∗ (1 − 𝑃)
 

 

Based on the above, the result of the necessary representative sample with 95% confidence 

corresponds to 69 stakeholders. These were the different roles identified related to the sample: 
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Social Development Coordinator 9.0%; Executor 76.1%; Advisor 13.4%; Social Development 

Committee 1.5%. Wherein most roles are made up of teachers 65,7%, then students 29,9%, and 

general stakeholders at 1,5%. The case study as a Higher Education Institution is mostly 

considered a functional organization with 71,6% of activities fulfilling a functional purpose; 

this means that it organized by departments or areas where, alongside the usual academic 

activities developed, they oversee the project's responsibilities. 

3. Theorical support  

3.1 Stakeholders management analysis 

There are several evaluations of stakeholder management practices dating from 1991 to 

nowadays, but according to (Samboni & Blanco, 2015), there is no standard tool or 

methodology to carry out stakeholder management and neither for Social Development 

Projects. According to the Project Management Institute, the management of stakeholders 

involves identifying people, groups or organizations that may affect or be affected by the 

development of the project, in order to analyze their expectations and the likely impact they 

will have within the project. In turn, this helps to develop appropriate management strategies 

with the intention of achieving the active participation of these people in decisions, in the 

execution of the project and thus improve their level of satisfaction (Project Management 

Institute, 2017). 

 

The purpose of stakeholder analysis tools is to identify the stakeholders within a project, 

characterize them, and use this information to implement active management initiatives 

(Bourne & Weaver, 2010). This identification determines who are the stakeholders, their 

influence on the development of the project, the obstacles generated, or their integration, in 

order to establish strategies for the adequate achievement of the objectives of any organization 

or project. The use of these comprehensive and useful measures developed take into account 

the relevant stakeholder groups and their interests. This relevance of stakeholders becomes a 

prerequisite for successful stakeholder management (Rowlinson & Cheung, 2008); therefore, it 

becomes a result of successful projects, especially those considered to be complex (McElroy & 

Mills, 2000). Stakeholder management involves the project team and enables stakeholders to 

identify, negotiate, and achieve objectives through participation in the project process 

(Rowlinson & Cheung, 2008). 

 

Before 2000, there was no discussion of stakeholder management in terms of project 

management, (McElroy, 2000 cited in Turner, 2000). Particularly in the education sector, this 

area of knowledge is an unknown field when projects retain an academic and investigative 

focus. Investigation of the relationship of stakeholders, their management, and their impact on 

success in projects of Social Development is even more scarce. Up to the moment of the present 

investigation, it has not been possible to find or relate a single reference related to these 

variables, and specific to this type of project. As a consequence, this research aims to answer a 

particular need through the following research question: To what extent does stakeholder 

management influence the success of Social Development projects? Moreover, understanding 
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the influence of stakeholder management on the success of these Social Developments projects 

also involves answering a second research question: Who are the main stakeholders in Social 

Developments projects, and what is their level of influence? By knowing these stakeholders, 

their roles and correlations, and current practices within the Higher Education sector, will not 

only generate literary support in this field, but it is also an opportunity to improve existing 

practices, thus obtaining more effective results that, within the social, community-driven 

aspects, will be of high relevance, especially in these times of complexity and turbulence faced 

by Higher Education institutions both locally and globally. 

 

In this sense, and corresponding to the existing literature, it becomes necessary to establish a 

definition of stakeholder management to this specific type of project as follows. Garcia et al 

states: "Stakeholder management is an important activity in the development of the project since 

they, the stakeholders, are decisive for governance (García et al., 2018); Without proper 

management, the stakeholders tend to lose interest, reducing their availability and attitude for 

the development of the programmed activities of the project (Junior et al., 2015) leading to a 

perception of failure. On the contrary, if well-managed stakeholders, within the organization 

and the project managers, a premise of consented success is built (Bourne & Walker, 2005). 

Likewise, stakeholder management is the constant development of relationships with 

stakeholders for the success of the project (McElroy & Mills, 2000) in the different project life 

cycles to obtain successful results (Assudani & Kloppenborg, 2010)." 

3.2 Project stakeholder management and success relation. 

Success in projects is grouped into 4 main stages. See table No. 1. In this same relation, 

several authors have proposed their definitions of success. 
Table 1: success characterization stages 

 period Success characterization 

stage 1 1960-1980 Project implementation and delivery: Metrics such as time, cost, and specifications 

were prevalent for measuring project success. The customer contact was minimal. 

Literature and practice from this period predominantly supported this trial as the 

foundation of project management. 

stage 2 1980-1990 Critical Success Factors (CSF): Lists of factors that were the source to estimate 

the success of projects were identified and created, however, these factors were 

not standardized, grouped, or conceptualized based on the project scenario (Judgev 

& Müller, 2005). 

stage 3 1990-2000 Reference Frames of Critical Success Factors (CSF): In this period, reference 

frames regarding the success of projects emerge. After this period, most 

publications took the concept that success was dependent on the stakeholders 

(Lester, 1998 cited in Judgev & Müller, 2005). 
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 period Success characterization 

stage 4 2000-

onwards 

Strategic project management: Most of the literature from this period highlights 

four conditions for project success: 1. Success criteria agreed with stakeholders. 

2. Collaborative work relationships. 3. The project manager must empower with 

flexibility. 4. The owner (sponsor) must take an interest in the performance of the 

project. 

Source: Own elaboration with information of (Jugdev & Müller, 2005). 

 

The Social Development Projects, according to the case study, are mainly driven by four 

indicators: management, result or effect, process or accomplishment, and (positive) impact. 

These indicators do not relate to or demonstrate stakeholder management, nor its influence on 

the success of the project. In an investigation carried out by Thomson, taking into account the 

performance metrics of a project based on the value judgment of the clients, it was shown that 

the stakeholders declared that their needs were not taken into account and, as a result, that the 

project was considered a failure (Thomson, 2011). In this order of ideas, projects of Social 

Development must arise from the attention of the needs of the interested parties, not starting 

exclusively from the criteria of the executors, nor limiting these efforts only to initial stages of 

the project. In the words of (Serrador & Turner, 2014), it is necessary that success criteria are 

agreed among the interested parties before the project start and that these conditions are 

accomplished in order to achieve success; however, these criteria alone do not guarantee it.  
 

However, until the date of this review, there has not been a registered model in the project 

management literature focused on stakeholders and their relationship to project success (Davis, 

2017). Currently, the success criteria of the projects are measured using multiple parameters; 

These include the realization of strategic objectives focused on the client, the satisfaction of the 

end-user, and the satisfaction of other stakeholders. (Ika, 2009) in (Assudani & Kloppenborg, 

2010). The stakeholders are the best judges of the success of the projects in (Serrador and 

Turner, 2014) by (Turner & Zolin, 2012), and this perception of success evaluated with 

dependence over time. Shortly after project completion, time, scope, and cost relationships are 

no longer relevant, the impact on the customer and their satisfaction become more critical than 

the standard measures.  (Shenhar et al., 1997) in (Serrador & Turner, 2014). 

 

The traditional measurements of the projects are based on the relations of the iron triangle: 

scope, time and cost (Atkinson, 1999) in (Serrador & Turner, 2014), but in Social Development 

projects, these measurements of the triangle are not appropriate for measuring, since the 

projects are initiated with substantial restrictions of all three variables of cost, scope and time, 

and that most of them arise without a proper project management methodology. Nevertheless, 

despite these restrictions and  lack, as established by Munns and (Bjeirmi,1996) in (Serrador & 

Turner, 2014), the projects can be successful. Attending to (Munns & Bjeirmi, 1996) in 

(Serrador & Turner, 2014), "The projects end when delivered to the clients." However, in Social 

Development projects, the project does not work in this scenario, on the contrary, the project 

can only start if there is a client who benefits from the work, but who must work on it to be 
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completed and obtain the proposed benefits; According to this statement, stakeholder 

management is essential for their success. 

 

For this reason, the need arises to define success according to what (Cooke-Davies, 2002) has 

stated as "project success" concerning the fulfillment of the objectives, and not "project 

management success," which follows traditional measures of scope, time and cost performance. 

Based on this argument, the definition of success in Social Development projects depends on 

the achievement of the project objectives, which tends to align with the objectives in the 

framework of the University Social Responsibility policy RSU, in the guidelines of projects of 

Social Development of the institution. Likewise, it is clear that for any other university and 

Social Development project, they will be those stipulated in the institution’s internal policies 

and guidelines. This investigation measured it in terms of the perception of the stakeholders 

regarding the fulfillment of the objectives of the project. 

3.3 Stakeholders. 

Our definition of stakeholders is based on the characterizations of stakeholders made in 

different literature reviews, carried out by (Li, 2007) adapted by (Rowlinson & Cheung, 2008), 

which covers 21 years of characterizations of keys organizational stakeholders. The most 

aligned and suitable for Social Development Projects correspond to the discrimination of 

independent characteristics made by (Rowlinson & Cheung, 2008) and (Kloppenborg, 2009), 

which distinguish between internal and external stakeholders. PMI and other authors also adopt 

these. However, in a better understanding of this kind of project, the authors of this research 

propose an additional category of classification that works explicitly for Social Development 

projects. In addition to the classification of Internal and External stakeholders, it is also 

recommended to classify stakeholders into two more groups, as either “Active” and “Passive”. 

Active, those who must be directly involved with the development and/or implantation of the 

and without whose contribution, interest, and attitude, the deliverables of this type of project 

cannot materialize. The Active Stakeholders Characterized in this study are: teachers, 

researchers, students, and members of the community who need to solve problems (by means 

of the project) that directly affect their quality of life. Passive Stakeholders, on the other hand, 

are those who may or may not be involved in the development of the project – and therefore 

the materialization of the deliverables may occur without their involvement – but who have 

enough power within its initial and final execution, influencing the determination of the project 

as successful or not. The Passive Stakeholders Characterized here are: administrative staff, 

assessment committee of Social Development projects, graduates from the University, 

communities, groups of people that need to solve their problems that may affect their quality of 

life, however either their needs were not identified or appropriately managed, or the project in 

which they are involved does not directly generate their interest or meet their expectations, and 

governmental and non-governmental entities. Classifications of Internal, External, and Active, 

Passive stakeholders, in agreement with the descriptions of these categories, emerge from the 

theoretical review of this research and the understanding which results from the analysis and 

experiences of the authors in the management of Social Development Projects. 
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4. Results. 

The four leading roles characterized as Key Stakeholders in Social Development Projects are 

teachers (65,7), students (29,9%), staff (3,0%), and communities (1,5%) validated with the 

sample. In the same way, the categorization of Internal (85,1%), external (13,4%) with broad 

theoretical support was confirmed. Concerning Active (89,1%) and Passive (10,4%) 

stakeholders, the sample was also able to discriminate between them by validating the new 

categorization for stakeholders in Social Development Projects. Even the contrast between the 

stakeholder categorization matches in the range of +-5% of reliability.  

4.1 Result in terms of stakeholder management. 

In an overview about the general processes carried out in stakeholder management practices, 

stakeholder identification management is mostly developed at 76,1%; Plan Stakeholder 

management at 78,2%; the stakeholder engagement management at 86,4%, and Stakeholder 

involvement monitoring at 86,7%.  

 
Figure 3. Stakeholder management in Social Development Projects 

 
Source: Own elaboration 

 

The analysis also shows with lower implementation the use and updating of tools and 

techniques in this first process of identification of stakeholders, roughly between 14,9% and 

16,4%. Even though it is observed that the identification process was carried out, however, the 

use of formal tools and techniques was not methodic or a standard practice. Regarding the Plan 

Stakeholder management, the lowest rates ranged from 7,6 to 19,7% related to stakeholder 

mapping. In this mapping, the stakeholders are placed into categories as a representation 

technique to plan future management. Following Engagement Management, processes as 

question and doubts solving 55,2%, and enhancing positive stakeholders' commitment to the 

project, 53,7% were likely positive. Instead, the establishment of communication methods at 

20,9%, risk management at 19,6%, and feedback at 17,0% these processes were the least 

noticed. Concerning Monitor Stakeholder Engagement, the Project Manager played a vital role 

at 52,2% assuming conflict management attitudes toward conflict solving, also looking ahead 

to the accomplishment of stakeholders' interest and expectations at 49,3%. On the contrary, the 
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lesson learned 17,9% of the overall processes, and a periodic assessment of stakeholders' 

engagement desired against planned at 22,0% were the lowest performed activities.  

 
Figure 3. Stakeholder correlation result analysis – kruskell-wallis 

 
Source: Own elaboration 

4.2 Results in terms of success perception in the Social Development Projects. 

In an overall view, 88,4% of Project Managers considered that this kind of project developed 

from a success perspective with 59,7% conducted in line with Social Development objectives 

accomplishment, and at 55,2% corresponding to quality requirements. General results 

satisfaction at the culmination of the projects was around 53,0%. However, only 12,1% of this 

satisfaction was backed by a tool or measurement technique. Even though these projects started 

with high restrictions on cost, time, and scope, the sample considered that these projects mostly 

accomplished goals to schedule at 47,8% and 59,7% concerning planned cost. On the other 

hand, 26,7% considered that risk management was not adequate in their projects. Also, a general 

misunderstanding on this matter was evident relating risk to other aspects apart from the project. 

Neither was there evident use of Earned Value or Schedule Value or other measures to monitor 

and control projects along with their development.  

4.3 Stakeholder Management influence in Social Development Project Success. 

In addition to the previous analysis, a Spearman correlation was implemented to validate the 

relationship between the variables where all four aspects of the Stakeholder Management 

(stakeholder identification, plan stakeholder management, stakeholder engagement 

management, and Stakeholder involvement monitoring) relates in a positive and significant way 

to the success of Social Development Projects. In a specific view of the correlation between all 

four aspects of the stakeholder management, they are linked to a weak or deficient initial 

stakeholder identification, a lower perception of success in this kind of project. The low usage 

of identification tools and techniques is evident again in this correlation, observing their 

influence in the project's success. This success is strongly related to stakeholders' needs and 
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requirement accomplishment without avoiding the overarching Social Development goals. It 

establishes that this success could be strongly affected by the lack of stakeholder knowledge 

and the use of visual representations, therefore consisting of a lack of engagement and 

understanding of their involvement in the project.  

 

Proper Stakeholder involvement in the development of the project has a stable incidence at the 

project's success. This process is relevant because it is mostly related to the people and team 

development, through the use of communication management where the overall process does 

not require proper use of tools and techniques. The lack of a standard definition of the project's 

objectives by stakeholders has a strong influence on the project's success and how the 

stakeholders measure it. The above supports that Social Development projects must arise from 

the attention of the needs of the interested parties that do not stand exclusively in the criteria of 

the project manager or limiting these efforts only to the initial stages of the project. 

Additionally, the involvement focused on maintaining the commitment of the interested parties 

is relevant to the success of a project, especially in these social projects where without the 

involvement of external-active stakeholders, i.e. "communities", these projects would simply 

not have a reason to exist; but, without their positive participation, the project could not generate 

the expected results for those involved, both executors and communities. 

 

The lack of monitoring in the involvement of the interested parties and neglection of the 

experiences, both positive and negative, of previous projects for the planning and development 

of new ones, can also affect how the project can be successful. Likewise, the management of 

stakeholder monitoring affects the results generated in meeting the established needs and 

requirements. In this same way, they influence the fulfillment of the objectives of Social 

Development. Activities related to monitoring, like those of the engagement management 

process, were characterized by the non-preferential use of tools and techniques, which require 

prior knowledge by managers for their use and implementation, which in this case affected the 

correlations positively. 

5. Conclusion   

Due to the lack of previous literature related to Social Development projects and their 

stakeholders, the proposed characterizations for the critical stakeholders in these projects were 

verified and validated, with strong bibliographical support. Amongst these, we identified 

internal and external classifications, which can also be defined as "Active” and “Passive", 

according to the stakeholder’s role in the project. Likewise, the definition made for stakeholder 

management and the success in this type of project is appropriate in order to provide a more 

general context for the management of projects within Social Development. The collated results 

and data allow a better understanding of both stakeholder management and project management 

in these types of project. Particularly in the case of Social Development in Higher Institutions, 

Project Management has been scarcely documented, therefore this information accomplishes 

one of the objectives related to stakeholder characterization and also provides theorical support 
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for future investigation and likewise for successful stakeholder management in this type of 

projects. 

 

With the analysis carried out through the use of the SPSS statistical tool, linking the results and 

findings for the management of stakeholders and the perception of success, it was possible to 

illustrate the proportionality of these two variables, and that they are most significantly and 

positively correlated for Social Development projects as previously described. In other words, 

the influence of the groups of stakeholders on the success of the projects is closely related. As 

such, the main objective of this study to identify this relationship was accomplished. Moreover, 

how these factors are managed will largely depend on their successful completion; Social 

Development projects should not only focus on economic issues, schedule or scope; their 

primary function, in fact, for which they are implemented, yet of which little is taken into 

account, is the generation of value for their active and passive stakeholders. 

 

This research indicates that the management of the interested parties plays a large part in the 

success of the projects, as stated by (McElroy & Mills, 2000), however it was also evident in 

the case study that there is a predominant non-use of tools and techniques for identifying the 

stakeholders. Even if the management of the interested parties is not entirely structured in the 

use of tools and techniques, it is equally significant in the success of the projects. In the analysis 

made, opportunities for improvement were suggested to be implemented by the case study. 

Apart from the definition of success outlined for these Social Development Projects, it is also 

relevant that the criteria for success must be defined among the stakeholders before the project 

begins and that these conditions must be met to achieve success as stated by (Serrador &Turner, 

2014). This recommendation must be considered as a fundamental element to guarantee 

success. 

 

On the other hand, concerning a definition of success, this depends on how managers conceive 

of their projects as successful; however, these evaluations by the different groups of 

stakeholders were not available, confirming the statement of (Turner & Zolin, 2012) that the 

evaluation of success in different interested groups is rarely performed. The bibliographic 

evaluation carried out around the research of stakeholders in Social Development Projects is 

limited to adequately describe those interested in Social Development projects and the roles 

interacting. Consequently, it is necessary to generate new points of view around the 

classification of interested parties; in this manner, this article allows us to provide an additional 

bibliographic source that will open the way for future research on this topic. 
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