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Abstract 

 Project organizations are globally facing challenges for satisfying local communities 

through allocation of higher financial resources on hard infrastructure and development 

programs. Ascending trend of communities’ protest and resistance against the projects, on the 

other hand, deems the efficiency and effectiveness of these schemes. Furthermore, reviewing the 

stakeholder management literature elucidates that vast majority of stakeholder research is 

underpinned by the implicit assumption that the focal organization is the one and only decision 

maker and thus over emphasizes on reflecting the organization’s viewpoint. Consequently, the 

perception and viewpoint of the local communities are neglected and the literature fails to bring a 

comprehensive image of the debate.  

 The purpose of this research is to depart from the organization centric approach of 

stakeholder management literature and analyze the local communities’ stakeholders to explore 

how they perceive the project organizations. To achieve that, this research establishes its 

foundation over the normative core of stakeholder theory and adopts theoretical lenses from 

psychological research, organizational studies and ethics of care to investigate how individuals 

within local community perceive organization’s activities and how contextual and organizational 

factors influence this perception.  

 The results of this research concur that project organizations essentially assign roles and 

rights to the stakeholders according to their group belonging. In the governance structure of the 

organizations, the local communities’ stakeholders are routinely positioned quite distal from the 

organizational level where the decision making processes are undertaken. The local 

communities’ individuals, consequently, are excluded from the decisions that influence them the 

most. Conceptualization through attribution theory elucidates that this exclusion results in 

development of negative bonds between the organizations and local communities. The 

communities’ perception can also be influenced by the level of power and perceived legitimacy 

of local government and media. Informed by feminist formulation of stakeholder theory, this 

research suggests that construction of the organization’s knowledge from the demanded care of 

the local communities and carrying out the caring activities at the local level considerably alters 

the perception of the communities. To recognize the communities’ demanded care, the 

organizations ought to decentralize the decision making to their border where individuals from 
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inside and outside of the organization are in contact with each other. Through principled 

dialogues, these multidimensional selves at the local level develop a unified army to conduct the 

caring activities. The responsibilities of organizations, therefore, are not essentially identified by 

the organization’s limited knowledge and are not broad brushed by excessive concentration on 

the financial developments. They rather have an adoptive and democratic nature and are 

designed according to the recognized demands of the local communities. This approach 

empowers the local communities and protects them on their vulnerable points from the harm of 

the projects.   

 For the practical implications, this research suggests that management for stakeholders in 

large organizations ought to be done through the embodiment of virtue of caring in individuals. It 

is believed that these are the virtuous individuals that allow the organization to perform ethically. 

The code of ethics and formal contracts developed at the organizational level do not 

independently result in satisfaction of local communities. Furthermore, these contracts cannot 

support the local communities’ individuals to make correct perceptions from the motives behind 

the organization’s behavior. These are the individuals at the local level who, getting connected to 

these stable components of the organization, make caring activities practical and by conducting 

principled dialogues with them create an environment within which the perceptions at the two 

sides of the organization border are mutually constructed.  

 

Keywords: Stakeholder management, Local communities, Governance, Ethics of care, 

Organization’s Legitimacy, Perception 
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1 Introduction   

 

 

 

 

 

 

1.1. Setting the Scene 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Deployed in the proximity of a small village in Niger Delta, a tremendously large and 

complex oil extraction project is conducted by a multinational oil company.  The multinational 

Oil Company, with its headquarter in Western Europe, has so far had a history of more than five 

decades with this country. From the first day of the initiating phase, the company has 

announced its good will in terms of corporate citizenship and acknowledging their 

responsibility towards the host communities. A preeminence department of the organization is 

dedicated to communities development projects and a variety of community development 

activities are being studied, designed and performed by the organization. This organization 

claims to have invested a large sum of $70 million to resettlement and livelihood restoration 

activities are included.  

 While this scene implies to a promising route to reaching local communities’ 

satisfaction, the stats of social protests, collective violence and riots in the country against the 

project organization collapses this assumption. The foregoing situation has meant that despite 

the significant efforts of the oil company, their communities’ relations are still ridden with 

conflicts and the oil company still remains as the unpopular citizen, rightly or wrongly.  

 The two opposing narrations from the same story open the gate for explorations on the 

efficiency of communities’ management practices, which might unlock the secret behind these 

two very different trends: ascending resource allocation on communities development on the 

one hand and the local communities stakeholder increasing dissatisfaction, on the other hand.  

 

“Stakeholder theory has been an incredibly 

powerful tool for understanding and improving 

organizations, and their relationship with other 

actors in society... However, improvements to 

stakeholder engagement through stakeholder 

theory have tended to help stakeholders who are 

already somewhat powerful within organizational 

settings, while those who are less powerful 

continue to be marginalized and routinely 

ignored.” 

(Bondy & Charles, 2018) 
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 The intensity and scale of community development activities have been upgraded by Oil 

companies since the widespread social disaster in Nigeria in mid-1990s. Organizations started to 

behave more consciously towards the communities, respecting the principals of sustainability. 

Corporate Social Responsibility became a mission for Oil companies and most of the companies 

claimed that to reduce current and prospective risks, close attention must be paid to integrity, 

safety and protection of people, asset integrity and respect for the environment, also through a 

commitment to research. 

 On the other hand, research in the field of stakeholder management has experienced an 

explosion of theoretical development over the past several years in different directions (Buchholz 

& Rosenthal, 2004). The investigations on managing local communities, as one of the legitimate 

groups of stakeholders introduced by Freeman (1984), has followed the same trend. Corporate 

social responsibility with its diverse and divergent definitions (Jamali, 2008), corporate 

citizenship (Hemphill, 2004), community development (Green & Haines, 2015) and other 

research ponds conceptions of minimal legal and economic obligations and accountability to 

stockholders to broader responsibilities to the wider social system in which a corporation is 

embedded. 

 Despite these endeavors, one may find a big gap yet existing between communities’ 

management practices and the ascending trend of communities’ dissatisfaction and protests 

against the organizations. This thesis is a step taken towards for unfolding the issue. 

Acknowledging the value and contributions of all previous research of the field, this research 

aims at adopting a fresh perspective on the persisting issue associated with local community 

stakeholder management. Stemmed from a pragmatist philosophical paradigm and established 
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over the fortified constructs of stakeholder theory, this thesis adopts a psychological theoretical 

lens, supports that with the literature of organizational legitimacy and lands on the ethics of care 

to achieve its aims.  

1.2. Research Gap and Positioning 

 The emergence of communities’ inclusiveness practices in projects is a relatively new 

phenomenon (Idemudia, 2007). Nevertheless, over this short period these activities have been 

firmly established in project organizations in major public and private infrastructure projects, 

transforming them to arguably the champions of communities’ responsive behavior (Wheeler et 

al., 2002; Frynas, 2005; Frynas, 2010). Significant community development schemes are 

designed in terms of corporate social responsibility, community development practices, or 

education and requirement plans for communities’ youth and work as add-ons to the project 

activities.  

 The influence of these practices, however, are not completely mirrored in the 

communities' satisfaction trends (Frynas, 2010; Theo & Loosemore, 2010; Yalegama et al., 

2016), as in some parts of the world the trend of project unpopularity, communities’ protests and 

resistance against the projects is surprisingly ascending in terms of intensity and scale both 

(Boholm, 1998; Dear, 1992; Lake, 1993; Idemudia & Ite, 2006; van den Ende & van Marrewijk, 

2019). This is despite the fact that in some of cases in different countries, the communities do not 

even acquire the right to demonstrate their dissatisfaction since their opposition is surpassed by 

the government or even military intrusions (Kuran, 1997; Tost, 2011; Hanna et al., 2016).  
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 In parallel to the explosion of theoretical developments on stakeholder theory (Buchholz 

& Rosenthal, 2004; Littau et al., 2010), the problems associated with the interrelation of the 

communities and organization have been explored by some researchers in the field (see for 

example: Brammer & Millington, 2003; Jamali, 2008; Beauséjour, 2009; Cicmil & O'Laocha, 

2016; Tang-Lee, 2016; Lin et al., 2017; Teo & Loosemore, 2017; Di Maddaloni & Davis, 2018). 

Nonetheless, reviewing the communities’ management literature reveals that the research in this 

arena is limited to two shortfalls. First, local communities are the least studied group among all 

legitimate stakeholders and second, by focusing on the organization as the prevalent unit of 

analysis, the research about communities falls short in providing a comprehensive image of the 

debate.  

 In the field of project management, while majority of the former investigations revolve 

around the influence of the communities protests and opposition of the project (e.g. Teo & 

Loosemore, 2010, 2017; Yalegama et al., 2016; van den Ende & van Marrewijk, 2019), few 

articles focus on development of social plans for the communities or sharing project benefits 

with them (e.g. Loosemore, 2016; Yalegama et al., 2016), and some investigate the role of 

communities participation in post-crisis project activities (e.g. Lin, 2017; Sadiqi et al., 2017). In 

majority of these studies the project organization is considered as an autonomous focal self, 

‘isolatable from other selves and from its larger context’ (Wicks et al., 1994, P. 479). This has 

resulted in an ‘unbalanced perspective in which the stakeholder voice is under represented and 

remains a limitation of stakeholder theory’ (Miles 2017, P. 448).  

 Thus far, the project management literature has overlooked the exploration of 

communities as an autonomous legitimate unit of analysis that observes the project 
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organization’s behavior, cognizes its practices and develops a perception and judgement from 

that. It can be argued that until now not only in practice but also in the research, local 

communities have been encountered as a faceless group with a predetermined role, instead of 

humans with complex and diverse values, backgrounds and emotions (McVea & Freeman, 2005; 

Freeman et al., 2007). Stemmed from the previous short fall, in the interrelation between 

communities and project organization the influence of organizational behavior and contextual 

factors such as media, government and NGOs (Ma et al. 2017), over the project viability and 

local communities’ perception has been left untouched.  

 The prevalent theoretical and practical approaches against stakeholders describe a set of 

characteristics that are historically embodied by men. This can be argued that the masculinist 

assumptions of stakeholder theory extend to influence how local communities are treated by oil 

companies and stakeholder scholars the same. This approach places premium on autonomy, 

power and independent nature of organizations and marginalizes the less powerful local 

communities in a routine manner (Fig, 2007). The extreme approach of oil companies resembles 

a metaphor of inhabitants of an autonomous independent and powerful planet, building their 

projects on the local communities’ planet, inhabitant of which have neither enough power to 

influence what is happening on their planet, nor a distinct voice to be heard from the distance of 

the oil company’s.  

 A feminist representation of stakeholder theory, on the other hand, interrogates all of 

these assumptions and suggests that ‘the individual and the community, the self and the other are 

two sides of the same coin and must be understood in terms of each other’ (Wicks et al., 1994, p. 

483). The feminist organization study of stakeholder theory (Grosser & Moon, 2019), provides a 
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gendered stakeholder process that calls attention to relationships, responsibility and experience 

of stakeholders and organization as a collective whole (Borgerson, 2007). A feminist 

organization, therefore, ought to provide a democratic environment within which all voices are 

heard and all viewpoints are considered.  

 This gendered stakeholder process can be considered as a fresh approach towards 

managing stakeholders (Freeman & Liedtka, 1991), and is introduced as the moral grounding of 

stakeholder theory (Burton & Dunn, 1996). Despite all of these potentials, its translation into 

organizations’ practices and particularly its influence on the stakeholders’ satisfaction have 

remained overlooked. Moreover, the organization’s gendered approach cannot be simplified into 

a black and white dualism. The masculinist and feminist approaches of the organizations would 

rather build a spectrum over which different shades of gendered processes could be adopted. 

Nonetheless it seems that, trying to make the most possible distance from the masculinist 

approach, the feminist stakeholder scholars have neglected this diversity.  

In short, the following are identified as points of interest for this study: 

 Given the scattered and limited investigation on the local communities in the project 

management literature, it is worth exploring the literature to unfold how these 

stakeholders are mapped within the organization’s strategy. To this end, an analysis of 

the most valid journals of the field to classify the position of the external stakeholders 

within the governance of the organizations and the theoretical frameworks adopted to 

analyze their interrelations with the organization is vital and timely;  
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 Consideration of local communities as the unit of analysis together with their perception 

from the project organization and the processes underpinning their cognition is becoming 

an important research focus;  

 In the interrelation between project organization and the local communities, only little 

has been discussed in the academic literature regarding the influence of other members in 

the network of stakeholders, such as media and government, on the communities’ 

perception and organization’s practices, both;  

 Consideration of a change afforded by decentralization of decision making to other 

members of the network of stakeholders calls for narratives which flesh out the relevance 

of this claim. The lack of narrations from actualities of such practices has long been 

considered as a limitation to the stakeholder theory, and its feminist formulation, in 

particular;  

 In this thesis, the main concept under discussion is local communities’ perception from 

project organization’s activities and behavior. From the initial point, therefore, the approach 

adopted in this research is different from majority previous investigations that delve into the 

stakeholder management practices investigating the organization’s viewpoint. Acknowledging 

the validity of previous research, this research aspires to determine how local communities as the 

legitimate group of stakeholders (Dunham et al., 2006), as the ‘ends’ to the’ means’ of 

organization (Kant, 1785), and as humans with names and face (McVea & Freeman, 2005) 

perceive what they observe from project organizations activities?  

 This fresh perspective adopted in this research requires application of theoretical lenses 

that are different from the prevalent ones exploring the stakeholder management approach. On 
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the one hand it calls for a newfangled exploration in the philosophical underpinnings of 

stakeholder theory which may normatively explain what ought to be done for local communities, 

and on the other hand, this twirl in the unit of analysis aspires for supporting the abstraction of 

stakeholder theory (Phillips et al., 2003), with other interpreting tools that are capable of 

unfolding the complexities in the human’s perception and the factors that bring a change to it.  

 This research, therefore, can be seen as an extension to the stakeholder theory by 

providing fresh propositions on how internal and external factors can influence local 

communities’ perception in project settings. More specifically this research adds to the 

normative formulation of stakeholder theory by exploring how the organizations ought to behave 

against their stakeholders in order to make practical their good Kantian motives. Additionally, 

this research is the first in the field of management that brings empirical evidences in support of 

a feminist perspective so the organization can position and define itself within the society and  

show care to all of the stakeholders, more specifically to those who  

are more vulnerable and least powerful against the risks and harms generated from the project 

practices. 

1.3. Research Aim, Relevance and Delimitations 

 To tighten the abovementioned gaps, the general objective of this research is unfolding 

local communities’ perception from the project organization and the factors influencing this 

perception. This objective is achieved through analysis of local communities’ perception from 

project organization in comparison to the organization’s approach towards the communities at 

the organizational and local level. Further, project’s contextual factors such as the quality of the 
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government and legitimacy and influence of other members of the network of stakeholders on 

project organization practices and local communities’ perception should be studied.  

 The relevance of this study stems from the ascending trend of local communities’ 

dissatisfaction, protest and opposition against the project, on the one hand, and increasing the 

allocation of financial resourced on community development practices by the organizations, on 

the other hand. Project organizations are struggling to solve the problem of communities by 

increasing the financial resources allocated to them. This approach, unfortunately, seems to bring 

trivial or even opposite results regarding the communities’ satisfaction (Idemudia, 2007). While 

thus far the stakeholder management literature has failed to bring a plausible explanation for 

these two asymmetric trends, I believe by adopting new perspectives and theories, this research 

is a promising route to provide insightful discussions on supporting organizations in better 

addressing the communities’ needs and making them more satisfied.  

 In this research, local communities’ perception and judgments from the project 

organization is studied. The results of the study revealed that this is not the type of sector that 

dictates how the local communities’ perception changes. This is rather the project organization’s 

approach towards the communities at the organizational and local level that influences the 

communities’ perception. Therefore, the suggested relations between the constructs of this 

research might be transferable to other sectors with similar organizational behviours and similar 

environmental settings. 

 Considering the ultimate message of this study, this research is not aiming to dictate 

specific action in the abstract. The results of this research are rather very generic with 

recommendations on transformations in organizations’ governance structure and normative 
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behavior towards local communities. Any respective organization, accordingly, needs to analyze 

the specific needs and concerns of the communities it is confronting and establish detailed 

procedures appropriate for the specific needs of the local communities in the context and setting 

of the project activities.  

1.4. Research Questions 

 Against the background explained previous sections, the overall and detailed research 

questions of this study are stated as follows: 

RQ. What are the processes and influencing factors underpinning the local communities’ perception from 

project organization behavior?  

This research question will be answered through the investigation of the following sub-questions: 

RQ1. What are the roles and rights considered for local communities in project 

management literature and how these stakeholders are encountered by project 

organizations? 

RQ2. How do local communities’ individuals perceive project organization’s 

practices? 

RQ3. How do contextual factors influence local communities’ perception?  

RQ4. How does organization’s behavior influence local communities’ perception? 

1.5. History of the Research Journey  

 I carried out this research as a Ph.D candidate in the European Doctorate in Industrial 

Management (EDIM) program. EDIM is a joint doctoral program funded by the European 
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Commission under the Erasmus Mundus Action 5 (2015-2019). It is run by a consortium of three 

European universities: KTH Royal Institute of Technology, Sweden, Politecnico di Milano 

(POLIMI), Italy, and Universidad Politécnica de Madrid (UPM), Spain. 

 As part of the program requirement on mobility, I spent three years at my home 

institution POLIMI for the periods May 2016- June 2017 and July 2018– end of study). I spent 

one year at my host institution UPM This mobility differed from exchange programs in that, 

throughout the program and regardless of where I was physically located, I was working under 

the close joint supervision of my supervisors from both home and host institutions.  

 During my stay in Milan I had the opportunity to work closely with Prof. Rodney Turner. 

This collaboration was really fruitful since at the early stages of my research design, I had 

frequent face to face discussions about the gaps and research opportunities in the field of project 

management and the insightful comments I received from Prof. Turner allowed me to shape my 

research as it is now. The collaboration then further resulted in co-authorship of two articles 

(Paper I and Paper II) with Prof. Turner who is the second author of both papers. 

 Thanks to the generous financial support of the program for attending to the international 

events, I had the opportunity to present my research in several international conferences and 

workshops. I received constructive feedback on my work and one of the articles I presented in 

EURAM 2018 received the IPMA-PIM best student paper award.  

1.6. Overview of the Thesis Chapters 

 The ten chapters of this thesis are designed to illustrate the journey of the research. This 

research entails of three rounds of data collection, three rounds of data analysis and three 
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theoretical frameworks, all of which, under the umbrella of stakeholder theory, are combined to 

address the abovementioned research questions. The structure of the forthcoming chapters comes 

below and is summarized in Figure 1:  

 In Chapter 2 the literature background of the thesis is reviewed. This chapter starts with 

definition of community in stakeholder literature. It then unfolds the history and theoretical 

constructs of stakeholder theory and reviews how this theory has been implemented in project 

management arena. The extensive explanation of the constructs of feminist stakeholder theory is 

brought in the next section followed by the attribution theory. The processes underpinning the 

legitimacy judgment of project organization comes next and the chapter is concluded by a 

holistic theoretical framework that is developed from all of the theoretical frameworks 

incorporating to address the research question.  

 Chapter 3 aims at explaining the methodological reasoning and approach of the research. 

It starts with explanation of the research strategy and approach. The process of theoretical data 

collection (systematic literature review), and 3 phases of empirical data collection are presented 

(1
st
 phase: exploratory interviews to define the practical issue of the field, both. 2

nd
 phase: 4 

cases theoretically selected for theory building purposes of the research and finally the 3
rd

 round: 

single extreme case chosen to test the developed theories). This chapter continues with 

explaining how the three rounds of inductive, abductive and deductive reasoning are linked 

together. The philosophical stances of the research, explanation of the actualities of the context 

of research and quality assessment of the research conclude this chapter.  Chapter 4 is 

dedicated to detailed explanation of the five empirical cases. While the first four cases are 

selected according to the theoretical replication at the organizational and project level both, the 

fifth case is an extreme which is implemented to test the theoretical contributions of this 

research. The detailed information of the interviewees and the contextual conditions of the cases 

are extensively represented in this chapter.  

 From Chapter 5 the illustration of the results and theoretical contributions of the thesis 

start.  Addressing RQ1., in this chapter the process of thematic analysis of the systematic 

literature review is explained. The coding process and the emergent themes are presented and the 

final results highlight what are the roles and rights essentially assigned to local communities in 
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project management literature and how do different levels of project organization encounter with 

different groups of stakeholders including local communities.  

 The conceptualization afforded by attribution theory is explained in Chapter 6. This 

theory interprets how local community individuals find the causality behind the project 

organization’s behavior, thus addressing RQ2.  

 Transmitting the individuals’ perception to the collective level is explained in Chapter 7, 

where the empirical data collected in the 4 cases are analyzed through an extensive coding 

process. The results brought by this analysis explain how contextual factors at the local level 

influence the perception of organization’s legitimacy. 

 Chapter 8 continues to explain the factors influencing the local communities’ perception 

from project organization. This chapter has its focus on the organization’s behavior and the 

influence of a masculinist vs. feminist approach to local communities is explained. The process 

of thematic abductive analysis of the four cases is explained and the results are interpreted in the 

light of feminist reading of stakeholder theory.  

 The findings of the previous chapters are tested in Chapter 9 through a single case 

analysis. The fifth empirical case is applied to test all of the hypotheses developed in the research 

through a comparison with rival hypotheses.  

 Finally Chapter 10 summarizes the findings and explains how different sections of the 

research contribute to addressing the four research questions. The contributions of this thesis to 

stakeholder theory, the limitations of the research and the potential directions for future research 

conclude this final chapter of thesis.  
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Figure 1. Methodology overview, research phases and links to the thesis chapters 
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2 Theoretical Background  

  

 

 

 

 

 

 

 

 

 

 

This chapter presents the theoretical lenses concerning the concepts linked to the development of 

the local communities’ perception. In this thesis several theoretical frameworks were applied in 

order to focus on different aspect of local communities’ behavior, perception and judgment. All 

of these theoretical frameworks are integrated to develop a generic theoretical framework for 

the research.   

 Before entering to unfold the theoretical frameworks, the definition of communities, as it 

was applied in this research, must be primarily explained. Therefore, I will first unpack the 

definition of local communities as considered in available literature as well as in this thesis. 

Local communities explained, I then present a review on how stakeholder theory evolved and 

extended on its three different aspects and how organizations’ strategic management is 

“Stakeholder theory does fail to provide an 

algorithm for day-to-day managerial decision-

making. This is due to the level of abstraction at 

which the discussion is taking place. Stakeholder 

theory provides method by which stakeholder 

obligations are derived and an admonition that 

managers must account for the interests of these 

stakeholders when making decisions. It is 

impossible to say a priori what these interests will 

be and how they may be accounted for due to the 

myriad ways that an organization might be 

arranged. Hence, it is impossible for such a theory 

to dictate specific action in the abstract.” 

 

(Phillips, Freeman & Wicks, 2003)  

 

 

 ( 
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influenced by this theory. This section will introduce two approaches adopted in the literature 

and practice, alike, towards the stakeholders and will link them to the three abovementioned 

aspects of the theory. The application of stakeholder theory in the field of project management 

will be discussed later, followed by an explanation of feminist ethics as the moral grounding of 

stakeholder theory.  

 Following after the explanations about the importance of perceptions in stakeholder 

management research, I will review how stakeholders’ perception is developed by observing the 

organizational behavior. In this section I will highlight attribution theory as a framework 

explaining the process of reasoning and assigning traits to others undertaken by humans.  

 In the last section of this chapter I will explain how the communities’ final judgment 

from organization is developed as an outcome of internal perceptions and influences of external 

evaluators such as the judgments coming from government or media. It also explains how this 

judgment is settled and how it can be considered for re-evaluation under certain circumstances.  

2.1. Community Unfolded 

 The complexity of meanings attached to the term of ‘communities’ illustrates the 

challenge incorporated to the precise definition of the term in several fields of study (Dunham et 

al., 2006). Hillery (1955), was one of the pioneer community scholars who brought out from the 

literature a wide range of nineteen disparate definitions of communities. This high number of 

definitions demonstrates how differently the concept of community has been encountered by 

scholars within diverse fields.  
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 Community was among the first notions introduced from the initiating phases of the 

development of stakeholder theory. In his general classification Freeman (1984), placed 

communities beside customers, suppliers, employees and financiers as legitimate stakeholders, 

the concerns and demands of whom ought to be considered by the organizations. The definitional 

issue incorporated with stakeholders as a whole, is repeated in the precision of communities’ 

identity and has been considered as an obstacle in practical application of this notion in research 

and practice (Dunham et al., 2006).  

 To set forth with this issue Dunham, Freeman and Liedtka, (2006) further classified the 

communities within four sub-categories of communities of place, communities of interest, virtual 

advocacy of groups and communities of practice and proposed three different stakeholder 

management strategies in regard of these sub-categories. This attempt was driven by the most 

prevalent criteria used by majority of scholars in different fields; the three applied attributes are 

geography, interaction and identity, as introduced by Lee and Newby (2012). The sub-

categorization is still broad, Dunham et al., (2006) concluded at the end of their article, and is 

suggested that for the sake of more practical applications stakeholder theorists and practitioners 

make smaller groups within each category for each case in the real world.  

 In this regard, I faced a dilemma while deciding about identification of local communities 

in the oil and gas extraction projects. Addressing this dilemma is more complex in projects that 

are large enough to impact a vast variety of groups and individuals of communities. That is, the 

extent of influence of large project exceeds from the classic definition of communities in these 

four categories and therefore positioning groups and individuals of local communities in one of 

the abovementioned sub-categories becomes a challenging task.  
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 As Dunham, Freeman and Liedtka, (2006, p. 37) stated, “The community of place 

pursues much of its existence outside any particular influence of the corporation…these 

communities and the corporation can generally pursue their objectives without extensive 

dialogue or active engagement with the other.” The social and environmental impacts of large oil 

and gas extraction and refinery projects on people living in their proximity, however, has been 

explained as life changing (Vanclay, 2002; Zimmermann et al., 2005; Melchert, 2007; Xue et al., 

2015). Therefore, it is impossible to make some clean cut distinctions between community of 

place and community of practice or interest as every individual in the community can acquire 

more than one role embedded in the larger group of community.  

 The reflections of this issue can be traced in the work of Bondy and Charles (2018), 

where the authors emphasized on the importance of departing from having role based 

homogeneous definitions for stakeholders and adopting an approach that acknowledges several 

relativist definitions of the self. Concurring Bondy and Charles, in this research the ontological 

definition of local community is shifted from their essential definition given to them by the 

project organization to the multidimensional identification that the local communities consider 

for themselves.  

 The definition of communities in this research is thus not limited to the categorization 

introduced by Dunham et al., (2006). I rather assume that any group or individual in the project’s 

surrounding whose life is at any level or extension impacted by the project activities can be 

considered as a member of community. More specifically, those people who are bounded 

together through some shared values and believe are considered as local communities of the 

project. Project activities may reform those objectives and values and this will enter these people 
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into the group of communities through the classic definition of stakeholder provided by Freeman 

(1984).  

 In the next step and with the aim of identifying the communities in empirical 

investigations of the studied cases, I had to have a closer look at the dynamic attributes of 

geography, interactions and self-identification of the individuals and groups. Therefore, 

following Dunham, Freeman and Liedtka, (2006)’s suggestion, closer investigations within each 

case clarified the detailed composition of each communities as a whole.  

2.2. Stakeholder Theory  

 As the overarching umbrella of this research, stakeholder theory will be explained in this 

section. Considering the depth and diversity of concepts linked to the stakeholder theory at 

managerial, theoretical and philosophical levels, this section will review the literature to bring a 

concise explanation of this theory as it has been developed in its different representations, 

applied in the field of project management and extended as an ethical theory on its feminist re-

reading.  

2.2.1. Emergence of a theory  

 Even though Edward Freeman has constantly attributed the credit of his ‘stakeholder 

theory’ to be from other former researchers (Abraham, 1954; Ansoff, 1965), his seminal book of 

Strategic Management: A Stakeholder Approach (1984) is commonly recognized, by 

practitioners and academics the same, as the main reference of this theory. Later, Donaldson and 

Preston, (1995), introduced three aspects for stakeholder theory to flesh out the depth of this 

organizational theory: descriptive, instrumental and normative.  
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 As the most basic types of theories, the descriptive theories tend to describe or classify 

the specific characteristics of individuals, groups or situations. They answer the question of 

“what is…?” and bring the basic understandings about a phenomenon. According to Donaldson 

and Preston (1995), the descriptive aspect of stakeholder theory presents a model describing 

what the corporation is. It explains that the corporation is shaped from a set of stakeholders with 

contradicting interests seeking to reach some values. The descriptive formulation of stakeholder 

theory tells whether stakeholder interests are taken into account (Gibson, 2000) and it does not 

support the answer to the question that how this inclusion should be applied. 

 

Figure 2. Three aspects of stakeholder theory, (Donaldson & Preston, 1995) 

 Instrumental theories are to provide tools and techniques. In stakeholder theory, the 

instrumental formulation bridges between the management of stakeholders and achievements of 

corporation goals. The general idea behind this narration of stakeholder theory is prioritization of 

corporation goals over those of stakeholders. In this formulation, stakeholders are considered as 

tools for achieving organization’s goals, more than being interested legitimate groups or persons. 
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Mitchel et al. (1997) extended this formulation by introducing three relationship attributes 

through which the stakeholders would be prioritized over each other: power, legitimacy and 

urgency. This prioritization was then criticized by Freeman and McVea (2001), where they 

stipulate that there is no such thing as illegitimate stakeholders, implying that all stakeholders 

ought to be considered simultaneously without prioritization. This leads us to the normative 

formulation of stakeholder theory, which is introduced as the core of the theory.  

 After Donaldson and Preston (1995)’s presented formulation, in several articles, Freeman 

and his co-authors further developed the idea of the stakeholder theory (Freeman, 2001; Phillips 

et al., 2003; Freeman et al., 2004; Freeman et al., 2010). Considering the distinguishing 

difference made by the normative and instrumental formulations of stakeholder theory, their 

concentration was generally on explaining the fact that stakeholder theory is a normative theory, 

rather than any other formulation and practitioners and academics should establish their practices 

and research on that.  

 Further, Freeman explains that: "The stakeholder theory can be unpacked into a number 

of stakeholder theories, each of which has a ‘normative core,’ inextricably linked to the way that 

corporations should be governed and the way that managers should act” (Freeman, 2001, p.133). 

Without the ‘normative core’ of these different standpoints the stakeholder theory is misguided. 

The normative core of these stakeholder theories must answer to some questions to define the 

organization’s responsibilities against stakeholders. Therefore, there is no one and only 

stakeholder theory, Freeman (2001) states, but a number of stakeholder theories each of which 

clarifies one aspect of stakeholder management.  
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 Among different narratives of stakeholder theory, feminist standpoint theory (Wicks et 

al., 1994) sheds light on the importance of caring, connection and relations with the stakeholder. 

Feminist thought is an effort to reduce the masculine influence of management studies on the 

stakeholder theory. It magnifies the importance of “creating value for an entire network of 

stakeholders by working to develop effective forms of cooperation, decentralizing power and 

authority, and building consensus among stakeholders through communication to generate 

strategic directions.” (Wicks et al., 1994, p.493). Therefore, value creation becomes a primary 

virtue, pushing competency among stakeholders as a second, yet important, honorability.  

 While the normative aspect of stakeholder theory has been considered as the overarching 

umbrella of this thesis, this must be noted that this theory has a very high level of abstraction and 

therefore cannot be used as a manual providing day to day instructions for managing 

stakeholders (Phillips et al. 2003). This explains the reason behind the application of other 

analytical frameworks for bringing more detailed results in stakeholder research.  

2.2.2. Strategic Management of Stakeholders  

 Scholars have highlighted two different and contra posing stakeholder management 

approaches in current literature: the management-of-stakeholders and the management-for-

stakeholder (Freeman et al., 2007). The first aligns to the instrumental formulation of stakeholder 

theory, which considers stakeholders as resource providers for the organization and categorizes 

them based on their potential ability to help or harm the organization (Eskerod & Huemann, 

2013). This approach is established on Salancik and Pfeffer (1978)’s work which informs us on 

stakeholders being resource providers to the organization, based on their interests. According to 

this approach, when there is a conflict of interest there must be trade-offs made, and whenever 
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there is a need for trade-off, prioritization is inevitable. This links back to the three stakeholder 

relationship attributes introduced by Mitchell, Agle and Wood (1997); power, legitimacy, and 

urgency and diverges from the normative core of the stakeholder theory. 

 The often limited resources available within organizations, have led to the predominance 

of the instrumental approach to stakeholder management in order to make stakeholders comply 

with the organization needs. In this perspective, the focus is narrowly on those vital or ‘internal’ 

stakeholders such as owners, suppliers, employees, and customers, which have historically 

received greater attentions from both scholars and practitioners alike. In fact, literature is well 

documented on how managerial priorities have been given to those salient groups or individuals 

that have a formal contractual relationship with the organization or direct legal authority over the 

organization (Eesley & Lenox, 2006). 

 Managing-for-stakeholders (Freeman et al., 2007, 2010), on the other hand, considers 

stakeholders as legitimate people or groups whose interests are respectful and valuable for 

consideration on their own. This holistic approach takes into account ‘secondary’ groups of 

stakeholders such as communities’ groups, unions, consumers advocates, competitors, special 

interest groups, the media, and other non-governmental organizations (Aaltonen et al., 2008), 

regardless their ability to help or harm the organization. As opposed to the instrumental 

approach, stakeholders are identified according to their interest in the corporation and not vice 

versa. In addition, the management-for-stakeholder approach explains that “firms have a 

normative [moral] commitment to advance stakeholder interests and that this commitment shapes 

firm strategy and influences financial performance” (Harrison & Freeman, 1999, p. 480). 
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 Management for stakeholders has an inclusive approach towards stakeholder 

management with a lucrative change in the perspective: organizational structures and general 

policies should be established according to the legitimate interests of all stakeholders (Donaldson 

& Preston, 1995). That does not mean that shareholders would not be considered in value 

creation processes, but they must be considered as one of the stakeholders, beside others, whose 

interest is taken at the same level as other stakeholders (Philips et al., 2003). To summarize, the 

managing-for-stakeholders explains that corporations should care about the stakeholders and 

should consider their interests and concerns in their corporation activities. This opposes the 

management-of-stakeholders view that prioritizes corporation interests by leading stakeholders 

to be aligned to corporation interests and needs.  

2.2.3. Stakeholder Theory in Project Management 

 Cleland (1985), was the first scholar to identify stakeholder management as a core 

activity for enhancing better project performance. Since Cleland introduced the importance of 

stakeholder management into the context of temporary organizations, project management 

research and practice widely recognized that project stakeholder procedures are key factors in 

order to enhance positive input in projects (Bourne & Wаlker, 2005; Cleland, 1986; Clelаnd & 

Irelаnd, 2007; Donaldson & Preston, 1995; Olander 2007). 

 Stakeholder theory is a central part of the strategic management discourse. Nevertheless, 

the management of stakeholders in temporary organizations can be considered an established 

area in contemporary standards of project management (APM, 2013; PMI, 2013). Projects are 

social systems behavior of which, through social interactions, is highly influenced by the context 

in which they are embedded. By drawing on stakeholder theory, which is a recognized 
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framework for analyzing the behavioral aspect of the project management process, contemporary 

literature highlights stakeholder dissatisfaction as a root problem that causes many unsuccessful 

projects (Eskerood et al., 2015). A vast number of interests will be affected, both positively and 

negatively, throughout a project life cycle; representatives of these interests are referred to as the 

project’s stakeholders (Olander, 2007). 

 A recent study by Eskerod and Larsen (2018) elucidated how project management theory 

has drawn on reductionism, where a complex phenomenon is described in a simplistic way in 

order to grasp it. The reductionism approach is even more evident when exploring the 

stakeholder management field. In fact, despite many years of refinements, in traditional 

stakeholder theory, stakeholder identification has assumed a generic and artificial nature (Crane 

& Ruebottom, 2011) which, according to McVea and Freeman (2005), requires moving away 

from the simplifications offered by ‘role-based identification’ and towards and a ‘names and 

faces approach’. In this way, through identification as individuals with specific identities and 

interest, the moral value of stakeholders can be more easily recognized. 

 The over-simplified approach to the stakeholder conceptualization makes it difficult for 

project managers to predict stakeholder behavior and anticipate any detrimental attitudes. Mok et 

al., (2015) evidence how the various stakeholder analysis methods presented in previous research 

concerning stakeholder identification, classification and assessment do not provide enough 

details. In fact, within the broader context of stakeholder theory, the literature suggests how 

stakeholder groups are generically identified and classified such as, external/internal (Aaltonen 

& Sivonen, 2009), primary/secondary (Clarkson, 1995), direct/indirect (Lester, 2007), 

proponents/opponents (Bonke & Winch, 2002), core and fringe (Hart & Sharma, 2004), 



27 

 

actively/passively involved (Achterkamp & Vos, 2006) fiduciary/non-fiduciary (Goodpaster, 

1991).  

 Project managers have mainly focused on the project as unit of analysis rather than look 

at the project as embedded in the stakeholder’s perception of the relevant past, present and future 

in order to have a holistic approach within stakeholder analysis (Eskerod & Larsen, 2018). In 

fact, much of the knowledge about stakeholder analysis practices in projects has been from the 

stakeholder impact perspective, especially on the impact that internal stakeholders can exert on 

project outcomes. This perspective, despite more than two decades of refinement and integration 

of stakeholder thinking into multiple disciplines, has led stakeholders to be defined mainly by 

their generic economic functions (Aaltonen & Kujala, 2010), without the possibility to get richer 

and more profound insights on differing stakeholder behaviors, needs and expectations. 

2.2.4. Feminist representation of stakeholder theory  

 The earnest application of feminist perspectives in stakeholder studies can be linked to 

the seminal work of Wicks, Gilbert and Freeman (1994), where the ’masculinist assumptions’ 

of stakeholder theory were interrogated by the authors to increase the usefulness of the theory. 

Following the same path, Burton and Dunn (1996) stipulated that the moral grounding of 

stakeholder theory cannot be competition and justice, but rather cooperation and caring, and 

thus emphasized on the application of ethics of caring of Carol Gilligan (1982) in stakeholder 

research.  

 The feminist reading of stakeholder theory has thus far been mainly stemmed from this 

small yet significant branch of feminist ethics (Grosser et al., 2017). Gilligan (1982) raises the 
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point that the traditional moral values of justice are mostly linked to men’s trait while women’s 

moral approach is elucidated by caring about oneself and others, both. This stereotyping, based 

on presumed gender differences, was later criticized by Derry (1996) and Kelan (2008) for 

exacerbating gender inequality and ignoring individual capabilities. Important though these 

topics are, we need to consider that what has been narrated in feminist stakeholder theory moves 

beyond the study of traits attributed to men and women at the individual level and addresses the 

ways the organizations are gendered in their stakeholder processes.  

 Dimensions and values of ethics of care have been vastly introduced by several authors, 

making that as one of the predominant fields of feminist theories (Grosser et al., 2017). In 

Grosser and Moon (2019)’s framework for analysis of gender issues, gendered approach of the 

organization is positioned under psychoanalytical feminism where ‘valuing women’s 

differences’ is introduced as the solution to leverage the patriarchal psychosexual structure of 

the social system. As Gilligan (1982) pioneered, all subsequent researchers made the distinction 

between ethics of justice, or the masculinist ethics, and ethics of care, or the feminist ethics, and 

thus departed from legalistic and contractual nature of Kantian ethics and built arguments on 

following the responsibilities through giving care (Burton & Dunn, 1996). This distinction 

originates from the ontological and epistemological differences of the two approaches, as 

explained below and summarized in Table 1.  

 Ontology of the Organization: autonomy and interdependence 

 In the post-enlightenment west, individuals are defined as autonomous agents 

fundamentally independent from others (Wicks et al., 1994), and this autonomy has been 

introduced as the basis for ethical actions of the agents (Bowie, 1998; Borgerson, 2007). 
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Consequently relationships are considered as threats to the moral integrity of the autonomous 

self as they can impose new roles to the moral agent and curb its freedom in decision making. 

According to this notion, a moral organization can influence or be influenced by its 

stakeholders, but the stakeholders never become an integrated part of the organization and the 

organization, nonetheless, remains the prominent decision maker (Wicks et al., 1994).  

 The feminist ethical notion of self, on the other hand, is largely interdependent and 

relational (Sevenhuijsen, 2003), as ‘self’ cannot be defined without ‘others’ and its existence 

cannot be separated from its relationships (Burton & Dunn, 1996). The definitions of ‘relational 

self’ (Bondy & Charles, 2019) and ‘relational autonomy’ (Mackenzie & Stoljar, 2000) are 

conceived in the light of this ontological shift.  

 Wicks et al., (1994, P. 483) define a feminist organization that “constitutes by the 

network of relationships which is involved in with the employees, customers, suppliers, 

communities, businesses and other groups who interact with and give meaning and definition to 

the corporation.” Bondy and Charles (2019), introduce “a stakeholder concept enriched by an 

explicit use of relational self, where multiple dynamic selves are recognized as comprising the 

whole self, and selves held in common with others are found outside and inside the 

organization.” They sharply mobilize the notion to the next level by arguing that it is not only 

the individuals inside the stakeholder groups who contribute to the heterogeneous composition 

of the group, but each individual acquires several identities that, collected together, shape the 

individual’s holistic relational self:”  

 Responsibility: Duty and Care  
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 Shifting the attention from the focal self to the self as embedded in the network of 

relationships, invokes the notion of responsibility beyond the traditional contractual Kantian 

duties. Responsibility in feminist reading is discussed through the notion of caring (Burton & 

Dunn, 1996) where the care is socially constructed and co-defined by the caregiver and care 

receiver (Nicholson & Kurucz, 2019). The responsibility of this recognition is therefore given to 

all members of a network of relationships, to consider their own goods and the others’ goods, 

thus attain attentiveness, as introduced by Sevenhuijsen, (2003) and Tronto (1993). The next 

dimension of caring is based on the willingness and capacity to take the necessary steps to 

provide the recognized care. Care giving consists of performing actual caring activities based on 

the competencies and resources of the care giver and ensuring that the demanded care is given. 

Finally responsiveness is necessary to assure that the given care is well received by the care 

recipient.  

 Knowledge: Hard Fact and Relativist Truth 

 In the socially constructed world described by pragmatists, the ‘truth’ can have different 

versions, narrated by different individuals (Rorty, 1985). Accordingly, there is no hard fact, by 

which the organization can establish the authenticity of its actions (Machold et al. 2008), but 

there are different interpretations of fact, narrated by individuals based on their psychological, 

social and cultural stances. Through their suggested fallibilistic stakeholder pragmatism, Jensen 

and Sandström, (2013) make a link between reaching to a common decision in an organization 

shaped from different stakeholders, with plural versions of truth thus pointing at the diversity of 

morality stances the individuals may possess. Furthermore, Ethics of care argues that while 
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caring is the universal main component of the organization’s duty, it can be relatively defined 

and practiced according to the context of the relationships (Noddings, 1984).  

 The ability of recognition of the need to care contrasts rationalizing those needs from the 

distance of the locus of the care giver (Liedtka, 1996). This ability invokes the willingness to 

place the self in the position to view the world through the others’ perspective and thus grasp 

their perceptions and phenomenon world (Machold et al., 2008). Reversing the perspective, 

however, is rejected by Young (1997) as through her asymmetric reciprocity theory she argues 

that as humans, we are so contingent to the context of our relationship networks that will never 

be able to see the world through someone else’s eyes. Nevertheless, what as ethical agents we 

ought to do is being open to the heterogeneity of the world and accept plural unique subjectivity 

of the viewpoints of others with dignity and respect. This implies “careful and respectful 

listening and responding to the voice of those who are involved in the problem in question.” 

(Sevenhuijsen, 2003, P.187), and moving along the process of learning from the feelings, 

motives and reactions of the others in their respective context by making dialogues with them 

(Borgerson, 2007).   
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Table 1. Dimensions of masculinist and feminist stakeholder processes; the two sides of the spectrum 

Masculinist Definition Feminist Definition 

Essentialist 

stakeholder 

The organization is defined as 

independent autonomous self 

with determined role and 

rights and the focal decision 

maker. The stakeholders are 

defined as others with 

determined static and 

homogeneous interests and 

values linked to their 

respective roles.  

Enriched stakeholder The definition of organization 

and stakeholder is largely 

interdependent and relational, 

as ‘self’ cannot be defined 

without ‘others’ and its 

existence cannot be separated 

from its relationships. Not 

only the stakeholder groups 

are heterogeneous, but also the 

individuals attain several 

relational identities defined 

inside and outside of the 

organization through their 

interrelations to the context.  

Kantian duties Duties are defined through 

legal and contractual 

agreements. The organization 

is the autonomous decision 

maker that rationalizes the 

nature and process of 

addressing its duties.  

Giving care Responsibility is discussed 

through the notion of caring 

and the care is socially 

constructed and co-defined by 

the organization and its 

stakeholders. All stakeholders 

are responsible to recognize 

that there is a need to care in 

themselves and in others.   

Objective hard facts There is only one fact that is 

universally valid across 

cultures and by which the 

organization can establish the 

authenticity of its actions 

Acknowledging the 

validity of different 

versions of truth 

there are different 

interpretations of fact, narrated 

by individuals based on their 

psychological, social and 

cultural stances. 

Reversing viewpoints Organizations can recognize 

their responsibilities against 

the stakeholders by trying to 

see the world through their 

eyes. 

Asymmetric 

reciprocity 

Others' motives, feelings and 

reactions in different contexts 

can only be learned through a 

process of communicating and 

making dialogues with them. 

Development of this mutual 

understanding would allow the 

organizations to co-create 

value with their stakeholders 

in a contingent world.  

Power embedded in 

strict hierarchy 

Each stakeholder has a role 

and authority that is 

essentially defined. The 

organization, on the summit of 

hierarchy, is the most 

powerful that decides for all 

stakeholders and balances 

their needs. 

Decentralized power 

in stakeholder 

network 

By decentralizing roles and 

authorities among the 

stakeholders and giving care 

to them, the hierarchy is 

deconstructed and the power is 

more equally balanced.  
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 It is through having dialogues conveying trustworthy information that organizations will 

be able to co-create values with their stakeholders in a contingent world; a world in which the 

different versions of truth are collaborating and cooperating together to create values. For 

feminist philosophers, the knowledge gained through relationships will drive our decisions 

regarding the right action: “we know particular things about particular humans, and because of 

this knowledge we are partial toward some of those humans” (Burton & Dunn, 1996, p.135). 

Caring about stakeholders, or having more knowledge about them, would extend the decisions 

to include not only the stakeholders who have more power, but those who are more vulnerable 

against the risks.  

 Power: Strict Hierarchy and Decentralized Network 

 The notion of care invokes the attention to empowering care receivers. The traditional 

ethical theories are based over autonomy of ethical agents. Consequently they emphasize on the 

development of strict power hierarchies within which each individual has a role and authority 

(Wicks et al, 1994) that is essentially defined (Bondy & Charles, 2019). Feminist stakeholder 

theory deconstructs this strict hierarchy into a decentralized network of interrelated stakeholders 

in two ways. One, by defining relational selves, the stakeholders’ determined roles in the 

hierarchy fragments into multiple identities as the components of the enriched stakeholder. Each 

enriched stakeholder, subsequently, gains power from, or gives power to, other enriched 

stakeholders with similar relational selves. The sense of belonging to particular identity group 

results in bringing several stakeholders closer to each other (Wicks et al., 1994) and thus the 

power is more evenly distributed over the network. Two, by developing attentiveness in more 

powerful stakeholders, the demanded care of the most vulnerable and marginalized stakeholders 
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are better recognized and the different viewpoints of stakeholders are considered legitimate. 

Fulfilling Kantian duties of the powerful stakeholders would be then replaced by giving the 

demanded care to the least powerful stakeholders and making them more powerful.  

2.3. Communities’ Perception 

2.3.1. Stakeholder Management through Individuals’ Perception  

 This section will explain how the stakeholder local communities perceive project 

organization’s behavior. This will be done through analyzing the humans’ perception 

development process towards which their perceptions and consequently their emotions are 

shaped. This section will also explain why the individual’s perception ought to be considered in 

stakeholder research.  

 At different levels of analysis, different theoretical lenses can be applied to inform the 

individuals’ perception. This may vary from disparate philosophical perspectives (Braddon-

Mitchell & Jackson, 2007) to different psychological theories (e.g. Anderson, 2013). It is within 

the scope of this thesis to advance current body of knowledge by understanding how 

organizations are perceived and analyzed by the local communities’ individuals. 

 What emerges from theory and practice is that most of the classifications in the literature 

see the local communities (and arguably any other group of stakeholders) represented as a 

homogeneous entity. This over-simplified classification is often described with a broad-brush 

approach which, according to Dunham et al., (2006, p. 24), “ignore or fail to take account of 

important and marginalized interests” of many autonomous units of people with their own needs, 

fears and expectations. Local communities, for instance, are often managed as a unified entity 

with quasi-similar interests, concerns, harms, and helps. While by looking at local communities 
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as a group of individuals with different ages, genders, cultures, demands and interests, I reach to 

some new individually specific attributes that must be considered while engaging with 

stakeholders. In the realms of project management and general management studies, extant 

literature has failed to surpass this limitation in order to adopt a more holistic approach to 

stakeholder management.  

 Burton and Dunn (1996), emphasized on the importance of ‘emotions’ as a part of 

‘knowledge’ in stakeholder management. Building relationships and communications, as Burton 

and Dunn (1996) discuss, and the ‘perception’ of fairness and justice pointed by Freeman (1994), 

are the core aspects of the ‘managing for stakeholders’ principle. Accordingly, in order to be able 

to have a better understanding of stakeholders as real people, the perceptions that the 

stakeholders make from each other must be analyzed. 

 Frequently used by social psychologists, despite the tremendous potential to explain a 

wide range of workplace behaviors, attribution processes have been under-utilized in the 

organizational sciences (Martinko et al., 2011), and to the best of my knowledge have never been 

applied in project management literature. This is quite surprising as attributions are reliable 

predictors of human behavior (e.g. Martinko et al., 2007), essential to effective stakeholder 

management. Therefore, this research introduces attribution theory as its theoretical lens in order 

to explain how individuals attempt to understand the behaviors of others by attributing intentions 

and motives to them. 

 Embracing stakeholders’ perception with the aim of developing paths for creating and 

sharing values with them is normative since its ultimate aim is to explain ‘what ought to be’ 

regarding the stakeholders’ management. But, as explained, due to the level of abstraction of 
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stakeholder theory (Freeman & McVea, 2001), providing normative guidelines would not be 

practicable without the support of a theory explaining ‘what is’ and ‘what will be’ (i.e. 

descriptive theory) about the stakeholders’ emotions, feelings and perceptions. 

 The advocates of the normative formulation of stakeholder theory believe that the 

stakeholders ought to be treated by the organizations as an ‘end’ (Evan & Freeman, 1983). The 

rights of stakeholders must be respected, considered and cared by the organization and that 

stakeholders must not be used as ‘means’ to support achieving organization’s goals. Stemmed 

from these principles, project managers who believe in intrinsic worth of the claims of 

stakeholders (Jones & Wicks, 1999), need to take one further step towards understanding how 

these ‘ends’ perceive the world and the organization as an actor performing in it. Understanding 

the stakeholders’ perception, as I claim, would allow the project managers to delve into value co-

creation opportunities with stakeholder in the long run. 

2.3.2. The Attribution Theory Explained 

 When referring to the term ‘attribution’ in social psychology, there are two primary 

meanings incorporated by that. The first, refers to individuals trying to answer the ‘why’ 

question or finding the explanations of the behavior (in themselves and in other individuals), and 

the second is about inferring traits from behaviors and ascribing blames to a person (Shaver, 

2012). As Malle (2011, P. 72) explains, the common aspect of both definitions is assigning: “in 

attribution as explanation, a behaviour is assigned to its cause; in attribution as inference, a 

quality or attribute is assigned to the agent on the basis of an observed behaviour”. Jones and 

Davis, (1965), Weiner (1972), Kelley (1973) and other psychology researchers explained that 

attribution is a rational process in which humans draw conclusions about others’ behavior. These 

conclusions are driven by organizing and storing information through categorizations (i.e. 
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assigning traits to others), in order to process large amount of data considering the limited 

capacity of the human’s brain (Srull & Wyer, 1980).  

 Feldman (1981) introduced two types of categorization: automatic and controlled. While 

automatic attributional process is done unconsciously, human’s brain has also the ability to 

consciously make attributions in a controlled mode. When humans, based on their observations, 

decide to assign a specific category or stereotype to an agent (controlled categorization), all of 

their further judgments about that agent would be automatically interpreted based on that 

category (automatic categorization). This is due to the capacity limitations of information 

processing of humans’ brain, which results to a tendency towards minimizing the amount of 

cognition energy (Lord & Smith, 1983; Lind, 2001).  

 

Figure 3. The process of conscious and automatic perception 
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 As Taylor and Fiske, (1978) explained, individuals stop searching for the causality of the 

events after finding the first satisfactory salient cause. Feldman (1981) additionally suggests that 

in the case of availability of different explanations for behaviors, the first salient one would be 

selected as the cause. These salient sources are either distinctive qualities of the agent or a 

particular cause existing in observer’s memory (a trait previously assigned to the agent). For 

humans the traits formerly assigned to the individuals, is considered as a very salient causality. 

Therefore, knowing an agent from before would influence the interpretation of his behavior at 

the present.  

 As an example, if activities related to a project have always been managed in a clumsy 

and unconscious way and have always degraded the quality of life of different local 

communities’ groups, the local communities will gradually perceive the organization as careless 

or unsustainable (Derakhshan et al., 2019a). The surge in the community development budget of 

multinational oil companies in Niger Delta, for instance, and the ascending trend of 

communities’ dissatisfaction, unrest and opposition is argued to be the result of the careless 

approach of these companies over decades of project deployment in proximity of the 

communities (Frynas, 2005). 

 This summary judgment emerges over time and after many observations based on the 

organization’s behaviors and actions, is solidified into the local communities’ perception. 

Therefore, in Male (2011)’s words, the ‘history of the reasons’ behind the behavior of the project 

organization in the past will be considered as the ‘cause’ behind its behavior at the present. 

Further explanations for the causality of the negative impacts of the project on the local 
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communities’ life are automatically rejected to be interpreted because the local communities 

have found a satisfactory cause behind these negative impacts: a careless organization.  

 Based on arguments established by Feldman (1981) and Malle (2011), in such a 

condition, if an accident out of the control of the organization has a negative impact, the local 

communities will automatically blame the project organization for that accident since, despite 

not being a fact, the notorious approach of the project organization is the most salient 

explanation for this event.  

 However, the automatic attributional process can be terminated and replaced by a 

conscious process. A controlled categorization process is triggered when incoming information 

reaches a threshold of the discrepancy. When observed behavior makes a sufficient distance from 

the observer's pre-assumed stereotype or expectations, more information should be gathered and 

a new decision must be made (Tost, 2011).  

 This could be the case if the project organization tries to rectify all of the negative 

influences resulted from the project in the past and adopts a conscious different approach which 

is careful and sustainable towards the local communities. Observing this recent approach would 

result in the local communities switching to a conscious attributional process and reevaluating 

their previous categorization of the project organization. That is because the new pieces of 

information they receive do not integrate with the previous established category of project 

organization. Therefore, they try to find a new reason behind the organization’s recent approach. 

Researchers in the field of post crisis communication link this to automatic stereotyping and 

suggest breaking the crisis history of the organization’s behavior through conducting 

communications with stakeholders (E.g. Xu & Li, 2013). 
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 In a similar vein, Lord and Smith (1983) explained that the level or amount of 

information processing is a significant factor in the attribution process. The rule of thumb here is 

that when the level of available information is high, a conscious and controlled attribution is 

made. Jeong (2009)’s research on the oil spill post crisis communication, for instance, confirms 

that communicated stakeholders made higher internal attributions and lower external attributions 

about the oil spill accident when low distinctiveness information was provided, compared to 

when high distinctiveness information or no information was provided.  

 This is very much linked to the concept of ‘shadow of the context’ claimed by Eskerod 

and Larsen (2018), which states the need of bringing more information into the project 

conversation in order to enhance the understanding of the stakeholder’s perceptions. Under the 

conditions where low levels of information are available, the decision about the responsible party 

to be blamed is made automatically without high consciousness. Informed by Derakhshan et al., 

(2019a), during conscious or controlled mode of decision making, the individual’s cognition 

from the organization is based on the information received from the organization as well as 

government, media and other interested groups of the society. This decision made, the 

stakeholders’ primary judgment would be used to guide interpretation of any new information 

they receive. The new information is integrated with the existing judgment and is considered as 

new evidence to confirm the former decision. 

 During the primary stages of attributional process, the local communities actively and 

consciously observes the project activities and based on their observations they consider a 

category for project organization. That is, they held the organization responsible for the 

influences of the project on the different aspects of their life. After this point, whatever is done 

by the organization will be considered as a result of its perceived trait. However, if the 
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organization starts to behave in a very different way compared to its already assigned trait, then 

the conscious attribution process will be provoked again, resulting in assigning new trait to the 

organization. 

 This study uses attribution theory as a tool to extend the current body of knowledge 

surrounding the normative formulation of stakeholder theory. This will inform the management-

for-stakeholder approach, which I consider highly necessary to enhance project performance 

over time. By understanding how perceptions are made, and how these perceptions can influence 

the stakeholder’s behavior in communicating with each other, current stakeholder management 

procedures are elucidated through attribution theory as a lens that shed light on the way the local 

community stakeholder and project managers interact and perceive each other in large projects. 

 The following process is persuaded in Chapter 6, where an explanation is provided on 

how local communities are likely to perceive project organization’s behavior. This section will 

explain ‘what is’ the attributional processes undertaken by local communities. That is how I 

depart from a descriptive reading of the individuals’ process of perception making. I will then 

explain how local communities’ perception can be enhanced or ‘what ought to be’. That will 

bring a contribution on the normative formulation of stakeholder theory. The final section of the 

discussion will move back to the descriptive theory by explaining ‘what will be’ if the 

organizations adopt the suggested approach.  

2.4. Legitimacy 

2.4.1. Defining legitimacy 
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 Research in the field of organizational legitimacy emphasizes the importance of social 

acceptance of organizations. Pollock and Rindova (2003) suggest that legitimacy influences how 

organizations behave and affects their performance and survival. Suchman (1995, p. 574), whose 

work is the most valid reference for the vast majority of research in the legitimacy literature 

(George et al., 2016), defines legitimacy as “a generalized perception or assumption that the 

actions of an entity are desirable, proper, or appropriate within some socially constructed system 

of norms, values, beliefs, and definitions”.  

 Drawing from this definition, legitimacy can be considered as the outcome of observers’ 

perception and their consecutive judgement. Informed by that, the social observers must be 

considered as active evaluators who perceive organizations’ behavior and make a judgement 

about the legitimacy or the organization. In a seminal work extended from institutional theory, 

Bitektine and Haack (2015) similarly explain that although legitimacy can be considered an 

organizational asset, it remains a social evaluation made by observers.  

 It is accordingly believed that society’s evaluation works as a driving force to raise 

people against the project or to make them accept project activities in their proximity. Parsons 

(1960) explains that a legitimate organization is accepted by the larger society to exist and to 

continue to import, transform and export energy, material and resources from the surrounding 

environment. This becomes more important when the research question in embedded into the 

research domain: communities’ perceptions of the legitimacy of multinational oil companies 

deploying oil extraction projects in communities’ nations.  

 My intention in this section of the research, related to external influences on the 

communities’ perception, is to understand the interrelations between collective evaluators of 
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legitimacy and individual evaluators. This is then the place where I identify and include in my 

tailored definition of communities those groups, entities and interested parties who are among 

the legitimacy evaluators within the whole of legitimacy judgement formation. This extends to 

media, NGOs, governmental authorities at the local level and any interested groups or parties.  

Setting the parameters of the research domain, in the next section I will explain how these 

evaluators assess organizational legitimacy and how they influence each other. 

2.4.2. The process of legitimacy formation 

 Three aspects of legitimacy are noted by Suchman (1995). First, it is generalized; the 

evaluation of legitimacy transcends the evaluation of other acts or behaviors of the organization. 

Researchers in social psychology explain that while evaluators reach a verdict about the 

legitimacy of an organization, this judgement is generalized to future evaluations, colouring any 

additional piece of information as evidence confirming their initial judgement (Tost & Lind, 

2010).  

 This generalizability comes from the tendency of the human mind to reduce the amount 

of cognitive energy that must be allocated to judgements (Lind, 2001; Lord & Smith, 1983). The 

second aspect is that legitimacy is constructed from evaluators’ perceptions of the organization’s 

behavior or activities. The third aspect states that legitimacy arises from the view of an 

organization shared by society or different groups of society. Therefore, there must eventually be 

one legitimacy decision emerging from the society as a whole.  

 The two latter aspects are further explained by other researchers through categorizing the 

evaluations into two micro and macro levels. At the micro level, individuals evaluate the 

organizational activities and form a judgement which is defined as propriety. As Powell and 
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Colyvas (2008) further stipulate, individuals' perceptions of organization’s behavior shape the 

micro-motor of legitimacy which directs the individual judgements and their interaction with one 

another, and eventually contributes dramatically to legitimacy at the macro level.  

 The legitimacy of the organization at the macro level is formed by the collective 

judgements of different groups, including media, government and other interested entities, and is 

named validity (Dornbusch et al., 1975; Johnson et al., 2006; Tost, 2011; Zelditch, 2011). 

Legitimacy evaluators from these two levels interact and therefore influence each other’s 

judgement. Legitimacy is therefore a collective phenomenon coming from two levels of 

individuals and institutions in addition to the interactions between them. 

 After introducing the two levels of legitimacy model (micro and macro), I need to clarify 

two aspects. First, the influence these two levels have on one another varies under different 

conditions. As Bitektine and Haack (2015) explain, under stable conditions, individual 

judgement is dominated by evaluations made by institutions (validity), while during changing 

periods, individuals more actively observe and judge the organizational activities and therefore 

propriety determines organizational legitimacy.  

 Second, the collective judgement coming from the individual level cannot be generalized 

to be the judgement of every individual evaluator on the micro level. According to Weber 

(1978), when an organization is considered as valid, this means that the organization is judged as 

legitimate by some of the evaluators while others, despite individually not perceiving the 

organization as legitimate, accept the others’ verdict.  

 To explore how individuals develop their own judgement of the organizational 

legitimacy, Tost (2011) introduces three dimensions of content underlying legitimacy judgement: 
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instrumental, relational and moral. An instrumentally legitimate organization is perceived as 

being supportive of individuals or groups to reach their internally defined goals. Legitimacy 

grounded in relations is achieved when individuals and groups perceive that their dignity is 

respected by the organization. Moral legitimacy is a result of evaluators perceiving compatibility 

between the organization and their moral and ethical values. 

 As will be argued in Chapter 7, the legitimacy judgment process explained in this section 

will inform this thesis on mobilizing the individual’s perception to the collective level and will 

allow for exploring the influence of other evaluators on the ultimate perception of the local 

communities.  

2.5. Summary 

 

 Burton and Dunn (1996) suggested that feminist ethics would be considered as the moral 

grounding of stakeholder theory. This representation of stakeholder theory, however, has been 

one of the most hostile constructs of this theory. I suggest that these concepts have been 

overlooked in their empirical realm due to the fact that feminist ethicists aimed at distancing as 

far as possible from the masculinist approach of the organization that the requisite context for 

their ultimate feminist approach seems to be unreachable and thus the field remained untouched. 

The lack of empirical narratives from feminist approach of the organizations towards their 

stakeholders has resulted to this theory deemed as more nebulous and less relevant.  

 As it will be explained in Chapter 3, I designed the research in a way to know more about 

local communities stakeholders as ‘concrete others’ and those who give meaning to the existence 

of the organization. In this research the over emphasis on the organization as an individual self 

with Kantian good motives is replaced by definition of a network of interrelated selves, each of 
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which is existing only due to its relationships and knowledge from the other members of the 

network. The aim of such a network should be having practical results rather than over 

emphasize on the good motives. This is how this research is positioned under the umbrella of 

stakeholder theory with all of its aspects, formulations and representations and as it is 

represented in Figure 4.   

 

Figure 4. Theoretical Structure of the Thesis 

 

 This section has to be considered as the explanation of the philosophical stance of this 

thesis, which is aligned to the one of stakeholder theory as explained above. The normative core 

of feminist representation of stakeholder theory directs the design, application and interpretation 

of the results of this research. Accordingly the pragmatist philosophical stance is the bedrock of 

all attempts taken in this research. All of the supportive theoretical lenses, explained below, 
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emerge from the same philosophical paradigm and have similar approaches towards reality, 

knowledge and values. This will be expanded further in Chapter 3.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



48 

 

3 Methodology  

 

 

  

 

 

 

This chapter sought to demonstrate the overall research methodology of this thesis. It will 

explain how the research was designed, how the background and biases influenced the research, 

what sampling techniques were used and which procedures were adopted to conduct the data 

collection.  

3.1. Research Design 

3.1.1. Approach and Strategy  

 Qualitative research is defined as “any type of research that produces findings not arrived 

at by statistical procedures or other means of quantification” (Strauss & Corbin, 1998, p.10-11). 

But qualitative research in not limited to the methods and techniques of collecting and analyzing 

data. It goes further beyond to other aspects of research design such as philosophical paradigm 

and quality assessment of the research. As Yilmaz (2013, p. 311) explained, qualitative research 

is based on this epistemological assumption of the nature of the realities (social phenomena) that 

are so complex that cannot be ‘reduced to isolated variables’. Yilmaz (2013, p. 312) later brings 

a more comprehensive definition of qualitative research as “an emergent, inductive, interpretive 

and naturalistic approach to the study of people, cases, phenomena, social situations and 

“A…path might be to focus on the lived experience 

of enriched stakeholders, and to look for practical 

methods by which multiple identities can come to 

the fore within organizations.” 

(Bondy & Charles, 2018) 
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processes in their natural settings in order to reveal in descriptive terms the meanings that people 

attach to their experiences of the world.”.  

 The qualitative term is used as an overarching whole covering a wide range of methods, 

approaches and philosophical paradigms (Snape & Spencer, 2003). Descriptive study, case 

study, field research, ethnography, participant observation, biographical method, life history, oral 

history, narrative inquiry to phenomenological research, ethno-methodology, symbolic inter-

actionist study, grounded theory and action research are among the approaches nested under this 

overarching category. Selection and application of each approach must be compatible to the 

research question and purpose.  

 As Yin (2003), as well as Creswell and Poth, (2017), explain, the detailed explanatory 

discussion of phenomena in their real-life setting makes case study a suitable approach for 

addressing research questions. Several methods of data collection can be used in a case study 

spanning from observations, surveys, in-depth individual interviews, focus groups, narrative 

analysis, and document or archive study (Eisenhardt, 1989). The nature of evidences, therefore, could 

be qualitative or quantitative. What was collected in this research and was further coded in order to 

extract the patterns was completely qualitative.  

 Schramm (1971) explains that the essence of a case study is the explanation of a decision, 

its implementation and result. Case studies are used for theory-building by employing in-depth 

insights of empirical phenomena and their contexts, allowing for direction and redirection in 

order to find the proper match between reality and theory (Dubois & Gadde, 2002). There is the 

possibility to extend the number of studied cases of the research to increase generalisability 
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(Meredith, 1998). To extract the essence of case study methodology, triangulation must be used 

(Johansson, 2007), combining methods, data sources and theories (Mathison, 1988). 

 

 

Figure 5. Chronological illustration of different phases of the research 

 In contrast to the statistical sampling approached in hypothesis-testing studies, sampling 

of cases in case study approach relies on theoretical sampling, (Eisenhardt, 1989). Accordingly, 

the selection of cases must be preferably extreme or polar. As Pettigrew, (1990) guides, an 

important criterion for choosing polar cases is to select those which ‘disconfirm patterns from 
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early case studies’. Adopting such a strategy would result in falsification of evidences in early 

cases by the later ones and thus challenging and extending the existing theory.  

3.1.2. Data Collection 

3.1.2.1. Theoretical Phase 

 The first phase of data collection was aimed at bringing a generic insight from the project 

management literature encountering the stakeholders at different levels of the organization. 

Accordingly, it is based on a review of the content of the research papers in project governance, 

to extract the major research streams and to identify to what extent project governance is relevant 

to the management of relationships with external stakeholders. The focus of the systematic 

literature review is on studying the research outcomes, concentrating on the role of stakeholders 

in the literature. The goal is to identify how the stakeholders are positioned in project governance 

literature. In another word, I would like to know how organizations essentially define and 

encounter their stakeholders. This can be considered as the starting point for understanding how 

local communities’ perception, as a legitimate group among these stakeholders, is influenced by 

the position they are being assigned to by the project organizations.  

 To conduct the systematic literature review, I did not take a neutral perspective. Instead, I 

make my suggestions for further research based on the perspective afforded by stakeholder 

theory; the rights of external stakeholders ought to be considered in projects’ deployment and the 

academic research. The coverage of the research is representative by including three main project 

management journals that typify the larger literature (Vom Brocke et al., 2009). 
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 The first stage of data collection is the selection of peer reviewed journals (Tranfield et 

al., 2003). The intent of this research is to focus on the premier academic journals in the field of 

project management, and the criteria for the inclusion and exclusion of the studied papers were 

based on high-quality evidence which implies to internal and external validity of the research 

items (Moher et al., 2009; Webster & Watson, 2002). According to Rowley and Slack (2004), 

articles within scholarly journals are the most valid sources for a literature review. Thus, 

following Martinsuo and Hoverfält, (2018), I limited the search to the three main journals in 

project management: International Journal of Project Management (IJPM), Project Management 

Journal (PMJ) and International Journal of Managing Projects in Business (IJMPiB).  

 The second stage was identifying the keywords for the research objective (Mok et al., 

2015). I searched for all articles that had “project governance” and “governance of project 

management” in the title, abstract or as keywords which are both used in the project management 

literature. I searched for all articles from the first year of each journal’s publication until August 

2017. I identified 89 articles in IJPM, 15 in PMJ and 28 in IJMPiB. These numbers concur the 

findings of Miterev et al. (2017) stating that IJPM deals more with strategic issues than either of 

the other two journals. 

 I finally conducted a review of the content of each paper (Mok et al., 2015). The 

inclusion and exclusion stage is relatively subjective (Tranfield et al., 2003). To enhance 

objectivity and avoid mistakes in study selection, the process was performed independently in a 

standardized manner by two researchers (Moher et al., 2009). Disagreements between 

researchers were resolved by consensus involving the external view. I reviewed the abstracts of 

the papers to determine those articles for which the governance of project management was the 

key focus, as opposed to those where it was a topic of secondary importance supporting the main 
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topic of the paper. This stage reduced the number of relevant articles to 59 from IJPM, 9 from 

PMJ and 19 from IJMPiB, for a total of 87 papers (Appendix 1).  

3.1.2.2. Empirical Phase 

 The empirical part of this research was conducted across three phases. The first phase 

was a preliminary exploratory data collection conducted in August 2016 entailing two site visits 

and conducting interviews with eight project managers in oil and gas sector. This exploration in 

parallel to the unstructured literature review to find the gaps resulted in development and design 

of the research aim and research question which are compatible with practical demands of the 

field.  

Table 2. Interviewees’ Profile of the 1st phase of data collection 

No. Role in the 

Organization 

Education Years of Experience 

in Oil and Gas 

sector 

Duration of 

Interview 

1 P.M. MSc. Energy Management 20+ 120 min. 

2 P.M. MSc. Nuclear Science 20+ 60 min. 

3 Consultant Ph.D Energy Management 20+ 180 min. 

4 P.M. Ph.D Mechanical 

Engineering 

20+ 100 min.  

5 Contractor MSc. Energy Management 20+ 80 min.  

6 Consultant Msc. Civil Engineering 10+ 60 min. 

7 Owner M.A. Finance 15+ 120 min. 

8 Owner M.Sc. Construction 

Management 

10+ 120 min. 

 

 In alignment with the vast majority of former researchers, my emphasis on the first round 

of exploration was on studying project organization and their interrelation with the stakeholders. 

The interviews were unstructured allowing the informants to explain their main locus of concern 
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and allowing me to grasp the practical issues of the sector regarding the stakeholders from 

organization’s perspective. The results of the site visit and informal discussions with local 

communities, however, revealed that there is a wide gap between what organizations do with the 

actualities perceived at the field. The detailed information about the interviewees, their 

background and the duration of interviews are presented in Table 2.  

 The second phase of data collection entails studying selected four communities living in 

the vicinity of four projects deployed in different segments of onshore Oil and Gas sector. The 

different aspects of the daily life of these communities are highly influenced by the project 

activities. There are two project organizations implementing the four projects; each organization 

performs two.  

 Theoretical replication approach was adopted for case selection with the aim of exploring 

different practices in terms of communication and management of stakeholders. The two 

organizations with extreme different behaviors towards the local communities were selected and 

therefore the research favors from literal replication approach as well. The cases have been 

selected purposefully. Multiple-case sampling helps in confident increase as well as external 

validity of the research (Miles et al., 2014; Yin, 2003).  

 To obtain the viewpoints of local communities and project organization, I conducted a 

total of 37 interviews (Table 3). Interviews with program managers and managers at the 

community development department at the organizational level and those with project managers 

and community managers at the project level represented the organization’s viewpoint. Due to 

the diverse contextual conditions of the cases, I interviewed different titles to obtain alternative 

views representing local communities. While in Case 1 and 2 there is no official communities’ 

activist or representative, council members and some social journalists speak on behalf of the 



55 

 

communities. In Case 3 communities’ activists and journalists were interviewed and in Case 4 

the relevant data were collected from communities’ official representatives. Interviewees from 

project organization were questioned about the influence of projects on communities’ life, 

decision making for community development projects and different approaches of 

communications with local communities. Interviewees from local communities were questioned 

about the influence of project on the communities’ life, the developing projects, facilities and 

infrastructures provided by project organization, communications with the organization and 

project personnel and the communities’ perception from the organization. Additional sources of 

data include organization’s documents and reports, notes from field observation and several 

articles and documentaries collected from media and social networks. 

 This part of research was developed in subsequent steps. First, a research protocol was 

developed, clarifying research objectives, theoretical framework, case selection approach, 

interview questions and selection of cases and interviewees protocol. A database with a defined 

format was established to collect all different types of qualitative data gathered for the research. 

Difference sources of data include interviews with project community managers or project 

managers and local communities’ representatives, organization’s documents and reports, notes 

from field observation and several articles and documentaries were collected from media.  

 This methodology was used to examine how different organizational approaches and 

contextual factors can influence local communities’ perception from project organization. While 

local communities were referred directly to narrate their own respective version of truth, 

interviewees from organization side were selected from both organizational and project level of 

the organization. As will be explained further in Chapter 5, this decision was based on the results 

achieved from the structured literature review where the organizational level defines the 
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strategies and decisions and transfers them downwards to the local level where the project is in 

touch with local communities.  

Table 3. Illustrated details of data sources and interviews performed 

Case No.  Informant Case No.  Informant 

1 

NOC 

 

3 

MNOC 

 

1 Executive manager 20 

Senior manager at 

community development 

department 

2 Program manager 21 

Senior manager at 

community development 

department 

3 Program manager 22 Project manager 

4 Project manager 23 Community manager 

5 

Senior manager at 

community development 

department 24 Community manager 

Community 

 

Community 

 
6 Village council member 25 Local community activist 

7 Village council member 26 Local community activist 

8 Village council member 27 Local community activist 

9 Local journalist 28 Local community activist 

10 Local journalist 29 Journalist 

11 Local journalist 30 Journalist 

12 

Local media content 

creator   
 

2 

NOC   

4 

MNOC   

 

  31 

Senior manager at 

community development 

department 

13 Project manager 32 Project manager 

14 Project manager 33 Community manager 

Community   Community 

 

15 City council member 34 

Non-commercial 

organization 

representative 

16 City council member 35 

Non-commercial 

organization 

representative 

17 Local journalist 36 Journalist 

18 Local journalist 37 Journalist 

19 Local journalist 
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 The third phase of data collection entails a single case study of a failed project deployed 

by Repsol in Canary Islands. Studying this single case is a part of deductive reasoning which 

aims at testing the theories proposed in previous steps of the study. In this stage of research I 

adopted pattern matching as the formal use of deductive procedure in qualitative study. The basis 

for generalisation in qualitative study is analytical generalisation (Yin, 2003). As Patton (1991, 

P. 194) explains “as evaluation fieldwork begins, the evaluator may be open to whatever emerges 

from the data, a discovery or inductive approach. Then, as the enquiry reveals patterns and major 

dimensions of interest, the evaluator will begin to focus on verifying and elucidating what 

appears to be emerging, a more deductive approach to data collection and analysis.” That is why 

I decided to test the discovered patterns and dimensions tested through a rich case.  

 A rich case study is selected to conduct this part of research. In order to falsify the 

competing theories (Popper, 1968), this method suggests a two major step approach through 

which “the formulated testable propositions indeed function as documented “predictions” of 

future outcomes, may provide additional rigor and legitimacy to the case study methodology in 

deductive theory testing.” (Bitektine, 2008, P. 163).  

 In the first major step, the elements of the second step (data collection and analysis) are 

formulated and developed. First, the theories to be tested must be selected. As a natural 

limitation of this research design, the testable deterministic predictions cannot be formulated 

from any social theory. This limitation, as Langley (1999) suggests, can be covered by alternate 

template strategy where two competing theory, one deterministic and the other one non 

deterministic, are falsified in the inquiry.  
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 Before initiating data collection, the propositions to be tested must be formulated. That is 

due to the fact that the prediction of the potential outcome must not be influenced by what is 

already being observed from the data. Additionally, the case selected to test the theory can, by no 

mean, be the same as the case(s) which participated in theory building. Such rigor controls are in 

contradiction with what has been conducted in retrospective theory building case studies. This, 

however, allows the researcher to avoid cherry-picking the cases which clearly support the 

theoretical framework, as critics to the retrospective case studies may raise, and may provide the 

research with higher levels of construct validity, generalizability and rigorousness (Bitektine, 

2008).  

 The selection of competing theories would influence the selection of best cases for the 

deductive reasoning. The analysis of the case and formulation of criteria for outcome evaluation 

are the next steps of this major step. Determining the outcome that is deemed to support the 

given theory would close this step, making the research ready to be mobilized to data collection 

and analysis (Hyde, 2000).  

 As explained above, the selection of case in this phase is theory based (Patton, 2001). 

According to the theoretical developments of previous phases and the competing theories 

(Chapter 10), the most interesting test case for testing the theories would be a case where (a) the 

focal organization is self-centered and adopts a very focus role and right based approach against 

the local communities so that the masculine approach of the organization can predict the failure 

in addressing the local communities’ demands and (b) local communities, on the other hand, are 

in their conscious mode of decision making about legitimacy of the organization where the 

institutional theory can predict the influence of organizational behavior on the final legitimacy 
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judgment, (c) and finally the other stakeholders in the network such as media and government 

play an active role on influencing the stakeholder’s perception. Having such criteria at hand I 

chose an extreme case of failure in managing local communities that faced with consistent 

opposition coming from local government and local communities of the Canary Islands.  

The selected project Data collection consists of interviews conducted by Spanish 

speaking assistants with 8 informants (Table 4) who have been highly involved in political and 

social raise against the project in addition to huge amount of data from mass media produced 

over the years of active protests against this controversial project. 

Table 4. Interviewees’ Profile of the 3rd phase of data collection 

No. Role  Location Duration of Interview 

1 President of the Office of 

Global Action 

Lanzarote 90 min.  

2 President of the Cabildo  Lanzarote 45 min.  

3 President of the Popular Party Lanzarote 60 min. 

4 President of Canaria Tenerife 60 min. 

5 Editor of the newspaper Avisos Tenerife 120 min. 

6 Professor of Constitutional 

Law 

Tenerife 120 min.  

7 Ecologists in Action Tenerife 90 min.  

8 Activist/Journalist Tenerife 45 min.  

9 Project manager at Repsol Madrid 60 min.  

 

 Since due to the language barriers I was not able to intrude in the discussions between the 

assistant and the interviewees, the interviews are considered as structured. To enhance the 

quality of the discussion, the assistant was trained through some practices of mock interviews in 

order to be able to guide the discussions to accomplish the aims of the interview and address the 

questions of the problem at hand.  
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 One of the interviewees (No. 3) is the president of the only political party of the Canary 

Islands who supported the project. This allowed me to have a more coherent view of supporters 

and opponents of the project both. One interview was conducted with the project manager of the 

case who explained the Repsol’s perspective and opinions of the stakeholder opposition and its 

influence on the final decision. The data collection expanded to informal discussions with local 

communities during the 10 days of stay in the two Islands of Lanzarote and Tenerife and 

collection of several journal articles and media reports produced during the period of the protests 

about the case.  

3.1.3. Reasoning  

  Addressing different questions of this thesis, introduced in Chapter 1, sought to adopt 

different approaches towards theory development and refining. Therefore, this thesis applied a 

blended approach combining inductive, deductive and abductive reasoning.  

 The inductive literature review allowed for developing a framework to extend the theory 

on the link between organization’s strategy and its influence on the stakeholders as they are 

mapped in the literature (Chapter 9). The inductive reasoning extended to address the second 

research question of the thesis where the influence of contextual factors on local communities’ 

perception was studied and propositions were built upon the observations interpreted through 

framework developed by Bitektine and Haack, (2014).  

 The inductive approach was paused for abductive reasoning in analyzing the four studied 

cases in the 2
nd

 phase of data collection to address RQ. 2, and was continued to analyze the 

observations from the 3
rd

 phase of data collection.  
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 The influence of the insights gained when observing and analyzing empirical evidences 

allowed for further theory building in the next steps. The abductive phase of the research was 

aiming to refine theory with support of empirical evidences. Considering the promises that the 

adaptation of a normative approach against the stakeholders must bring, the observations from 

the four studied cases in the 2
nd

 phase of data collection brought ‘surprising’ results. 

 

Figure 6. The abductuve research process (Adopted from Kovács & Spens, 2005) 

 This aligns the theoretical (deductive) and empirical (inductive) underpinning processes 

of research (Dubois & Gadde, 2002). In line with my main RQ, my very initial objective was to 

explore how local communities perceive organization’s development projects and how 

organization’s behavior influences this perception. Therefore the stakeholder theory functioned 

as a general initial framework when the data collection initiated. But the observations revealed 
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that the local communities’ viewpoint from organizations’ development projects cannot be 

directly linked to the stakeholder orientation of the organization.  

 In line with the non-matching observations and parallel to the data collection the search 

for theories reconciling this contradiction was ongoing (Dubois & Gadde, 2002; Taylor et al., 

2002). This led me to seek for new insights from empirical data through the lens of feminist 

stakeholder theory. While none of the studied cases were behaving ultimate feminist, behaviors 

resembling a gendered approach could be spotted in each case. As the cases evolved due to the 

efforts of collecting more pieces of data, the emergent empirical evidences contributed in 

generation of new concepts extending the feminist stakeholder theory.  

 In order to test the propositions developed in the study in a formal way, the last phase of 

data collection entails of a deductive qualitative theory testing (Hyde, 2000; Bitektine, 2008), 

using the pattern matching method. This deduction at the end of the thesis initiates with 

established theories of previous steps of the research and seeks to see if the theory applies to 

specific instances. Embedded in data (Glaser & Strauss, 1967), the findings of a qualitative 

deductive reasoning would allow theory testing in naturalistic settings (Well, 1993). Additionally 

it would allow me to test, or claim not falsification, of the theories I proposed in previous steps.  

3.2. Research Philosophy 

 The term research philosophy refers to a system of beliefs and assumptions about the 

development of knowledge. There are several assumptions made at every stage of the research 

(Burrell & Morgan, 2017). These include the three pillars of assumptions about the realities 

encountered during the research (ontological assumptions), how the reality is known 

(epistemological assumptions) and finally about the extend and ways that the researcher’s values 
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and beliefs influence the research process (axiological assumptions). Understanding these 

assumptions is crucial due to the inevitable influence of these three pillars over the shaping the 

research questions, the methods applied and the interpretation of the findings (Crotty, 1989). The 

research onion illustrated in Figure 7 schematically synthesizes the methods, approaches, 

strategy and techniques used in this thesis.   

 

Figure 7. The research ‘Onion’. Source: Saunders et al., (2007) 

 Ontological assumptions are concerned about the constitution of the reality and 

influences the researcher studies the reality. In the field of management this reality includes 

objects such as organizations, individuals and their interrelations. Researcher needs to take a 

position regarding the perception of how objects really are and how these objects really work. 
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The ontological assumptions, therefore, determine the researcher’s choice of what to research for 

accomplishment of the objectives of the research at hand.  

 Epistemological assumptions try to understand “how the reality is known?” (Creswell, 

2013). This, as Saunders and colleagues (2007) explained, refers to assumptions about 

knowledge, and the criteria of considering knowledge as acceptable, valid and legitimate. In 

addition, the epistemological assumptions determine how we can communicate knowledge to 

others (Burrell & Morgan 2016). The multidisciplinary nature of management suggests that in 

the epistemological assumption of the field different types of knowledge, including numerical 

data or textual and visual data, facts or opinions, and narratives and stories are all legitimate. 

This is only the philosophical paradigm of the researcher and the nature of the question at hand 

that govern which methodology, approach and strategy are appropriate for the research 

(Saunders et al., 2007).  

 Finally, the axiological stance, or the role of value and ethics of the researcher, 

determines the answer to this question that to what extent does the researcher wish his/her 

personal beliefs and values influence the research. Consequently the researcher must decide how 

to deal with her own values with those of the objects she is researching. Heron (1996) argues that 

it is inevitable that the researcher’s values kept completely separate from the research process. 

They, however, must be recognized and reflected during the research application and analysis.  

 This thesis is designed from a pragmatist philosophical paradigm with the aim of serving 

human purposes and highlighting the moral dimensions of the organization. According to the 

pragmatist researchers, the research ought to have practical value and ’pragmatist 
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experimentation‘ sees the organizations as vehicles to help people live better lives (Wicks & 

Freeman, 1998), and therefore, ethics is the central notion of this theoretical stance.  

 The pragmatist inquiry starts with researcher’s values and the sense of an existing 

problem that haven’t been solved in previous research (Elkjaer & Simpson, 2011). Achieving 

practical outcomes is the most important target of a pragmatist researcher and therefore, seeking 

to explore a research problem and identifying research question demands a lump amount of 

effort from a pragmatist researcher. This elucidated the motives behind the period I spent in the 

exploratory phase of the research to identify a problem that really exists in the projects, is 

overlooked and the current existing solutions are not capable of tackling it.  

 Ontological stance of the pragmatism paradigm entails that reality is what is useful, is 

practical and works (Cresswell, 2013). The reality is complex, rich and is made from the 

consequences of ideas, processes, experiences and practices (Saunders et al., 2007). Above all, 

pragmatists believe that there is no privileged description of events, situations or phenomena 

(Haack, 1976), and in the socially constructed world described by pragmatists, the ‘truth’ can 

have different versions, narrated by different individuals (Rorty, 1985). None of the versions of 

truth is closer to reality in respect to the others and there is no hard fact, as science suggests, but 

there are different interpretations of fact, illustrated as truths and narrated by individuals based 

on their psychological, social and cultural stances. This then explains why in this research only 

deep delving in the cases and grasping the experience of the individuals and meso groups from 

the local communities could address the objectives of the research. It further clarifies how 

making direct contact with local communities as concrete others and listening to their narrations 

was the best choice for exploring local communities’ constructed world.  
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 Acceptable knowledge in epistemological assumption of pragmatist paradigm is a 

practical knowledge linked to the specific context. The successful action then drives the 

judgment of legitimacy of knowledge and, therefore, any source of knowledge adding to the 

understanding of the case was considered as legitimate in this research. Methods that enable 

credible, reliable and relevant data to be collected are accepted in this philosophical paradigm 

(Kelemen & Rumens 2008) and so, any credible source of data, any narration from individuals in 

local communities was considered as a valuable legitimate knowledge. 

 Conversation between participants and researcher about beliefs and values supports the 

axiological assumption of the pragmatist research and therefore, the reality is something built 

between the researcher and the object at research. This is, however, the researcher values that 

drive the reflexive process of inquiry (Kelemen & Rumens 2008; Creswell, 2013).  

 Furthermore, being pragmatist coheres with being feminist since both perspectives 

overlap with the priorities of the other. The concept of ‘truth’ is defined to be provisional and 

ever-changing in both philosophical realms (Radin, 1989), and the ‘self’ cannot be stripped away 

from the ‘concrete others’ in both schools of thoughts (Burton & Dunn, 1996). 

 The concept of knowledge, in addition, is similarly defined in both feminist ethics and 

pragmatist inquiry. As Garry and Pearsall (2015) explained, the emotions have long been 

considered as a ‘subversive’ of knowledge, while reasoning is vastly accepted as a sufficient tool 

to build knowledge. Feminist perspectives, however, emphasize that it is through the 

communications and relationships that humans build their knowledge and the knowledge gained 

through relationships will drive our decisions regarding the right action: “we know particular 

https://scholar.google.it/citations?user=8OXRGOUAAAAJ&hl=it&oi=sra
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things about particular humans, and because of this knowledge we are partial toward some of 

those humans” (Burton and Dunn, 1996, P.135).  

 This thesis stands over this pragmatist-feminist philosophical pile and therefore delves 

into the constructed truth of individuals from local communities and project organization with 

the assumption that all of the narrations are different versions of truth. This also considers that 

the focal organization cannot be defined, and consequently studied, separately from its embedded 

context. That is why a substantial lump of data collection is dedicated to observing the 

surrounding environment of the project and the local communities.  

3.3. Research Context 

 The local communities groups confront the same kinds of perception processes that 

individuals inside the communities face. Both individuals and communities, as the collective 

level, make perceptions and judgments on the organization’s behavior. The individuals use the 

values mostly taken from the society to analyze the organization’s behavior and these values 

allow the individuals to make sense of the world around them (Tost, 2011). Individuals as well as 

communities, refer back to the similar events in the past to make inference from the current 

happenings and make sense of behaviors (Malle 1999, 2011).  

 Given the number of similarities, one may assume that the perception dynamics driving 

individuals’ processes to make sense of the organizational behavior are immediately projectable 

to the communities level. In this view, the community is simply an aggregation of individuals’ 

perception. However, research has illustrated that some individual mental properties are 

projectable to groups, while others are not (Adams & Aizawa, 2009). Additionally, the structure 

of the collective level or the whole, whereby interactions among the individuals are shaped from 
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has an important influence on the cognition at the group level and there are other factors 

involved in compilation of individuals’ perception and making a collective capacity that is 

organization or group dependent (Bougon, 1992; Maitilis, 2005). The question then rises that 

what level of analysis the local communities’ perception must have?  

 To make the decision between considering ‘whole’ or ‘part’ as the level of analysis, I 

explain two possibilities. In the first approach the individuals may torn out of from the 

communities and their perceptions from the organizational behavior be analyzed. But the 

perception is always a situational or social process. Thus, examination of such process can never 

be truly reduced on the atomistic level, but an individual should be examined as embedded in the 

context and therefore interaction as well as other institutions play a crucial role in creating for 

example schemata which are used for attribution (see e.g. Neale & Fragale, 2006). What is 

gained from adopting this approach is having an in depth understanding of the individuals’ 

perception as the micro level. But this comes at the expense of losing the understanding of the 

collective emotions which eventually lead to actions in communities.  

 The second approach would consider communities as a whole and would examine the 

cognition of the communities at that collective level. In contrast to the former reductionist 

approach, this broad brushing discounts all of the individual characteristics of the communities’ 

members and assumes that all of these members of the local communities have similar 

perception from the organization. From the ethical principles of stakeholder theory and some of 

the current practices towards stakeholders in organizations, we know that such an approach is not 

theoretically and practically correct.  
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 Somewhere between these micro and macro levels, there must be a meso level that is 

accurate to address the aim of this article which. At this level the black box of the communities 

must be opened into smaller groups and the perceptions of each group must be analyzed. Even 

though each individual follows its own perception development path, this is in fact the collective 

perception of communities which transforms into emotions and actions later on. But there are 

moral, theoretical and practical considerations which for now and at this stage call for a 

perception analysis at the meso level. This phenomenological approach will allow merging the 

practical approach of business to the philosophical level of ethics. This will open the doors for 

further research that adopts a reductionism approach at the micro level of analysis which is the 

individuals in the local communities and the interrelations among them in the meso groups.   

3.4. Methodological Quality Assessment 

 The main issues of concern in assessing the quality of a research method are reliability 

and external validity, construct validity, and internal validity. However, Lincoln and Guba 

(1985), as well as Denzin and Lincoln (1998), elucidated that transferring the quality assessment 

measures of quantitative research to qualitative research is irrelevant and misleading. They 

explained that since the ontological, epistemological, axiological assumptions of qualitative 

research are so fundamentally different from those of quantitative research, it should be judged 

on its own terms. Therefore, rather than validity and reliability, some alternative criteria based on 

qualitative concepts are introduced to evaluate the quality of a qualitative research (Yilmaz, 

2017).  

 Credibility, trustworthiness and authenticity, are introduced as correspondents to validity 

from the quantitative research and dependability and auditability are suggested to replace 
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reliability in quantitative studies. The alternatives of validity tend to explain whether the study 

findings are accurate and true for the researcher, participants and the readers of the study 

(Creswell & Miller, 2000), and the reliability correspondents mean that the process of study has 

a decent consistency over time and among different researchers and across several methods of 

the research (Yilmaz, 2017).  

 In this thesis, the explanations of the cases and the context within which the objects 

studied are rich and descriptive allowing the reader to feel presence in the field; Triangulation of 

methods, theories and data sources resulted in convergent conclusions; the findings from the 

empirical data are directly linked to the theoretical frameworks and the emergent theories (inter-

case and cross-case analysis); the findings are systematically coherent and in case of 

disconfirmation of the evidences in cross case analysis the theory was modified. These 

considerations, according to Miles and Huberman, (1994), can assure the credibility of a 

qualitative research.  

 To reach dependability (instead of reliability), the research questions were all clearly 

defined and the research design including the method and strategy are congruent with them; the 

basic analytical constructs of the theory are clearly described; the data were connected in a 

coherent and consistent way achieved by appropriate settings, times and interviewees; finally, I 

tried to explicitly define my role and the influence of my beliefs and values over the thesis.  

 Validity and reliability are, however, used in the seminal works of Eisenhardt (1989) and 

Yin (2003) as appropriate criteria to evaluate quality of the qualitative research. As they 

explained construct validity expresses how well variables and constructs illustrate reality within 

the scope of the study (Yin, 2003). In this research, relevant practices were identified through 
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empirical investigation before using them to collect further empirical evidence in order to 

address issues of construct validity. Further, the respondents had the possibility to ask for 

clarification from the interviewers as to what the questions or specific terms were referring to. 

The review of the relevant literature strengthened the construct validity of the study. This was 

enforced by structured literature review and the conceptual theory building that will be presented 

in Chapter 5. The semi-structured interviews and follow-up discussions with the respondents 

helped ensure proper representation of the phenomenon.  

 Internal validity addresses the question of whether the causal relationships identified 

between variables or constructs actually reflect the relationships in reality (Yin, 2003). 

Triangulation of data sources, theories and investigators (Mathison, 1988) are used in this 

research to bring about better internal validity. The propositions reached through adopting 

different theoretical lenses are partially overlapping which indicates that even theoretical 

triangulation brought convergent results. The inconsistent or contradictory results of the 

triangulations are fully interpreted to bring plausible explanations in the discussion parts of the 

thesis.  

 External validity and reliability concern the issue of replicability of the findings in a 

different sample and at different point in time. From a pragmatist stance, what is suggested is to 

consider that the knowledge is strongly contingent to the context (Saunders et al., 2007). 

Therefore, the results are expected to be replicable in circumstances of similar nature as the 

studies in this research. However, due to the diversity of possible causes for uncertainties, 

differences may be observed. The argument for such observations would be to proceed with 



72 

 

further investigation to explain why the differences materialize, leading to further rectification of 

proposed relationships in this research.  
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4 Description of the Cases 

 

 

 

 

 

 

 

 

 

 

 

In this chapter I will describe the contextual factors and actualities of the five cases I delved into 

during the empirical phases of this research. The first four cases belong to the 2
nd

 phase of 

empirical data collection and are explored during the theory building phase of the research. The 

single case belongs to the qualitative deductive phase of the thesis and the 3
rd

 phase of empirical 

data collection.  

4.1. Case 1 

 This project is a complex gas extraction project in south of Iran alongside the Persian 

Gulf. The broader program is composed of 20 off-shore and on-shore phases initiated more than 

three decades ago. There are four small villages with specific ethnical heritage, living in close 

proximity to the project. Before the project initiation, local communities’ profession was farming 

and fishing in the Persian Gulf. During the initiating phase of the project, majority of the farming 

lands were purchased by NOC and the nearby harbors have been taken by off-shore plants.  

 The small populations of the villages are now hosting large groups of project 

organization employees resulting in an unwelcomed cultural mixes. From the initial phases of the 

“Rather than focusing on how to balance moral 

principles and derive decision-rules, we should 

turn our attention to…narrative and to the moral 

sensitivities of particular individuals and 

communities” 

(Wicks, 1996)  

 

 

 ( 
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project, this has emerged some random social protests and communities unrest. These 

turbulences are surpassed by interference of the government military forces that bring full 

support to the state owned project organization.  

 In case of necessity, communications are performed between project organization and 

village council who are elected by locals’ voting. There are regular meetings held between 

project organization delegates and council members at the presence of the central government 

authorities. Council members are elected every four years and according to the observations, 

they are not in constant and direct contact with the local communities.  

 There are some infrastructures constructed by project organization as a need for 

performing project activities or to address the demands of the organization’s employees. Local 

communities are allowed to have access to some of them. Environmental social impact 

assessment studies are occasionally conducted for the project; however, the prevalent 

governmental idea about the project is that the strategic benefits of the project can override the 

environmental and social degradation it made in the area. The gas flare is very severe and the air 

pollution level is high to a harmful and risky level. Some people from local communities told me 

that the rate of cancer and other fatal diseases have considerably increased since the project has 

been executed. 

 After three decades of project activities within the area and in the lack of any other job 

opportunities, excluding those available in project organization or those which are indirectly 

linked to the project activities, the communities’ economy is tightly bonded to the project 

organization. The communities cannot provide high level technical services for the organization 

and there is no contractor or local supplier available within the area so they are not directly hired 
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in project, except as unskilled workers and tea boys. Communities’ individuals, however, can 

earn some income through renting their properties to project employees and the domestic retails 

are booming. Scattered training courses are planned by project organization for local workers but 

over three decades the figures of local recruitment by the organizations have not considerably 

changed.  

4.2. Case 2 

 This project is two phase large refinery plant deployed by NOC in south east of Iran. The 

first phase of the project was comparatively small, constructed and operated more that 40 years 

ago near a modestly developed town with the population of 100,000. The second phase is a very 

large refinery project, designed to be the largest refinery plant of the country, and was initiated a 

few years ago to replace the old plant.  

 The rate of unemployment in the town is high (17.5%) and from the initial phase of the 

project there were negotiations going on between project organization and city council members 

for increasing the rate of recruitments from the local context. The majority of the population of 

the town is well educated but is without relevant job experience and therefore the communities’ 

individuals are not hired by the organization. All main contractors and suppliers are selected 

from other big cities and they normally bring their own personnel with them from their cities of 

origin.  

 Organization’s clumsy approach in managing the employees has resulted in some social 

issues in the area. Project organization does not provide accommodations for the employees and 

they need to rent a place in the town. Some of the employees with low income are living in 
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abandoned warehouses developing a sort of slum area in the outskirts. Project organization is not 

demanded to provide any facilities or infrastructures for the town. That is due to the fact that the 

town is already developed to a certain level. The only infrastructure provided by project 

organization is the airport that was rehabilitated and reopened by the NOC. City council 

members and local communities expressed their concerns about further environmental and social 

impacts of the project on the communities’ daily life but they were anticipating that the 

organization will address any forthcoming issues. 

4.3. Case 3 

 This project is consisted from a very extensive and complex oil extraction project in 

Niger Delta district of Nigeria. According to the department of petroleum resources of Nigeria, 

the crude oil production accounts for more than %80 of the federal government revenues and due 

to its high impact on the economy of Nigeria, it has always been the center of public scrutiny. 

Multinational oil companies are trying to combat the spate of violence targeted to them from 

local communities (i.e. Hostage taking, flow station occupation and conflict), by increasing their 

corporate social philanthropy and investments around all disciplines.  

 The project organization approached for this research is the second largest multinational 

organization in the oil and gas sector in Nigeria with a history of more than 5 decades of 

performing projects in the country. The head quarter of this organization is located in Europe and 

as opposed to the NOC, a preeminence department of the organization is dedicated to community 

development projects.  
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 There are approximately 350 tribes or communities living in proximity of the project 

plants with an average population of 200 individuals each. We approached to one of the tribes 

with a population exceeding slightly 100. Majority of the locals are farmers working on lands. 

However, the agricultural lands are highly contaminated by oil spills. Drinking water is 

frequently contaminated, and sheen of oil is visible in many localized bodies of water. Offshore 

spills, which are usually much greater in scale, contaminate coastal environments and cause a 

decline in local fishing production. Continuing disputes and protests against the environmental 

condition of the area have constantly resulted in unrest in the area. Majority of protests were shut 

down with military confrontation commanded by the national government.  

 Project organization had planned and invested on some development programs to 

improve the efficiency and capability of local communities. These projects include seedlings, 

fish fingerlings, and training and agricultural extension activities to a large number of co-

operatives and farm families with consideration to women, youth and other vulnerable groups. In 

skill acquisition program, youths and women have been trained. Trades include catering, 

carpentry, fashion design, Boat engine repairs, hair dressing and welding /pipe fittings wood 

work. There are scholarships provided for local communities’ youth for higher education. Some 

of the award winners travel to Europe to receive demanded education to head back to Nigeria 

prepared enough to work in the project. Training short courses are provided for locals to develop 

capacity in manpower. Project organization favors from some local fabrication and casting 

activities while majority of procurements are purchased from abroad.  

 Communications with local communities are systematically planned. Each tribe has 

representatives from diverse sub-groups (i.e. women, youth, farmers, etc.). These representatives 
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are elected by communities specifically for project-related negotiations and are introduced to the 

project organization. There are meetings held on a weekly basis between project organization 

community department members and local communities’ representatives. Additionally, project 

organization claims that individuals can refer to a project site and fill a grievance form. The 

formal grievance will then be responded by project manager.  

4.5. Case 4 

 This project is an oil and gas extraction and refinery project performed by MNOC. 

Located in Kazakhstan, this project is very close to a small town with a population of more than 

30,000 besides there are nine villages scattered around the project and the town with a total 

population of 5,500. The organization selected and approached for this research has a 40-year 

agreement with the central government to develop the field to allow the production to reach 

world markets, currently celebrating half way.  

 Central government of the hosting country has legislated restricted regulations for the 

activities and policies of project organization. Additionally, the country is advanced in more 

educational systems as well as healthcare. For example, the identification of vulnerable members 

of communities is done through legislations performed by the government. The agreements with 

government, however, do not exactly define the practices that the project organization should 

perform for development of the area. 

 Project organization is active in elaboration and reconstruction of domestic roads of the 

villages. They actively participate in social projects by spending $20 million annually. This 

budget was previously allocated on building hospitals, schools, better quality water and now on 
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improving quality of services delivered to local communities. Scholarships support education of 

medical team, technology facilities connecting villages to the capital, etc. In addition to the 

social projects, there is a separate budget allocated by the project manager on building tight bond 

relationships with local communities by investing on their cultural and traditional ceremonies 

and involving the communities in social activities planned by project organization. These may 

include summer camps for children and olds and regular medical checks performed at a 

sanatorium rest home. Project personnel are also actively involved in planning and holding 

national and religious festivals with the communities.  

 Project organization communicators visit the villages once a week. Additionally there are 

monthly formal meetings held for local communities, during which they can talk about their 

concerns directly to the project authorities. There are environment monitoring stations to monitor 

air quality and the results are posted on notice boards inside villages’ halls. Complains about gas 

flare odor and water quality are tracked following a standardized procedure. Reports of the 

investigations and following activities submit to the complainer afterwards. Communities are 

aware of the amount of social project budget and they can align their development request with 

the remaining budget of the year.  

 Over the years gas service companies and sub-contractors from the country have become 

capable of performing many of the demanded skills of the organization. Project organization, 

therefore, contracts them and they naturally hire their human resources from the communities. 

Direct recruitment by organization is not frequent, but also not scarce. However, almost 65 

percent of population is directly or indirectly hired by the project organization, making the 

project organization the first employer of the area.  



80 

 

4.6. Case 5 

 The promoter of the project of the study in the Canary Islands was Repsol 

Investigaciones Petrolíferas S.A (RIPSA) and the competent body for authorization was the 

Directorate General for Energy Policy and Mines of the Ministry of Industry, Energy and 

Tourism. Therefore, the two supporting participants of the project were Repsol and the National 

Government of Spain, respectively. The objective of the Repsol research project for the Canary 

Islands was to determine the existence of hydrocarbons in the area and to assess the viability of 

the extraction. For this purpose, two exploration surveys were initiated off the coasts of 

Lanzarote and Fuerteventura, within the research permits denominated "Canarias 1-9". The plan 

was to start the exploration phase at the end of 2014, which would last about four months. The 

investigations were planned to be conducted 60 km from the islands, near the border with 

Morocco.  

 Different designed phases for the project included: Mobilization and positioning of the 

drilling unit, well drilling and removal of the drilling unit. In November 2000, Repsol asks for 

the permission from the government to explore the marine hydrocarbons in Canary waters. After 

one year, the Spanish Government grants Repsol the necessary permits to conduct nine oil 

prospecting off the coasts of Lanzarote and Fuerteventura. But within few months a contentious-

administrative appeal is filed by the Council of Lanzarote against the central executive for the 

permits to Repsol. Two years later, in 2004, The Supreme Court rejects the authorization granted 

by the Central Government for the Repsol oil drilling in the Canary Islands for not complying 

with the environmental protection measures or with the restoration plan required by the 

Hydrocarbons Sector Law. 
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 Over the following years, different local and national authorities, including the 

Parliament of the Canary Island and the Council of Ministers of Spain, are involved in the legal 

actions against Repsol’s project. In 2012, Greenpeace opposes the Canary Islands Government 

against the Repsol project after which, the European Commission and Several important British 

tourism associations inform the Spanish government of their concern about the impact that the 

project could have on the tourism of the area.  

 Initiated from March 2012, thousands of individuals participated in the protests against 

the project in the Islands, Madrid and Barcelona. The cyclical actions are continued over three 

years by holding meetings, giving speeches against the project and its overlooked impacts on the 

islands, several appeals were presented to the Spanish supreme court, city councils of the islands 

and the constitutional court and European Union as well as UNESCO. International 

organizations like Friends of Earth, Bird-Life International, Greenpeace, WWF or Clean Ocean 

Project gave their support in the fight against the prospection. It was created a web page in 30 

languages (SAVECANARIAS.ORG) where all the companies that joined appeared. In this page, 

in a year and a half, more than 222,000 signatures were obtained from people who supported the 

cause. 

 During this period, the project activities were suspended for so many times and it was in 

January 2015 when Repsol eventually announces that the samples obtained in the sounding of 

the explored well were analyzed and the existence of natural gas is confirmed but without the 

volume or enough quantity to consider a future extraction, hence, abounding the project and 

investigations altogether.  
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 Repsol claims to work proactively to identify and understand the expectations of its 

stakeholders, according to its corporate social responsibility agreement and adapted to three 

levels: in the company as a whole, at the country level and at the operation sites. Repsol uses the 

criteria of responsibility, influence, proximity, dependence and representation to identify and 

classify its stakeholders. The stakeholders identified by Repsol are illustrated in Table 5.  

 After identifying the stakeholders, Repsol conducts studies to identify their expectations, 

in which they carry out interviews with representatives of each group to develop a specific list of 

their concerns and expectations about the ethical, social and environmental behavior and impacts 

of the company. 

 For the case study, the most influential interest groups in the development of the surveys 

would be the public bodies, the civil society and the local communities affected by the project. 

Therefore, we interviewed journalists, NGO activists and authorities from local government of 

Tenerife and Lanzarote of the time of the protests as the targets of my explorations. Nine 

interviews were conducted and a vast review of the media reports and news paper articles related 

to the topic was included in the process of data collection.   
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Table 5. Project stakeholders identified by Repsol 

Organizational Level National Level Local Level 

Employees Employees Employees 

Members of the global corporate 

responsibility committee 

Members of the country's 

corporate responsibility 

committee 

Members of the administrative 

committee of the operation 

centers 

International governing bodies: 

United Nations Global Compact, 

United Nations Environment 

Program, World Business 

Council for Sustainable 

Development, European 

Commission: Enterprise and 

Industry Division, World Bank: 

International Finance 

Corporation, World Energy 

Council, World Economic 

Forum, International Labor 

Organization. 

Civil society: National NGOs of 

ethical, social and environmental 

nature, representatives of the 

academic field, national trade 

union organizations, indigenous 

associations or in defense of 

other groups of the country, 

national civil associations of 

interest, referents and experts. 

Civil society: local NGOs and 

academics, local trade union 

organizations, local business 

associations, business sectors 

that may be affected by the 

activity of the company (fishing, 

tourism, etc.), neighborhood 

associations, parents 

associations, housewives ..., 

experts and local referents. 

Organizations of the sector: 

IPIECA, OGP, American 

Petroleum Institute 

Institutions and public bodies: 

central authorities, regional 

authorities, other bodies of 

public influence 

Bodies and public institutions: 

central authorities, regional 

authorities, local authorities and 

other public bodies of influence. 

Civil society: international 

NGOs of an ethical, social and 

environmental nature, 

international trade union 

organizations, other international 

civil associations, international 

experts in sustainability 

Value chain: suppliers and 

contractors, operating partners, 

non-operational partners, retail 

distributors and other business 

relationships in the country. 

Value chain: local suppliers and 

contractors, local partners, other 

local business relationships. 

International media Media of international, national 

and regional communication 

Media of local, regional, 

national and international 

communication. 

 

 In the Canary Islands, Repsol carried out different activities to promote a better image of 

the project. These activities include: a visit with journalists to the Repsol Technology Center and 

the Casablanca platform, a conference to the House of the Canary Islands in Madrid, a meeting 

with the Provincial Association of Las Palmas through the National Association of Pescadores, a 

meeting with the Business Circle of Las Palmas, a meeting with the Business Association of the 

Canary Islands in Las Palmas, a debate with the Hotel and Hotel Association of Tenerife, La 



84 

 

Palma, La Gomera and El Hierro, a meeting with the Association of Spanish Entrepreneurs of 

Tenerife, a visit with journalists to the logistics base and to the Rowan Renaissance, a meeting 

with the representative of the central government. Despite being one of the communities with 

which Repsol carried out more commitment activities, it is one of the few with which no 

agreement was reached. 
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5 Organization’s Approach 

 towards Local Communities  

 

 

 

This chapter will address  RQ1. The results are illustrated based on the analysis of the collected 

theoretical data. Exploring project management literature in a structured way, this chapter will 

identify the roles and rights considered for local communities in project management literature 

and will explain how external stakeholders, and more specifically local communities, are 

encountered by project organizations.  

5.1. Data Analysis 

 The analysis includes two steps of identification of the context within which the project 

governance literature positions the stakeholders and extraction of the roles and relations assigned 

to the stakeholders by the organization. Braun and Clarke (2012) developed a six-phase approach 

for the thematic analysis. Adapted from this approach, I designed the inductive analysis 

illustrated in Figure 8. I started by reading the 87 articles over and over to identify the 

preliminary codes (Table 7). The reading was driven by the objectives of the papers, their stated 

contributions and presented findings. The codes and their definition are presented in Table 6. I 

then combined the codes to find the patterns in the articles (sub-themes) through two subsequent 

steps. As it can be read from Table 6, there are codes which were combined to make different 

sub-themes, due to which, the final themes have overlaps with each other.  

“If I have seen further, it is by standing upon the 

shoulders of giants” 

 

(Sir Isaac Newton)  
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Familiarization with the data

Generating initial codes

Reviewing potential themes

Defining and naming themes

Combining codes to generate 13 sub-themes at       

level 3 (Appendix 1)

Producing the report

Inductively reading 87 articles over and over again

Generating 35 codes (Appendix 2)

Combining  sub-themes at level 3 to generate 5 

sub-themes at level 2 (Appendix 1)

Combining  sub-themes at level 2 to generate 3 

themes at level 1 (Appendix 1)

Findings and Discussion

 

Figure 8. Thematic analysis framework adapted from Braun and Clarke (2012) 

 There are 13 sub-themes presented at level 3 of the thematic analysis, by combining 

which six themes emerged at level 2: governance mechanisms, success and value, megaproject 

and public projects, stakeholder management, knowledge and ethics. Due to the considerable 

overlap of the themes at level 2, I then merged the sub-themes of success, knowledge and 

governance mechanisms into one final theme (success) and stakeholders’ sub-theme was merged 

with ethics so that I eventually came up with the final three themes: Success, megaprojects, 

ethics. Table 6 illustrates the themes that are covered within each paper in a matrix structure 

borrowed from Salipante et al., (1982). 
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Table 6. The Codes and Emergent Sub-themes and Themes of the Content Analysis 

Themes 

Code Level 1 Level 2 Level 3 

S
u

cc
es

s 

S
u

cc
es

s 
 

O
rg

an
iz

at
io

n
 

Doing the right project 

Strategic values 

Sustainable prosperity of organization 

Organizational legitimacy  

P
ro

je
ct

 Tactic values 

Society involvement in decision making  

Shareholders' priorities 

Stakeholders' priorities 
V

al
u

e Value creation for internal stakeholders 

Value creation for external stakeholders 

Stakeholder satisfaction 

K
n
o
w

le
d
g
e 

K
n
o
w

le
d
g
e Risk knowledge 

Knowledge creation 

Doing the right project 

Knowledge spread 

A
p
p
li

ca
ti

o
n
 

Risk sharing 

Contracting  

Society involvement in decision making  

Public-private risk allocation 

g
o

v
er

n
an

ce
 m

ec
h

an
is

m
s 

G
en

er
al

 

Purpose of governance 

Punishments 

Decision making 

Reporting  

Accountability 

Risk sharing 

O
rg

an
iz

at
io

n
 

Sustainable prosperity of organization 

Strategic values 

Doing the right project 

P
ro

je
ct

 Society involvement in decision making  

Contracting  

Tactic values 

Doing the project right 

V
al

u
e Value sharing 

Shareholders Vs. Stakeholders 
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    Themes 

Code 

Level 

1 
Level 2 Level 3 

E
th

ic
s 

S
ta

k
eh

o
ld

er
s In

te
rn

al
 

Decision making 

Sponsorship  

Value creation for internal stakeholders 

Managing organizational relations 

Relational trust 

Trust building  

E
x

te
rn

al
 

Value creation for external stakeholders 

Relational trust 

Trust building  

Society involvement in decision making  

Relations with external stakeholders  

T
ru

st
 a

n
d
 E

th
ic

s 

W
it

h
 I

n
te

rn
al

 

st
ak

eh
o

ld
er

s 

Accountability 

Transparency inside organization 

Ethical dilemma 

Role of trust in project success 

Punishments 

Reporting  

W
it

h
 E

x
te

rn
al

 

st
ak

eh
o

ld
er

s Accountability 

Relations with external stakeholders  

Trust building 

Role of trust in project success 

    

    

  

Theme Code 

  

M
eg

ap
ro

je
ct

s Risk sharing 

  

Trust building 

  

Decision making with society 

  

External stakeholder's priorities 

  

Public-private conflict 

  

Value creation for external stakeholders 

  

Relational trust 
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 To explore the roles and relationships of different stakeholders in the project governance 

literature, I first extracted the levels of the governance that each reviewed paper has the focus on. 

Some of the papers are focused on more than one level. The reviews revealed that majority of 

papers have taken an inductive approach, while only few of them aimed at testing theories. I then 

identified all of the stakeholders which are studied or mentioned in each reviewed article. I 

realized that not all papers acquire the similar approach in describing the same stakeholders. 

Project managers, for instance, are described as decision makers is some papers while other 

papers consider them as responsible to implement organizational strategies to create values. This 

is dependent to the type of relationships the paper is analyzing, in addition to the target scope of 

governance.  

 Müller (2009), suggests that the functions of the governance mechanisms include 

directing and controlling the organization, balancing goals (economic, social, environmental, 

individual), and defining rights and responsibilities of stakeholders. I applied this classification 

as a framework for categorizing the stakeholders. I came up with a categorization which groups 

stakeholders as decision makers or as origins and targets of value. 

 The two types of relations among stakeholders are adapted from Turner and Keegan 

(2001), who stated that there are two roles in project governance, one responsible for the 

relationship with the external stakeholders and the other focuses on the relationship between the 

parent organization and the project team. 

The results of the analysis are illustrated in the following section.  
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Table 7. Identified Codes and Their Definition 

Code Definition 

Doing the right project Governance mechanisms helping to select the project in alignment with organizational strategies 

Doing the project right Governance mechanisms helping to deployment of projects correctly 

Strategic values Organizational long term values defined at the organizational level 

Sustainable prosperity of organization Definition of long term success of the organization and development of mechanisms to achieve it 

Organizational legitimacy  Stakeholders’' perception from the legitimacy of organization and how the organization values that 

Tactic values Organizational short term values which are implied at all levels of the organization 

Society involvement in decision making  Organizational approaches adopted to involve society in decision making  

Shareholders' priorities Demands and concerns defined by shareholders 

Stakeholders' priorities Demands and concerns defined by stakeholders (apart from shareholders) 

Value creation for internal stakeholders Mechanisms adopted to address demands and concerns of internal stakeholders 

Value creation for external stakeholders Mechanisms adopted to address demands and concerns of external stakeholders 

Stakeholder satisfaction Definition of stakeholder satisfaction criteria and mechanisms adopted to reach them 

Risk knowledge Organizational activities for collecting experience and lessons learned from risk 

Knowledge creation Mechanisms adopted to collect the knowledge gained from the project (individual and collective level) 

Knowledge spread Mechanisms adopted to spread the knowledge at different organizational levels 

Risk sharing Mechanisms adopted for sharing risk with external stakeholders 

Contracting  Methods of contracting and the contracting experiences  

Public-private risk allocation Mechanisms of sharing risk with public owners  

Purpose of governance Governance application in the organization to achieve organizational goals 

Punishments Policies for penalizing internal and external stakeholders  

Decision making General policies adopted for making decisions at different levels of organization 

Reporting  Application of governance in the organization to achieve organizational goals 

Accountability Spreading responsibilities to different stakeholders and development of mechanisms for tracking them 

Value sharing Sharing project values with stakeholders  

Shareholders Vs. Stakeholders Consideration of conflicts between shareholders and other stakeholders' demands 

Sponsorship  The role of sponsor in organizational decision makings 

Managing organizational relations Governance mechanisms to manage the relations inside and outside of the organization 

Relational trust The role of trust in the communications inside and outside of the organization 
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Trust building  Means adopted to build trustful relations inside and outside if he organization 

Relations with external stakeholders  Communication policies for making relations with external stakeholders 

Transparency inside organization Communication means inside the organization, among different levels or at the same level 

Ethical dilemma Stakeholders' decision making while facing with ethical dilemma 

Role of trust in project success The influence of trust on achieving success  

External stakeholder's priorities Consideration of demands and concerns of external stakeholders  

Public-private conflict Different concerns and demands of organization and public owner  
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5.2. Roles and Relationships of Stakeholders 

 In this section I explain the different roles and relationships of stakeholders defined in 

project governance literature. The findings elucidate that project governance assigned two 

generic types of roles and two types of relationships for stakeholders. 

5.2.1. Stakeholders as decision makers 

 Decision makers are individuals or groups with appropriate levels of authority who are 

accountable to the higher-level management (Too & Weaver, 2014). Project governance 

considers an important role for decision makers and the success defines a strong link between a 

decision maker and the organization’s prosperity (Williams et al., 2010; Xie et al., 2017). The 

responsibilities of a decision maker are quite broad and dependent to the level in which they are 

positioned. These responsibilities include, but are not limited to, project selection, allocation of 

resources, development of the risk management strategy, managing contracts, specifications 

about the rights and responsibilities of participants in the projects, etc. (Müller, 2009; Marnewick 

& Labuschagne, 2011; Hellström et al., 2013; Guo, et al., 2014; Too & Weaver, 2014; Brahm & 

Tarziján, 2015; Chang, 2015; Kivilä et al., 2017). 

 In public projects, decision makers might come from outside of the organization and 

include local and national government, parliament, etc. (Klakegg et al., 2008; Brunet & Aubry, 

2016; Liu & Wilkinson, 2014; Samset & Volden, 2016; Ma et al., 2017). Internal decision 

makers in megaprojects or public projects are responsible for involving external stakeholders in 

some decision making processes (Klakegg et al., 2008; Shiferaw et al., 2012; Hueskes et al., 

2017) and building a trustful and transparent relationship with them (Shiferaw et al., 2012; Liu & 

Wilkinson, 2014). Some researchers believe that public involvement would increase 
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organization’s prosperity due to promoting a good public image (Kivilä et al., 2017), reducing 

potential conflicts for a smooth project execution (Xie et al., 2017) and improving the acceptance 

of various audience of a project (Lin et al., 2017).  

 Nevertheless, even in the cases where the communities are involved in the process of 

decision making, their opinions are misunderstood or devalued by the interests of decision 

makers’ from inside the organization (Shiferaw et al., 2012). These results are in alignment with 

the findings of Miles (2017), where she revealed that the organization’s approach towards 

stakeholders has been underpinned by this implicit assumption that the organization is the main 

focal decision maker. This, in fact, sheds light on the importance of adoptation of appropriate 

inclusive mechanisms for building efficient and effective relationships with external stakeholders 

in order to involve their viewpoints in decision making processes.  

5.2.2. Stakeholders as creators and targets of value 

 The ultimate goal of project deployment is creating value for the organization and 

society. According to the success theme, organizational resources are spent to create value in 

terms of project outcomes, stakeholder satisfaction, trust building, knowledge creation, gaining 

organizational legitimacy, etc. (Crawford & Helm, 2009; Brunet & Aubry, 2016). Value, 

nevertheless, is subjectively perceived and evaluated by different stakeholders (Chih & Zwikael, 

2015). Various aspects of value are perceived differently by stakeholders, and accordingly, they 

capture different levels of value from a unique project (Bowman & Ambrosini, 2000; Thiry & 

Deguire, 2007). Within the context of project governance, these values are perceived differently 

at different levels of organization. The value created by knowledge management, for instance, is 
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perceived much higher at the organizational level compared to the project level (Pemsel & 

Müller, 2012).  

 The results of the analysis of 87 papers reveal that governance literature is primarily 

focused on value creation direction of the process for internal stakeholders. Some exceptions 

from the megaproject theme briefly address creating value for society in terms of trust building 

(Shiferaw et al., 2012; Xie et al., 2017) and facility development (Kivilä et al., 2017). 

Considering external stakeholders as creators of value are vastly neglected, while on the other 

hand, the creation of values according to their respective demands has been completely ignored 

in project governance literature.  

5.2.3. Relationships among internal stakeholders 

 Organization’s internal relations can form either at the same organizational level or 

between different levels. Relationships between project sponsors and project managers 

(Crawford et al., 2008; Andersen, 2012), portfolio-steering committees and top managers 

(Mosavi, 2014), and general managers and field managers (Thiry & Deguire, 2007), are covered 

within the governance literature, linking these communications to the success and efficiency of 

the project.  

 Reviews illustrated that majority of the governance articles are analyzing the 

relationships among internal stakeholders and, except stakeholder theory and transaction cost 

economic, all prevalent theories applied in project governance literature are used to interpret 

inter-organizational relationships. However, there are still many neglected relationships among 

organization actors that could be studied further with a specific focus on trust building, and 

commitment.  
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5.2.4. Relationships between internal and external stakeholders 

 A major topic of consideration in the reviewed articles was the partnership between the 

public and private sector with the aim of using private expertise to gain public benefits (Shiferaw 

et al., 2012). Studies within this stream explored the responsibilities of each partner, the 

alignment of the project with the strategies of both parties and the risk sharing among them. 

Defining communication protocols, introducing democratic and participative decision making, 

dealing with conflicts and disputes, overcoming relationship difficulties and ensuring that 

effective communication is taking place at all levels are keys to having a fruitful partnership 

(Nisar, 2013). Comparisons between different governance mechanisms in a public-private 

partnership (Clifton & Duffield, 2006; Guo et al., 2014), have been carried on to test their 

influence on project success.  

 Some scattered studies considered the communications between society as influenced 

stakeholder and project organization and government as the interested stakeholder. The work of 

Ma et al., (2017) introduces a meta-organizational structure and a societal governance model for 

megaprojects and their responsibilities to society. The project organization (operator, contractor, 

designer, etc.), the governmental hierarchy (local and central government, involved functional 

departments, etc.), and society (media, communities, NGOs, etc.), are finely positioned within 

their proposed governance model. In parallel, Van Fenema et al., (2016) and Xie et al., (2017) 

investigated local communities’ involvement through different phases of the project. However, 

apart from the abovementioned research, no other article considered exploring the interrelation 

of the external stakeholders with the internal stakeholders.  
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5.3. Stakeholders Encountered by the Organizations 

5.3.1. Project Level 

 As Turner et al., (2010) highlight, the main concentration at the project level is on doing 

the projects in the right way. Projects are means of achieving organizational objectives (Müller, 

2009). These objectives are designed at the organizational level according to the strategic goals 

(Young et al., 2012), and are imposed to the individual projects by the mechanisms designed at 

the project management level (Müller et al., 2013). Therefore there is a downward flow of 

mechanisms and policies from the organizational level to the project level (Direction E and C in 

Figure 9) (Thiry & Deguire, 2007), through which, the strategic goals are translated into short-

term tactical goals.  
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Figure 9. Organizational Structure and Stakeholder’s Position 

 During day to day practices, the project objectives are delivered to the internal and 

external stakeholders at the project level (Turner, 2014). However, decision makers at the 

organizational level have a great influence on inclusion of external stakeholders at the project 

level. If the organizational success criteria consider a certain level of satisfaction for broader set 
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of stakeholders, the values created for those stakeholders would be captured at the individual 

project level (Direction A) (Ritson et al., 2012; Serra & Kunc, 2015). That is due to the fact that 

the external stakeholders (including society, media, local communities, contractors, suppliers, 

etc.) are in contact with the organization at the individual project level (Nisar, 2013), thus the 

local context. Stakeholder theory clarifies that these stakeholders will be involved only when 

they are influencing or being influenced by the project (Freeman, 1984). The reviews of this 

research, however, highlights that these stakeholders are not usually involved in the processes 

behind making decisions that influence them. What organizations practice, therefore, is based on 

what is perceived by the decision makers from the distal of the organization level. Therefore, it is 

believed that the exclusion of external stakeholders from decision making at the organizational 

level, would result in design, creation and targeting of values that from the stakeholders’ 

viewpoint are perceived unpractical or ineffective.  

 This argument, in fact, emphasizes on the importance of consideration of contextual 

factors in studying stakeholders’ governance. Project governance articles studying megaprojects 

are more likely to include the external stakeholders at the project level (Sanderson, 2012; 

Shiferaw et al., 2012; Van Fenema et al., 2016). However, vast majority of these articles have 

their focus on the relationships between suppliers and the organization applying transaction cost 

economics (Williams et al., 2006; Pinto, 2014; Müller & Martinsuo, 2015).  

 Decision makers at the project level are responsible to implement the organizational 

strategies on a daily basis and these implementations are enacted in the light of mechanisms 

provided by agency theory (Toivonen & Toivonen, 2014; Zwikael & Smyrk, 2015) and TCE 

(Bisenthal & Wilden, 2014). The goal preferences of project manager shape their behavior 
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towards acting in a self-serving way or organizational-serving way. Implementation of 

transaction cost economics influences the project manager’s decision about outsourcing a part of 

the project and therefore shapes the roles and responsibilities in the project (Turner & Keegan, 

2001; Williams et al., 2010).  

 In alignment to Agency theory and mechanisms afforded by transaction cost economics, 

it is believed that stakeholder theory is an effective and important framework highly influencing 

the implementation of the organizational stakeholder decisions at the level which has the 

maximum contact with the external stakeholders. Trust building with external stakeholders 

(Crawford & Helm, 2009), their perceptions from the project success and the subsequent 

legitimacy they perceive (Bitektine, 2011; Kivilä et al., 2017) are all conceived at the project 

level (Direction B). These are the strategic values captured by project organization at the highest 

level of the organization. Therefore, we here observe a bidirectional creation and realization of 

value starting and ending at the two distant levels of the organization (Direction D and F).  

 Reviewing the project governance theories reveals that while these theories are adequate 

to analyze relationships among some of the internal stakeholders, they are not sufficient for 

exploring implementation of organizational strategies for addressing the demands and concerns 

of external stakeholders. This argument does not aim to ignore the value brought by those 

theories. Instead, I aim to interrogate the underlying assumption of previous researchers in the 

governance studies (Alvesson & Sandberg, 2011), concentrating on creating financial values for 

the organizations as the one and only important stakeholder. Moreover, I do not suggest 

replacing governance dominant theories with stakeholder theory. But I rather believe that 

Stakeholder theory brings a general doctrine for adopting a more stakeholder inclusive approach 
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at the project level. This inclusion would bring a broader perspective for stakeholder governance 

studies, would color the day to day interaction of internal and external stakeholders at the project 

level and therefore should be applied in parallel to Any applied governance theory fleshing that 

out with its moral inclusiveness nature.  

5.3.2. Project Management Level (PMO) 

 This levels is positioned between organizational level and individual project level and, as 

Turner et al., (2010), explain, has the duty of defining the objectives of the project and the 

capabilities by which the project should be implemented in the right way. Positioned at the 

intermediate level, PMO fosters achievement of both short-term and long-term objectives, rising 

from individual projects and organizational level, respectively (Aubry, 2011). 

 At this level there is no direct contact with external stakeholders. However, the influence 

of governance at this level on external stakeholders is crucial. On the one hand, decision makers 

at this level receive the strategic objectives from the organizational level (Direction E) and are 

responsible to operationalise them to tactical objectives for the individual projects at the lower 

level (Direction C) (Williams et al., 2010). On the other hand, as a part of governance of 

capability, the knowledge and learning at the project level is collected and managed by project 

management level (Direction D) and is transferred to the organizational level (Direction F) 

(Pemsel & Müller, 2012). Therefore, we suggest that the stakeholder related concerns at project 

management level are dual: First, how do they transfer and operationalise the stakeholder 

policies decided at the organizational level? (Young et al., 2012), and second, how do they 

transfer the stakeholders’ perception from the project activities to the organizational level 
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(Direction B), with the aim of enhancing the organizational capabilities in managing external 

stakeholders?  

 The downward translation of strategies can be governed through resource dependence 

theory which provides tools for decision makers to prioritize the allocation of resources on 

different individual projects, programs or portfolios (Thompson, 2017). Considering this 

transitional role, it is believed that when the stakeholder strategies of the organization are 

influenced by the stakeholder theory (as opposed to shareholder theory), the decisions about 

resource allocation made at the project management level will also be colored by this stakeholder 

inclusive approach. While according to Biesenthal and Wilden, (2014), the stakeholder theory is 

only applicable at the project level, we argue that the application of this theory should also be 

extended to the PMO level. This potentially influences the interpretation of knowledge and 

experience of stakeholder relations received from the project level, as well as the organizational 

policy applications in decision makings towards resource allocation.  

 Despite some of the reviewed papers talking about the ability to capture and manage 

created knowledge (Pemsel & Müller, 2012; ; Müller et al., 2013; Ahern et al., 2014; Pemsel et 

al., 2014), non of the dominant governance theories aim at analyzing the upward flow of the 

value between PMO and organizational level (Direction F). It is then suggested that the 

knowledge and experience created from communications with external stakeholders at the 

project level have a crucial influence on the long-term stakeholder approach of the organization. 

This will not only inflence the organizational reputation, but would also shape organization’s 

behavior towards external stakeholders in their future projects within the similar contexts. 
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Therefore, capturing this value and transferring that to the organizational level should be 

considered as an influencing factor in governing external stakeholders. 

5.3.3. Organizational Level  

 Organizational or corporate level is connected with the external stakeholders in two 

ways. First, the major concerns of the stakeholder theory of the project governance including the 

sustainability, organizational ethics and stakeholder orientation of the organization are decided 

and addressed at this level (Blomquist & Müller, 2006), and consequently, the decisions made at 

this level will have a direct influence on the external stakeholders at the levels beneath (Kivilä et 

al., 2017). Second, within the context of Public-Private alliances or megaprojects, this level of 

organization makes direct contacts with external stakeholders (Direction H), that are the shared 

owners of the project (government, sponsors, share owners, etc.) (Abednego & Ogunlana, 2006; 

Clifton & Duffield, 2006).  

 The relationship between project owner and manager at this level is analyzed by 

Stewardship theory which considers that trust and mutual benefit realization are the main drivers 

of governance (Davis et al., 1997; Toivonen & Toivonen, 2014). The relationship of the Public-

Private alliances in project governance literature is mainly addressed by financial and money 

oriented value agreements and risk sharing (Clifton & Duffield, 2006; Fischer et al., 2006; Nisar, 

2013; Liu & Wilkinson, 2014), overlooking the non monetary aspects of partnership with 

external stakeholders. These aspects could include shared creation of values (Direction G), 

highlighted in terms of knowledge development (Ndoni & Elhag, 2010), or development of 

methods to measure the societal performances of the projects (Agarchand & Laishram, 2017; 

Hueskes et al., 2017; Xie et al., 2017).  
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 Similar to the two other levels of organization, this level could benefit from a broader 

perspective brought by the principals of stakeholder theory. Since the organizational policies 

determine the general decisions made at different governance levels, this new orientation would 

influence all of the governance mechanisms of the different levels of the organization.  

5.4. Summary 

 This part of the thesis is designed with the aim of mapping internal stakeholders at 

different levels of organization and illustrating their relationships with the external stakeholders. 

This allows addressing the first research question of the thesis. What emerged from reviewing 87 

articles with the main topic of project governance was limited inclusion of external stakeholders 

within existing project governance studies. Local communities, as a legitimate group of 

stakeholders that have been mentioned explicitly by Freeman’s (1984) seminal work, seems to be 

almost completely marginalized in the governance structure of the organizations. The 

mechanisms of decision making and assigning roles to the stakeholders, as well as practices 

which define the relationships among the stakeholders are all influenced by the governance 

structures of the organizations. However, vast majority of what has been known about the 

internal stakeholders in the organization and the governance dominant theories are applied to 

analyzing the relationships between internal stakeholders. And the definition of stakeholders is 

essentially enacted by the organizations. The role based approach of the organizations 

encountering stakeholders, informed by Bondy & Charles, (2019) are also observed in project 

governance research. The studies are also mostly detached from the project context, neglecting 

the influencing contextual factors which should be considered for analyzing the governance 

mechanisms. 
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 In addition to summarizing the current state of governance studies, this part of research 

has proposed adaptation of a broader view for having a more stakeholder inclusive approach in 

governance studies. This chapter suggests application of stakeholder theory as an overarching 

umbrella that supports and directs all other theories in governance studies. This calls for looking 

for new theories which are able to connect distal stakeholders, such as local communities, to the 

organizational level of the governance structures.  

 This chapter demonstrates that despite the lucrative role of project governance in 

modifying the organization’s stakeholder approach, this tool is mainly used to manage internal 

stakeholders. If researchers in project governance give a greater emphasis on the relationship 

between project governance and external stakeholders, it could help project investors and project 

teams achieve better support from the external stakeholders, and improve the short term and 

long-term prosperity of the project and the organization.  

 Failure to address the needs of external stakeholders can have a deleterious effect on 

project outcomes (Di Maddaloni & Davis, 2017). Organizations with megaprojects or public 

projects should acknowledge the importance and influence of external stakeholders, and more 

specifically the most marginalized ones, and involve them in decision making processes and be 

aware of the values they can create for the organization.  

 If the project or investors wish to engage the external stakeholders, the external 

stakeholders must perceive that the project will provide them with value, (Turner & Lecoeuvre, 

2017). External stakeholders, therefore, would transform from being the organizationally-

perceived value targets to active decision makers and the experiences of collaborating with them, 

the legitimacy perceived by them and their trust in the organization are values created by them 
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for the organization. I believe this is linked to the governance of capabilities (Turner, 2014). 

Project organizations need to develop governance capabilities at the organizational and 

individual levels to enhance communications and understanding, thereby involving and 

managing external stakeholders (Di Maddaloni & Davis, 2017), in order to be able to capture the 

values created by external stakeholders at the project level. 
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6 Local Communities’ 

Perception; Unfolding the 

Individuals’ Perception  

 

 

 

This chapter addresses RQ2. Conceptualizing through the lens of attribution theory, this chapter 

discusses how local communities at the individual level perceptive project organization. It 

explains how the cognition process happens and how it can be influenced by the amount of 

information the individuals receive from project organization.  

6.1. The Individual Perception Made 

The existence of local communities in close proximity of a project could be the source of 

problems for project managers. Considering the negative perception of ‘secondary stakeholders’ 

such as the local communities as an obstacle or a source of risk for the project has been 

documented through anecdotal evidence and case research (e.g. Aaltonen & Kujala, 2010; 

Boholm et al., 1998; Newcombe, 2003; Olander & Landin, 2008; Teo & Loosemore; 2017; van 

den Ende & van Marrewijk, 2018). There are unfortunately few successful examples of 

organizations being able to tackle their issues with communities through constructive 

communication. The 20 years of protest in Susa Valley against the High-Speed Rail connecting 

Italy (Turin) to France (Lyon) (Hooper, 2012), the riots during the World Cup in Brazil (Watts, 

“Not only have people been found to have an 

interest in the fairness of the final outcomes of a 

distributive process, but evidence also suggests 

that people are concerned about the justness of the 

process of distribution itself” 

 

(Phillips, Freeman, Wicks, 2003)  

 

 

 ( 
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2014), and the violent protests in Turkey over the construction of a shopping center in 2013 

(Letsch, 2013) are just a few examples. 

 Although the negative dynamics at the local level of large projects are well recorded, they 

do not apply universally. In fact, the NETLIPSE research (Teisman et al., 2009), based on best 

practices and lessons learned in large infrastructure projects in Europe, demonstrates the 

beneficial outcomes of involving stakeholders on an extended level in many megaprojects, such 

as the Øresund Crossing in Denmark, the West Coast Main Line in the UK, the Bratislava Ring 

Road, the Lisboa-Porto High Speed Line and the North/South Metro line in the Netherlands. 

These projects are clear examples of how organizations have seen local stakeholder involvement 

as valuable and considered them to be an important element in any project setting (Hertogh & 

Westerveld, 2010; Hertogh et al., 2008).  

 Despite the need to enhance transparency, fairness and participation, organizations often 

do not want their project personnels to deal with the external world, and are primarily looking at 

the local communities as a risk from the perspective of the implications of delays due to public 

consultation (Di Maddaloni & Davis, 2018). With this negative perception of the local 

communities, decision makers at the organization tend to define the local communities by a 

personality or ‘trait’. Based on this trait the decision makers categorize the local communities in 

one unified entity with some salient characteristics. These characteristics, according to the 

decision makers, are the reasons behind the communities’ behavior. Having this perception 

established in their cognition would tremendously limit the efficiency of their communications 

with local communities. This is because, similar to any automatic attributional process, for 

decision makers any piece of information transferred during communication with local 

communities would automatically be considered as further evidence supporting their negative 
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perception of local communities (Feldman, 1981). This would strongly affect the interpretation 

of the information they receive during the communications.  

 There is a similar issue the other way around, where communities’ observation, analysis 

and perception are colored by the ‘trait’ they believe to exist for the project organizations as a 

general fact (Derakhshan et al. 2019b). Often the local stakeholder communities believe that the 

implementation of major construction projects in their proximity would result in environmental 

degradation, financial issues and disruption in their day to day lives. This is the evident outcome 

of organizations’ instrumental approaches in excluding communities from their value process 

and decision-making plus the natural resistance to change in individuals and groups (Oreg, 

2003). 

 Communities negatively affected by projects are becoming increasingly empowered, 

organized and willing to engage in protest (Teo & Loosemore, 2017). Inevitably, this will 

reinforce the negative perception that decision makers in the organizations construct from the 

communities. By not providing information to the local communities, organizations keep the 

communities’ attribution process at the automatic level. That is, the communities would continue 

to keep and even strengthen their negative perceptions of the project organization, and this will 

reinforce the organization’s negative perception of the local communities. This is the point when 

a negative bond of perceptions is shaped between the project organization and the local 

communities. 

 The above discussion suggests many challenges in any shift towards a communities 

inclusive approach that requires the identified negative dynamics to be broken and changed into 

positive ones in order to achieve better project performance. Figure 10 illustrates the negative 
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dynamics which occur in large projects between the local communities and project organizations. 

The figure highlights how the negative consequences of large projects on local communities 

might exceed the positive aspects of these developments. This is mainly associated with the 

disruption that these projects typically have on peoples day to day lives. Nevertheless, it shows 

how organizations perceive the local communities negatively, primarily due to delays around 

public consultation, which is often driven by self-interest (Di Maddaloni & Davis, 2018). In the 

same way, local communities often start the engagement process as highly skeptical and with a 

negative mindset regarding how large projects are ultimately going to have a negative effect on 

them. There are pre-existing prejudices behind an organization’s strategy and people suspect that 

engagement is all about manipulation (Derakhshan et al., 2019b).  

 

Figure 10. Negative stakeholder management dynamics at the local level of large projects, based on Di 

Maddaloni and Davis (2018) 

6.2. The Influence of the Organization 

 The abovementioned negative bond is the result of the traits that the two perceivers (i.e. 

communities and project organizations) assign to each other. In order to break this negative bond 

it is necessary to change their perception; this task must not be considered as an easy one, since it 
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is dealing with perception at the deepest levels of individual brains. This process must be 

undertaken by shifting both the communities’ and organization’s perception to a more conscious 

one, where both sides leave their negative perceptions behind in order to collaborate in co-

creating values through project deployment.  

 The question then rises of how this shift from an automatic to conscious attribution 

process would happen? Feldman (1981) explains that a controlled attribution process is triggered 

when incoming information reaches the threshold of the discrepancy. This means that when 

observed behavior has created a sufficient distance from the observer's assumed expectations, 

more information should be gathered and a new decision made (Feldman, 1972). There are two 

factors that organizations can deal with in order to start breaking this negative bond. The first 

factor is lack of transparency in communication, while the second factor in triggering a 

conscious observation is the inconsistency between the new actions and individual expectations 

(Lord & Smith, 1983).  

 More conscious evaluations would be made when relevant information is easily available 

and in the appropriate forms for the active observations (Lowe & Kassin, 1980). Assuming that 

the communities evaluates the organization’s behavior with the gage of its societal values and 

norms (Tost, 2011), and being informed by Henriques (2013), suggesting that sustainable 

organizations have more socially compatible behaviors, we can conclude that organizations that 

strive for fairness and participation would be judged more positively. This shift in the behavior, 

however, must be substantial enough to cause communities to reconsider their perception of the 

organization (Derakhshan et al., 2019b).  
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 This initial step must be commenced through transparent communication and the 

involvement of the local communities in decision making. Transparency and the availability of 

data would result the local communities initiating a conscious analysis of the situation, being 

more willing to share their points of agreement and disagreement and eventually also changing 

the perceptions of project managers. This will result in the elimination of any rumors about 

organizational activities since all information will be clearly circulated between the two 

participants in the discussion. 

 This discussion supports the normative formulation of stakeholder theory explaining that 

organizations ought to be transparent as regards to their stakeholders since it is the stakeholders’ 

right to know about the effects of the project on their lives. These initial steps would result in the 

communities abandoning their former perception and processing their new observations towards 

a better vision of large projects and the way the promised benefits are delivered and materialized. 

Local communities will be more willing to communicate and collaborate with project managers 

and their newly adopted behavior, encouraged by the transparent and inclusive approach of the 

organization, which would result in breaking the negative perception of the communities held by 

project organizations, and increase the sustainable development of large project at the local 

communities level. 

 Initiating transparent communication with the local communities and prompting their 

controlled cognition process will eventually engage both communities and project organization 

in a positive bond. In light of achieving better project performance through an inclusive 

approach, transparent communication, building trust and sharing fair amounts of value with local 

communities, the two stakeholders would hold more accurate perceptions of each other. We must 

not forget that there could still be several points of disagreements and “Of course, the firm does 
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not have perfect knowledge, but when it discovers some danger or runs afoul of new 

competition, it is expected to inform the local community and to work with the community to 

overcome any problem” (Freeman, 2001, p. 131). Such collaboration, as we argue, is practicable 

only through positive communication without the dust of negative attributions blurring the 

vision.  

 Freeman (2001), explains that people assume something is fair when they have enough 

information about it. The suggested transparent communication, therefore, would allow the local 

communities to be aware of what decisions are made. By being included in the decision making 

process, the local communities would consequently believe that the condition is fair and the 

organization is trustworthy and legitimate. In this way, decision makers can better include the 

ideas and perspectives of the local communities in the decision making process in order to better 

shape the benefits of large projects at national, regional and local levels. By working together 

collaboratively, the organization should recognize the importance of creating the right vision for 

large projects, which not only deliver assets, but also change people’s negative perception. This 

requires a supportive organization culture which should be created and implemented from the top 

senior/strategic management level and transmitted to the tactical and operational levels to be 

effective. 

6.3. From Negative to Positive Bond - the Shift Presented  

 The conceptual framework for this part of the research is presented in Figure 11. This 

framework summarizes the discussions in previous sections. Through the lens of attribution 

theory, the conceptual representation of the study shows the shift from a negative to a positive 

bond, which is required in order to better achieve large project performance. 
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 I applied attribution theory (Feldman 1981; Malle, 2011), as a tool to extend the current 

body of knowledge surrounding the normative formulation of stakeholder theory (Donaldson & 

Preston, 1995; Wicks et al., 1994). This chapter sought to explain why the negative bond 

between project organization and local communities exists, and how it can be changed into a 

positive relationship. This has informed the desired shift from the management-of-stakeholders 

and towards the management-for-stakeholder approach, which we consider imperative to 

enhance project benefits realization. 

 

Figure 11. The shift from negative to positive bond 

 

 Attribution theory has enlarged our understanding of the way the local stakeholder 

communities and the project organizations perceive each others’ behavior, and how these 

perceptions affect the current stakeholder management practices of large projects. The aim was 

to shed light on the importance of communication, fairness and participation in communities’ 

management practices in the local context in which the large projects operate.  
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 Attribution theory suggests that due to the historical behavior of project organizations in 

having negative impacts on a communities’ life, transforming the negative traits they built up for 

themselves over the years causes the project organizations to adopt a substantially different 

approach towards the local communities. This approach is interwoven with, first, careful and 

caring behavior towards the communities, and second, involving them in decision making 

processes. This chapter explained why, to date, adopting only one of these two steps had only 

marginal results in changing the communities’ perception of project organizations.  

 The communities’ inclusion involves a shift from management-of-stakeholders to 

management-for-stakeholders, but above all, this sheds light on the importance of making 

positive bonds at the local level. That is because the attribution processes emerge at the local 

level between the project managers and the local communities. 

 While organizations must minimize their negative effects on the surrounding 

environment, they should also be transparent with stakeholders about their impact (either 

positive or negative). Being transparent would push the local communities’ cognition process 

into a conscious mode in which they analyze only what they observe, and reduce unwelcome 

rumors about the organization, which may not necessarily be correct. Instead, the project 

organization would provide communities with the correct information in order to better involve 

them in the decision making process and build positive relationships in complex social systems 

such as large projects. 

 By mobilizing attribution theory, individual’s perception is conceptualized as a sharing of 

common perception schemas and not as a process of interaction. What people think is deducted 

from what they say or do, but the saying or doing is not afforded any role in the development or 
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construction of thinking. In fact, Luhmann (1995) argues that to be socially meaningful, 

perception must be communicated. Once both human perceptions and the mechanisms behind 

the attribution process are understood, then a fruitful stakeholder dialogue can take place. 

Drawing from Harre’ and Gillet (1994)’s discourse psychology, I concur that mental activity is 

defined against a background of human interactions governed by informal rules of language and 

communication. Therefore, in the next section I explore how, on this way, dialogue is not only 

the medium through which cognitive activity is observed, but also the medium in which it takes 

shape (Harre’ & Gillet, 1994).  

6.4. Mediating Individuals’ Perceptions through Principled Communities’ Dialogue 

The fundamental mediating process of my debate in this chapter is the stakeholder, and 

more precisely, communities’ dialogue. In line with Harre’ and Gillett (1994), I am primarily 

interested in the role of dialogue in shaping individual’s perceptions functioning as a mediator 

between organization’s behavior and stakeholders’ attribution. 

 I refer to stakeholder dialogue as the two-way communication between organizations and 

stakeholders, involving a critical assessment of the benefits and effects of organization’s action 

on local communities. It may involve bilateral discussion between project personnel or decision 

makers and an individual stakeholder, when the dialogue is confined to the two actors. It may 

also involve many actors when the issue is pertinent to multiple aligned or conflicting 

stakeholder interests (Kaptein & Van Tulder, 2003).  

 Scholars have long recognized that dialogue with interested and affected parties can help 

organizations identify potential stakeholders and their interests, and help managers to improve 

organization’s financial and social performance (Tashman & Raelin, 2013). Reflecting on the 
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principle of stakeholder fairness introduced by Phillips et al., (2003), here I reinforce that in 

order for organizations to take seriously their fiduciary obligations to fair treatment, each 

stakeholders group have to be provided with the ability to voice their objection and/or support 

for managerial policy. In line with the concepts of free will and autonomy of moral agents in 

Kantian ethics, I base argumentation on the fact that the consent of effected stakeholders, and in 

this case the local communities, is a condition for the moral acceptability of the principles that 

guide fair organization decision making.  

 However, stakeholder dialogue is not simply a mechanism to gather information about 

stakeholders or to assure the organization’s commitment to fair treatments. Managers would 

rather use stakeholder dialogue as a tool for aligning their own perceptions with those of the 

stakeholders (Tashman & Raelin, 2013). Through a stakeholder dialogue offering high level of 

available information, a conscious and controlled attribution is likely to be made. In fact, 

principled dialogue can help organizations influence stakeholder’s perceptions by giving them 

information that enables them to construct a conscious interpretation of the condition that is not 

colored by the organization’s trait. According to Tashman & Raelin, “when managers and 

stakeholders engage in principled dialogue, they are directly addressing the effects of imperfect 

information on managerial decision making” (2013, p.606)  

 I see the stakeholder dialogue as a promising route to both operationalizing fair treatment 

between organization activities and stakeholder’s value-creation, and a way to switch 

unconscious attributions towards a conscious attributional process where stakeholders might 

have the opportunity to reevaluate their previous (automatic) categorization of the project 

organization. This claim is in line with extant literature debate, elucidating how managers should 

consider stakeholder dialogue as a means of correcting biases in their perceptions, and 
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minimizing cognitive limitations leading to poor judgment around identifying and prioritizing 

conflicting stakeholder interests (E.g. Bitektine, 2011; Gilbert & Rasche, 2007; Phillips, 2003). 

 It is within the realm of stakeholder dialogue that a controlled attribution between the 

project organization and its legitimate stakeholders can be made. This argumentation here tries to 

highlight stakeholder dialogue as the pillar element linking individual’s perceptions and 

organizations’ activity in order to foster the normative commitment that the organization has 

towards its stakeholders. Stakeholder voice can in fact undermine opportunistic organizations’ 

claims of ignorance about their normative obligations and create opportunities for powerless 

stakeholders, such as the local communities, to appeal to broader audiences (Van Buren III, 

2001). 

6.5. Summary 

 Highlighting the importance of project stakeholder management in order to achieve better 

project performance, this chapter examines the perspectives of two different stakeholders: the 

project organization and local communities. These perspectives are investigated in the context of 

large projects in order to elucidate how these two stakeholders create their perceptions of each 

other. 

 The results of my conceptualization, although through a separate path, confirms the 

argumentation built, first by Wicks and colleagues (1994), and then by Burton and Dunn (1996): 

Caring about the stakeholders and building a close cooperative relationship with them is the 

moral grounding of stakeholder theory. To the best of my knowledge, this perspective of the 

normative formulation of stakeholder theory has not been empirically examined or explored 
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before, and by emphasizing communities’ inclusion at the local level and its influence on 

perceptions, this chapter confirms and expands its underlie principles.  

 This chapter concludes that the enhancement of project performance requires 

organizations to be transparent and inclusive as regards their communities, including when the 

project impact is not positive. In such conditions, the collaboration and cooperation of the two 

parties may result in finding the best or the second best solution to the problem (Wicks et al., 

1994; Burton & Dunn, 1996). The discussion in this chapter illustrates that collaborative value 

co-creation, and the trustful relationships noted by stakeholder theorists, is not a myth. It can be a 

reality achieved by practitioners adhering to the normative formulation of stakeholder theory, 

through building relationships and trust with the wider communities and embracing their values 

as project targets. 

 The holistic approach to a broader inclusiveness of project stakeholders, however, should 

not weaken the focus on ‘vital’ stakeholders. In fact this has been the approach adopted vastly by 

the organizations thus far. Creating a wise balance that includes the views of both the ‘Internal’ 

stakeholders essential to organization survival and those legitimate ‘external’ stakeholders, is a 

challenging, yet crucial task for project organizations, in order to achieve better project 

performance and be attuned to the often limited resources available within project based 

organizations (Altonen & Kujala, 2010). The level of information and communication provided 

to project stakeholders and the local communities should not escalate expectations that the 

organization cannot adhere to over the course of the project life cycle (Eskerod &Huemann, 

2013). Practitioners have to be attuned via a transparent communication flow that does not 

prompt stakeholder disappointment due to the impossibility of embracing often conflicting 

wishes and expectations. 
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7  Organization’s Legitimacy; 

The Influence of Other Evaluators 

on Individuals’ Perception 

 

 

 

To transmit individuals’ perception to the collective level, this chapter discusses how 

individuals’ perception is influenced by other individuals or other evaluators such as media or 

government. The aim is to address RQ3. To achieve this aim, the data from the 2
nd

 phase of 

empirical data collection are inductively analyzed and the results are interpreted according to 

the organization’s legitimacy literature.  

7.1. Data Analysis 

 In this part of research, the theory is modified from observation of empirical reality. Built 

on the methodological guides provided by Eisenhardt (1989) as well as Gioia, Corley, and 

Hamilton (2013), I performed data analysis in five steps, as illustrated in Figure 12. First, I coded 

the transcribed interviews. From combining the codes, the dimensions emerged. Next, the multi-

level legitimacy framework developed by Bitektine and Haack (2015) was used to extract the 

constructs from the dimensions.  

“Although ontologically it is individual evaluators 

who perceive, analyze, and make judgments, it is 

often collective actors (organizations, associations, 

interest groups, governments, etc.), who act upon 

some collective legitimacy judgment.”  

 

 

(Bitektine & Haack, 2014)  
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Figure 12. Data analysis framework adapted from Eisenhardt (1989) and Gioia et al. (2013) 

 

 To develop propositions, I started the analysis from the first case and built evidence 

which measured the construct in that case. This was done through comparison between data and 

the constructs. I repeated this step for all cases. Eisenhardt (1989, p. 542) explains that “In 

replication logic, cases which confirm emergent relationships enhance confidence in the validity 

of the relationships. Cases which disconfirm the relationships often can provide an opportunity to 

refine and extend the theory.” Due to the multiple differences and similarities between the cases, 

I confirm the internal validity of the emergent theory and to develop new relationships which 

explain the disconfirmations (Yin, 2003). Through this iterative cross-case analysis and 

developing the relationships between the constructs, the final propositions emerged.
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Figure 13. Data analysis approach: from codes to dimensions and constructs 
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 In what comes later, I will explain the legitimacy condition of each case at the present 

time with a look at the background legitimacy condition of the organization and a deeper 

investigation of the different relations and factors involved in the emergence of the collective 

legitimacy judgement. The mechanisms involved in the formation of perception, judgement and 

consequent actions of the individuals and the judgement validation institutions will be explained. 

The four described cases differ in several aspects and therefore, according to their respective 

context, there could be more than one competitive theory available to explain the phenomenon. 

This calls for deep discussion of the context of each case in comparison with the others. In the 

final section, I will explain how the legitimacy decision can be reassessed by the local 

communities to reach a new verdict and how the collective legitimacy evaluators can influence 

the legitimacy reassessment.  

7.2. Collective Legitimacy Judgement 

 Despite the fact that legitimacy is mainly considered an asset to the organization, it is a 

collective construct shaped by the cognition of the evaluators. Each evaluator in the society, 

whether at the macro or the micro level, contributes to the ultimate emergent decision of 

legitimacy. The significance of the influence, however, can differ under different conditions for 

each evaluator. 

 Communities’ protests are described by some scholars as positive and necessary, and as 

important aspects of individuals’ and collective human rights (Hanna et al., 2016). By comparing 

the four cases, it became clear that similar legitimacy evaluators do not exist in all cases or do 

not have a similar level of freedom to express their independent judgement. In the remainder of 

this section, I will explain how, within each case, legitimacy evaluators participate in the 
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emergence of the collective judgement. This will shed light on the influence of different 

conditional factors on the legitimacy judgement at the micro level and the collective validity.  

 In Case 1 and Case 2, in the absence of a free independent media which is supposed to 

collect, analyze and communicate the other evaluators’ judgement on the organizational 

legitimacy, one of the main sources of validity evaluation is totally missing from the framework. 

A few interested social media groups have a trivial impact on the communities, since they have a 

small audience and insignificant power to influence individuals’ cognition (Freedom House, 

2018). Government and judicial systems, on the other hand, have great power to control the 

governmental media, which also benefits from having numerous audiences (national and local 

TV channels, newspapers, etc.). This has resulted in media and governments forming an alliance 

to promote the legitimacy of the project organization. The individuals constantly receive from 

the macro level that the organization is legitimate and aims to bring benefits to the country and 

the local communities; that the project will contribute to the development of the area and the 

general condition is valid. On the other hand, the dissatisfaction observed from the communities’ 

representatives in the interviews illustrates that the collective perception of legitimacy at the 

micro level is not compatible with what is promoted at the macro level. 

 Here we see that the evaluators at the two parallel levels cannot influence each other’s 

perception and have two detached judgements about organizational legitimacy. Referring to 

Tost’s (2011) classification of the three dimensions of legitimacy, we see in Case 1 that the 

social norm selection on instrumental, relational and moral grounds has substantial difference at 

the micro and macro levels. While the organization’s objectives are facilitating the government’s 

goals of increasing the country’s GDP and boosting the economy of the country as a whole, these 



124 

 

targets are jeopardizing communities individuals’ dignity and life targets, as well as their moral 

values. 

“Drug addiction and divorce…they have both increased because the communities are exposed to 

many new micro-cultures who are migrants from other cities.” (Community Activist, Case 1). 

 Communities’ representatives expressed that the dignity of the locals is forgotten by the 

organization and the benefits shared with the communities are not fair. Above all, they 

mentioned that there is no benevolence behind the minimum values shared with the 

communities, despite a bribe to suppress their voice: 

 “About properties and lands, communities believe that their land is bought from them at low 

prices…making lots of profit for non-locals instead of locals. We, unwillingly, have to live in 

apartments instead of houses with gardens and yards, which is not compatible with our lifestyle.” 

(City Council Member, Case 1). 

“The design of the facilities provided by the project [organization] is mostly compatible with the 

needs of newcomers instead of the locals’ demands. They are generally used by project 

personnel because they are capable of paying these high expenses and therefore the local 

communities lose this competition.” (City Council Member, Case 1). 

 Despite the illegitimacy of the organization coming from the micro level, the observable 

image of the condition in Case 1 is stable. Actions are seldom performed by the communities in 

support of the assumption that they perceive the organization as illegitimate and that they are 

trying to change the condition. Therefore I suggest that there are two explanations for the 

observed stability at the micro level.  
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 First, the individuals analyze and anticipate the consequences of expressing their opinion 

and, understanding the severe suppression which may target them in case of opposition, they 

decide to remain silent (Kuran, 1997). That is, individuals do not speak out due to fear of the 

consequences. Communities’ individuals are not given the right to assert their interest conflict 

with the organization (Hanna et al., 2016). Communities’ protests are described by some scholars 

as positive and necessary, as important aspects of individuals’ and collective human rights 

(Hanna et al., 2016; Kemp & Vanclay, 2013). 

 Second, after years of futile communication with the organization, the communities have 

realized that these actions will not impose any change on the organizational outcomes. The 

organization has never reconsidered its behavior, has never lost its performance or been 

prevented from having access to resources. This is due to the fact that the organization is 

supported by the validity from the powerful and totalitarian macro level (government, media and 

legal system), and therefore the communities’ opposition has no influence on organizational 

activities. 

 In Case 2, there are two different contextual factors which result in different micro level 

legitimacy verdicts in comparison with Case 1. Legitimacy considerations on the three 

aforementioned grounds are not very different at the macro and micro levels, since the 

communities’ daily life is not considerably changed by the project activities. Additionally, 

communities’ individuals are able to continue their former occupation with the additional benefit 

they realize from the financial boost for the town (instrumental ground). Due to the fact that the 

cultural values of the organization employees are not very different from those of the local 

communities, morally grounded legitimacy is achieved and communities’ individuals try in their 

actions to influence recently established organizational behavior or outcomes by demanding the 
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recruitment of locals, with few seldom protests (which are perceived negatively by other 

individuals from the communities).  

 Moreover, the impact of the first phase of the project on their lives was minor and mostly 

positive. Feldman (1981), suggests that previous categorization of the trait or personality of the 

organization performing an act is considered a very salient source of causes for observers. This 

has roots in the tendency of the human mind to reduce the amount of cognitive energy that must 

be allocated to judgements (Lind, 2001; Lord & Smith, 1983); thus, the communities’ evaluation 

of the project organization in Case 2 is influenced by the positive perception they have from the 

past. 

 In Case 2, the collective legitimacy verdict therefore comes from the unanimous verdict 

at the micro and macro levels. There might be individuals at the micro level whose general 

evaluation of the organizational legitimacy is not compatible with others: that is due to the fact 

that they use different norms to make their judgement, or the project organization’s goals 

jeopardize their personal targets. They have to choose between speaking up and protesting 

against the project, or accepting the judgement of other individuals despite their personally 

different perception of the condition. Here, the differentiation is a result of the suppression and 

sanction they receive either from other members of the society or from the governmental 

regulators: in Case 1, the suppression comes from the government; in Case 2, however, it seems 

that these are the other individuals in the communities who try to suppress the protesters: 

“The farmers made protests so many times because they were against their lands being purchased 

by the organization…But they only make barriers for the project…a few people shouldn’t cause 

a delay for the benefit coming to the whole population.” (City Council Member, Case 2). 
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 In Case 3, the perceptions individuals glean from the organizational behavior is 

overtaking the validity (at the macro level). Despite the Nigerian government and some media 

promoting the community development activities provided by the project, the increasing rate of 

violence in the Niger Delta, alongside the feedback I received from the communities’ 

representatives, illustrates that the project organization is not stabilized. Communities’ 

individuals do not rely on the perceptions of validity they receive from the Nigerian government 

because, like in Case 1 and Case 2, the institutions at the macro level are not themselves 

considered legitimate by communities’ evaluators. The difference is in their perception of the 

power of the government, which results in the observation of considerably higher rates of 

violence in the Niger Delta (action).  

 This can be concluded here that the local communities’ (micro level) perception of the 

power and legitimacy of evaluators at the macro level can influence their judgement of a project 

organization’s activities and communities’ consequent actions. Bitektine and Haack (2015) 

explained that under the conditions of institutional stability, evaluators at the micro level rely 

mostly on the validity they receive from the macro level rather than consciously observing and 

making their own judgement (propriety). This can, however, be argued that macro level 

evaluators are perceived as illegitimate, the local communities will not rely on the validity 

coming from those evaluators. In contrast to the model proposed by Bitektine and Haack (2015), 

in Case 1 and 2, and under stable conditions, the legitimacy judgements of the two levels were 

different. In light of these considerations, I propose: 

Proposition 1: The communities’ perception of the legitimacy of the macro level can influence 

its judgement of organizational behavior. 
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 The actions and expressions of judgement of the communities can be influenced by their 

anticipation of the consequences of their actions. Accordingly, if they perceive that the 

government has enough power to raise against them, they will not express their dissatisfaction 

(Case 1). Otherwise, the communities will take measures such as demonstrations, sit-ins and 

occupations to express their dissatisfaction (Case 3). Suppression by other individuals on the 

micro level was explained by Bitektine and Haack (2015) (Case 2).  

Proposition 2: The communities’ perception of the power of the macro level can influence the 

actions they take to show their dissatisfaction with organizational behavior.  

 In the Niger Delta, the communities at the micro level obviously have a very different 

perception of the community’s development activities and recently adopted organizational 

behavior. This could be either because the project organization’s activities are only green-wash 

(Lyon & Maxwell, 2011), without having an actual impact on the environmental and social 

conditions, or it could be due to the domination of the communities’ historical experience with 

the project organization over the current realities or truths of the organization’s behavior. The 

latter assumption could be interpreted through two different lenses from socio-psychology, more 

specifically attribution theory and institutional studies.  

 Jones and Davis, (1965), Kelley (1973), Weiner (1972) and other psychology researchers 

have explained that attribution is a rational process in which humans draw conclusions about 

others’ observed behaviors. Informed by Taylor and Fiske (1978), individuals are satisfied by the 

first satisfactory cause that they find: therefore, in the case of availability of different 

explanations for behavior, the first salient one will be selected as the cause. These salient sources 

could be either distinctive qualities of the agent (here, the organization) or a particular cause 
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existing in the observer’s memory. Feldman (1981) elucidates that previous understanding of the 

trait or personality of the organization performing an act is considered a very salient source of 

causes for observers.  

 After four decades of observing organizational behavior, that the organizations 

themselves state was not a community-friendly approach, the communities in the Niger Delta has 

developed a firm perception of the organization’s character. Under these conditions, according to 

Kelley (1973), consistency is high (existence of an earlier experience with project organization) 

and distinctiveness is low (communities have relational experience with the organization in other 

contexts), and therefore individuals at the micro level constantly refer to their primary judgement 

in order to analyze the organization’s behavior at the present time.  

 Tost (2011, p. 697) explains this phenomenon as assimilation: “the legitimacy judgment 

that emerges from the judgment stage acts as an anchor that guides interpretations of new 

legitimacy-relevant experiences such that new information is viewed as consistent with the 

existing generalized legitimacy judgment”. The result will be the association of general 

characteristics of the organization to all its sectors and activities, regardless of any change in the 

organizational behavior.  

 Observing that the communities’ representatives have reported no change in 

organizational behavior, we argue that the organization’s recently adopted behaviors in respect 

of communities development for the adoption of more communities-friendly activities are 

certainly not enough to create a ‘jolt’ to shift their judgement from automatic or passive mode to 

conscious and active mode. These behaviors could be green-wash activities or trivial to 

compensate for the organization’s previous behavior.  
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 Jolts are supposed to provide new information which is sufficiently beyond the observer’s 

expectations (Greenwood et al., 2002; Meyer et al., 1990), contradictions between organizational 

logics and the observer's individual goals (Greenwood et al., 2002), and the observer's internal 

reflections for conscious evaluation of organizations (Tost, 2011). These factors may trigger a 

conscious judgement of organizational behavior, despite not the case in Niger Delta. In Case 1 

and 4, the existence of the organization with similar behavior over time just confirms the initial 

verdict made by the local communities. In Case 2, on the other hand, the negligible influence of 

phase 1 of the project on the communities’ life has resulted in them being optimistic about the 

influences of the comparatively much bigger phase 2. Therefore it is suggested that: 

Proposition 3: The communities’ experience with the project organization in the past can 

influence the judgement they make of organizational behavior in the present.  

 Due to the transformation in oil companies’ policy towards communities, and considering 

the fact that the same project organization is currently deployed in the case of Kazakhstan and 

the Niger Delta, we observe similar organizational behavior towards communities in Case 3 and 

Case 4. However, we see that communities’ representatives express two different judgements 

about the organizational behavior.  

 Comparing the context in which the oil project in Kazakhstan is deployed with that in 

Iran and Nigeria, we realize that there are three factors which differ from those of previous cases: 

the communities’ perceived legitimacy of the evaluators at the macro level (Proposition 1), the 

communities’ historical experience of the project organization (Proposition 3) and the 

dimensions used for the legitimacy judgement. 
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 In forming perceptions, local communities use the information coming from their own 

observations of the organization’s properties and behaviors, and as long as these perceptions are 

not coloured by organizational behavior in the past, the communities’ perception will be based 

on the organizational behavior at the present time. Initiating projects in the 1990s, the oil 

companies in Kazakhstan started project deployment with a more community-oriented approach, 

giving them the chance to receive a legitimate verdict from the evaluators. High consistency in 

their approach simply adds more evidence to support the communities’ verdict on the legitimacy 

judgement.  

 The last different factor in Case 4 is the perceived legitimacy of the macro level by the 

communities at the micro level. Whether validity coming from the macro level can influence 

propriety or not is dependent on whether or not the communities acknowledge the macro level 

judgement as legitimate. In comparison to the cases in Nigeria and Iran, the Kazakh government 

has a higher level of legitimacy and therefore the oil companies performing in Kazakhstan can 

benefit from individuals in the communities accepting the validity coming from the government 

to them.  

 Figure 14 illustrates the theoretical model developed to show the factors influencing the 

collective legitimacy process at the micro and macro level. The initial framework is borrowed 

from Bitektine and Haack’s (2015) detailed multilevel legitimacy formation framework. The 

shaded boxes illustrate the propositions developed in the first part of the discussion.  
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Figure 14. Legitimacy at micro and macro level and the influence of contextual factors 

 

7.3. Legitimacy Reconsideration 

 From the discussion in the previous section, and specifically proposition 3, it can be 

dragged that organizations that in the past had poor communication with the communities and 

behaved clumsily towards them and who now want to change their policy towards a more 

stakeholder-inclusive approach have no easy task to perform. A communities’ judgement on an 

organization is stabilized and very resistant to change. In this section, I will explore the measures 

an organization can take to control individuals’ legitimacy judgement after it has changed its 

behavior towards the communities.  
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 The project organization needs to change the level of conscious awareness of the 

evaluation process of the local communities to shift it to a more conscious process in which new 

information is used to evaluate the legitimacy of the organization. In this way, the changed 

organizational behavior will be consciously observed and evaluated by the local communities 

and a new legitimacy decision will be achieved.  

 In order to make communities reconsider their former legitimacy judgement, there is a 

need to offer factors which provoke their conscious evaluation of the condition. Based on socio-

psychological principals, mainly those developed by Feldman (1981) and Lord and Smith 

(1983), as well as Tost’s (2011) suggestions, I argue which factors may result in individuals 

looking to reconsider their legitimacy decision.  

 According to Lord and Smith (1983), several situational or contextual factors should 

increase the level of information processing involved in forming judgements. These factors must 

result in increasing the individuals’ level of consciousness so that they abandon their former 

legitimacy judgement and aim at making a new judgement based on recent observation of the 

organization. 

 In Case 3, the project organization changed its behavior towards the communities during 

the 1990s but, according to the observations, the communities have not yet acknowledged this 

transformation. Communities’ representatives expressed that their expectations of the project 

organization in terms of enhancement of their lives remained unaddressed on economic, social 

and environmental grounds. The communities believe that it is not receiving a fair share of the 

project benefits. These considerations here suggest that despite the organization tries to enhance 

its relationship with the communities, it is not properly addressing the communities’ needs. The 
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organization’s activities are being observed and judged through the lens of the organization’s 

former behavior, and recently adopted activities are not sufficient to build a new pair of glasses.  

 The first factor for triggering a conscious observation is inconsistency between the new 

actions and the individual’s expectations, or a jolt, as Tost (2011) explains. Outcomes or actions 

inconsistent with past impressions of the project organization should lead individuals to a 

conscious assessment of causality. When project organizations decide to adopt new approaches 

aiming to achieve legitimacy, they should try to create the greatest possible distance from their 

former approach to make a contradiction to trigger conscious evaluation. The difference should 

be visible to the local communities in order to induce effortful information processing using the 

newly available information (Lord & Smith, 1983). Therefore, organizations need to demonstrate 

a clearly observable transformation in their behavior towards the communities. Any superficial 

activity without a significant distance from the previous approach or with a trivial influence on 

the development of the communities will not lead individuals to a reassessment of organizational 

legitimacy: it could instead work as additional evidence to support individuals’ previous decision 

about organizational illegitimacy. In Case 1 and Case 3, all organizational activities towards 

communities’ support were considered as bribes or activities with no good intentions behind. It 

can thus be argues that trivial organizational transformations can even contribute to illegitimacy 

evaluations of the organization.  

 The norms inherent in a situation could also influence the level of information processing 

used by evaluators (Jones & Davis, 1965). If humans are asked to make an evaluation, then they 

will put more effort into the information processing. However, when it comes to their usual day 

by day observations, their evaluations then become more automatic, constantly referring to their 

memories. This suggests that after bringing a change in organizational behavior, project 
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organizations should involve local communities in the organization's evaluation procedures. This 

can be done through constant direct meeting with the local communities and suggesting that they 

evaluate the project activities and outcomes (Case 4). By adopting this approach, communities’ 

individuals will consciously evaluate the recently adopted behavior of the project organization 

and will reconsider its legitimacy. 

 Observer involvement in the evaluation process is also considered a motivational factor 

which can increase the level of information processing. According to Lord and Smith (1983), 

when observers anticipate future interactions with the organization, they try to remember more 

about the organization compared to those observers who do not expect any interactions in the 

future. What is missing in Case 3 is communities’ involvement in organizational evaluation. 

Local communities’ individuals in Case 4, on the other hand, were asked to express their opinion 

through surveys and during meeting sessions. However, communications with communities’ 

representatives in Case 3 were not guided similarly and were mostly focused on addressing the 

communities’ demands. In Case 4, local communities’ individuals, and not only their 

representatives, were asked to participate in weekly project meetings to have discussions with the 

project organization and make comments on its community-related activities. Therefore I suggest 

that although addressing communities’ demands is a mandatory duty of a project organization, it 

cannot activate the communities’ conscious observation and evaluation. Triggering the conscious 

evaluation of individuals who have already made a decision about organizational legitimacy can 

be done through actively involving them in communications with the project organization.  

 More conscious evaluations will be made when relevant information is available easily 

and in the forms appropriate for active observations (Lowe & Kassin, 1980). Visualization of 

information in the form of graphics will help to increase information-processing efforts. In Case 
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4, for instance, project announcements were posted all around the village to be visible to all 

individuals in the communities. The results of air pollution monitoring and calls for individuals’ 

participation in organization community meetings are some examples of data that were shared 

with the local communities in a visual format. 

 The abovementioned factors are among those which may trigger the active observation of 

individuals at the micro level. This therefore results in the formation of a new propriety. I here 

extend Bitektine and Haack’s (2015)’s model by suggesting that if a communities’ legitimacy 

judgement of evaluators at the macro level is negative, then under the conditions of legitimacy 

reassessment endeavours coming from the macro level to alter micro level verdicts, there will be 

completely unfavourable results. As observed in Case 3, communities’ individuals consider that 

the governmental authorities are completely detached from the communities, allying with the 

project organization to achieve their own targets without taking into account the concerns and 

benefits that should be considered and targeted towards the communities. In such conditions, 

individuals who observe governmental support for the project organization will conclude that an 

approach similar to that of the government is adopted by the organization and it will be again 

assessed as illegitimate. From this discussion, we conclude that the influence of the 

communities’ perceptions of the macro level on organizational legitimacy is not limited only to 

the legitimacy formation but can extend to the legitimacy reassessment phase.  

7.4. Summary 

 This chapter proposed that illegitimate governments or media can have a negative impact 

on the communities’ judgement of project organizations and this influence can extend to the 

legitimacy reassessment phase. During this phase, due to some jolts, communities might decide 
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to reconsider their evaluation of organizational behavior. In addition, communities’ individuals 

who perceive high power for government authorities anticipate extreme suppression coming 

from the government and therefore may not express their dissatisfaction with a project 

organization. Because of this suppression of expression, observations of violent outbursts are 

rare in such cases.  

 Humans’ tendency to develop a judgement and confirm that judgement over time resulted 

in the emergence of the third conclusion: organizational legitimacy judgements formed in the 

past influence the legitimacy judgement in the present. Communities do not easily change their 

former judgement of an organization unless they observe a totally distinct behavior which has a 

substantial impact on the transformation of the condition, or they are actively involved in 

evaluating the organization.  

 What was presented in this chapter, adds another dimension to the individual’s perception 

development processes. After what was brought in Chapter 6, it became clear how individuals 

make their internal perception based on their observations from project organization’s behavior. 

In this chapter, we stepped further understanding how these perceptions result in a collective 

legitimacy judgment from the organization and how other individuals, groups and evaluators can 

influence the emergence of a final verdict about the legitimacy of the organization. What will 

come in the next chapter, will elucidate that organizations, in fact, have the power to change this 

perception while they are addressing their responsibilities towards local communities.  
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8 Project Organization’s 

Behavior and the Influence on 

Communities’  Perception  

 

 

 

This chapter will discuss how organization’s approach towards local communities influences the 

communities’ perception. It applies feminist formulation of stakeholder theory to interpret the 

fulfillment of organization’s responsibility through giving care to the local communities. With 

the aim of addressing RQ4., this chapter abductively analyses the data collected from the 2
nd

 

phase of data collection.  

8.1. Data Analysis 

 This research entails of studying selected four projects deployed in oil and gas sector in 

three developing countries: Iran, Nigeria and Kazakhstan. Theoretical replication was used to 

select the cases. Therefore, I selected two organizations with opposite approaches against the 

local communities. National Oil Company (NOC) with extreme shareholder oriented approach 

and a Multinational Oil Company (MNOC) with headquarter in a European country and 

extensive community development programs. Then among all of the projects they are deploying, 

I selected two projects from each organization to compare their communities’ perception.  

 As elucidated in Chapter 3, this part of the research is abductive by nature. Relying on 

abductive reasoning, data analysis entailed of coding the interviews with three set of codes Table 

“Inclusion of female-centered knowledge 

generated as far as possible outside patriarchal 

structures…could bring valuable insights and 

contributions to stakeholder relations inspired by 

radical feminist perspectives.” 

 

(Grosser & Moon, 2019)  
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8. Through a deductive process, in the light of enriched stakeholder concept, I analyzed the 

ontological definitions of organization and local communities embedded in their network of 

relationships or independently separated from the context. I used attentiveness dimension of 

ethics of care to interpret the organizations’ approach towards their responsibilities and the 

processes underpinning the recognition of care to be given to the local communities. The 

questions of communication approaches of the organizations and the influence of the definition 

of knowledge as fact or as truth on these practices were interpreted through feminist philosophy. 

To make sense of the findings about the distribution of power between organization and local 

communities, the empirical data were analyzed according to the hierarchical or decentralized 

organizational structures.  

 The empirical realm of the research emerged with new variables influencing the observed 

phenomena. The list of inductive coding covered these context contingent variables. The social 

and environmental conditions of the cases such as communities’ power, rights, traditions, 

profession, life style and the details of stakeholder processes at the local level are among the 

inductive coding dimensions. The third set of coding is analytical, highlighting the patterns and 

links between the constructs developed in the two presented coding processes. The results of the 

three step analysis are general and particular suggestions to present a conclusion (Kovács & 

Spens, 2005). 
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Table 8. Synthesis of the thematic coding procedure. Adopted from Leclercq-Vandelannoitte, (2019) 

Three-step coding 

procedure 

Definition Application to the cases 

1. Descriptive coding Storing contextual information 

of the case  

Description of the social and environmental 

condition of the cases before and after the 

project deployment; Identification of the 

acquired rights, traditions, life style, occupation 

and value system of the communities;  

2. Topic coding  Identification of concepts that 

correspond to the theoretical 

framework  

Identification of the organization's strategies in 

defining the roles and rights of stakeholders 

and project personnel; specification of the 

process of recognition of care and 

responsibilities and the influence of local 

communities’ viewpoint on that; identification 

of the power dynamics among communities, 

government and the organization; description 

of the organizational structure and the detailed 

information on the communication processes 

between local communities and the 

organization at the local level 

3. Analytic coding  Positioning the meaning of the 

extracts in the context to 

extract new patterns and 

concepts 

Analysis of the ontological stance of the 

organization and its influence on the caring 

activities of the organization; assessing the role 

of power in shaping the relationships in the 

network of stakeholders and the strategies of 

the organization in controlling them; analysis of 

the role of individuals inside and outside of the 

organization in the construction of the 

knowledge of the organization and recognition 

of care; assessment of the influence of the 

dynamics of the local level in development of 

the blurred border of the organization; analysis 

of the emergence of different shades of 

gendered approaches of organizations 

 

 

8.2. The Gendered Approach towards Relationships and Responsibilities  

 In this section I structure the findings around three main gendered concepts of 

relationships and responsibilities.  

 Relationships  
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 Due to the politically strategic conditions of the project in Case 1 the negotiations about 

the project are conducted between the NOC and the government authorities only. There is a 

strong belief that due to the importance of the project nothing should influence the scope and 

aims of the project. Accordingly, as the autonomous decision maker, the NOC makes no direct 

relations with the local communities. Limited communication conduct between village council 

members and the organization. However, interviewees from NOC in Case 1 confirmed that 

council members are not allowed to be present in majority of meetings held for managing 

communities issues since “the issues consulted with government in these meetings are very 

sensitive and can result in considerable social conflicts. No external body is allowed to 

participate in the decisions” (Program manager- Case1). Monthly meetings between NOC 

representatives and council members “are formalities since representatives from NOC who 

participate in these meetings do not have any authority. Therefore, their presence has no 

influence in addressing the needs of communities.” (Village council member-Case 1).  

 The analysis indicates that the social influence of the project at the local communities is 

transformative, while the local communities were not able to protect themselves from those 

influences. The communities’ daily life and traditional occupation that is farming and fishing are 

substantially influenced by the project activities. Their farming lands are purchased by the 

organization “with the prices decided by the NOC” (Local Journalist-Case 1) and their harbor is 

taken to be transformed into industrial plants. While during their short visits the managers from 

NOC stay far from the village in the hotel built by the organization, the huge number of project 

employees are living inside the village and so “the population has fourth folded over the last 

decade due to the workers’ immigration to the village. They live [in the village] alone and 

without their families and this has resulted in social issues” (Council member-Case1). Yet again 
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all of the issues are justified through the strategic importance of the project without minimum 

effort to mitigate this clumsy condition.  

 The NOC thus represents an extreme masculinist organization, completely detached from 

its context and focusing on its aims and justifying any irresponsibility against their duties. Not 

only the power asymmetry between the organization and local communities is not balanced 

(Bondy & Charles, 2018), but also the NOC’s approach of targeting harm to local communities 

intensifies that. The organization forces the local communities to be adapted to the project. The 

communities’ right in making decisions for themselves is neglected as the project left them no 

option rather than abandoning their jobs, selling their lands and starting to make money through 

what the new condition dictates them to do. As the result, communities in Case 1 are completely 

alienated from their context.   

 Population of the town in Case 2 is higher compared to Case 1 and the town is more 

developed. The communities are less vulnerable against the project influences as their 

occupation has not changed due to the project activities. The council members are relatively 

more powerful and can make their voice heard through the national media. The communities, 

therefore, is able to enable a change in the power dynamics between themselves and the NOC 

(Bondy & Charles, 2018). Speaking through media, the communities’ needs become vocal:  

 “if there is one benefit coming from this project, it would be improving financial status of 

the town. Local communities are suffering from unemployment and by recruiting them in the 

project, the condition can be changed.” (Local journal-Case2).  

 Compared to Case 1, the project is Case 2 is less strategic and so the NOC behaves more 

flexible against the communities’ needs. Yet again in such conditions the NOC keeps its 
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autonomy in making decisions by avoiding to communications with local communities: “We 

even invited the project manager to participate in council meetings so many times but he is not 

accepting the invitations.” (Council member-Case 2). There is no dialogue going on between 

local communities, or their representatives, and the NOC. The communications are done through 

media. The council members and journalists talk for the communities’ needs and the 

organization decides about addressing them. The list of the number and criteria for recruitment 

of demanded work resources were released in the organization’s official website and, although 

the recruitment figures are not exactly as communities were expecting, it was well received by 

them.  

 MNOC, in the contrary, is well intentioned to establish close communications with local 

communities and address their needs in all of their projects. Managers at the organization level 

explained about building relationships with communities by contacting them directly. However, 

the main intention of these dialogues is handling communities’ complains rather than involving 

them actively in decision making: “we try to find a best way to involve communities… This is a 

formal process that through day by day relations with local communities we receive their 

complains by every means, by phone, by writing, by just knocking the door.” (Senior manager at 

community development department- Case 3).  

 Majority of the main decisions about community development projects are primarily 

settled with the governments: “there is a pre-agreement with the local government before any 

decision is made. So there are some intentions from our side and there are obligations from the 

government’s side. Then, we as a function try to understand local communities to decide how to 

spend their budget which has been allocated” (Senior manager at community development 
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department- Case 3). Consequently, the influence of the power of local government curbs the 

capability of MNOC in recognition of the real demands of the local communities (Sevenhuijsen, 

2003; Tronto, 1993). The decisions about the remaining part of the communities’ budget are 

made at the organizational level.  

 The communication mechanisms in Case 3 do not really function as it was explained by 

MNOC at the organization. Unlike what senior managers report, the communities in Case 3 has 

no official representative “for young, women and other vulnerable groups”, and the king of the 

tribe is acknowledged as their representative. The individuals have no direct contact with any 

authorized body from MNOC as “no manager stayed in the village, not even for one night” 

(Local communities activist- Case 3) and the project site visits by MNOC authorities are limited 

to very quick inspections: “the local communities recognize the logo of (MNOC), but they do not 

know anyone from the project.” (Journalist- Case 3).  

 The local communities is Case 3 are completely separated from the project personnel and 

what is going on in their surrounding environment: “Project personnel live in big compounds 

where just people move in and out with big cars and they live in nice houses and usually these 

people don’t interact with the communities… So, they see richness coming around but they don’t 

see this richness going to them.” (Journalist-Case 3).  

 This problem might not be consistent in all the projects deployed by MNOC in Niger 

Delta, but its origins of this clumsy approach towards communities can be traced in the 

homogeneous perception of organizational level of MNOC from hundreds of indigenous tribes 

and thousands of individuals with different beliefs, concerns and demands.  



145 

 

 “We roughly know (the population of the communities because the census was made 

years and years and years ago and what we are using is just a rate of multiplication that is rising 

each year and we have estimations of population in our communities.” (Senior manager at 

community development department- Case 3) 

 The observations revealed that the MNOC is not aware of the details of dynamics of 

relationships at the local level and thus their knowledge from communities’ demands are limited 

to few sample communities studied in the past. The results are designing and implementing very 

similar development projects in different locations regardless of them being demanded or not. 

 Despite the persisting necessity of settling agreements with the government, local 

communities in Case 4 are actively involved in decision making processes. At the local level the 

voluntary association is established with the aim of “responding to local concerns by providing 

more support and employment opportunities” (Community manager-Case 4). It allows for 

“strengthen[ing] the relationships with local people, building trust and confidence.” 

(Community representative-Case 4). The association is mainly driven by the locals: “Our 

staff…are usually the people from the area, they are not like the final beneficiaries but they are 

people living in that same area. So, the activities are completely embedded in the 

communities…It has to do with the people, it engages the people as those that deliver the 

program and it engages the same people also to evaluate if it has been effective or not.” (Project 

manager-Case 4).  

  The communication with local communities is not limited to meeting village council 

members or handling communities’ complains, but is extended to hearing the voice of 

individuals in bimonthly public hearings in town hall. Majority of international project personnel 
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are settled out of the village but the analysis suggests that the relations between project personnel 

and local communities extends from official project related communications and are infused in 

the day by day living of the local communities and project personnel: “ (their) children attend 

the local schools and (the project personnel) enjoy dinning in the local restaurants.” 

(Community manager- Case 4).  

 Responsibility  

 From the responsibility perspective the two despair paths taken by MNOC and NOC 

separate from the recognition of the need to care about the local communities and the willingness 

to do something about the communities. The taken as granted assumption of NOC is that the 

communities would automatically benefit from the financial welfares coming from the project 

and their other concerns and demands are not worthy of consideration: 

 “Communities must be satisfied because their living condition is much improved in 

general. They complain. I know it but they should also be aware that the situation is the same all 

around the world. Industrial areas have environmental and social impacts. These issues have 

become a permanent part of their lives but local communities are gaining benefits in return.” 

(Project Manager- Case 1) 

 The MNOC, on the other hand, recognizes that it is their duty to care about the 

communities’ demands and concerns: “As an organization we try to respect the cultural 

differences and we try to benefit from the culture as richness in order to understand better what 

(local communities’) needs might be in terms of social project.” (Senior manager at community 

development department- Case 4) 
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 Recognizing the demand for caring to, the MNOC proceeds to give the care to the local 

communities. Beside the aforementioned issue of influence of local governments in the MNOC’s 

decision, there are two other problems incorporated with taking the next step. First, the 

demanded care is not always recognized correctly, as MNOC’s attentiveness to local 

communities is mainly based on their perception from the demands of local communities. The 

result of such approach is reflected in the community’s activists’ viewpoint in Case 3: 

 “The (MNOC) is doing very little to address the challenges of the local communities and 

there is a big gap between the two. The communities are not compatible with the (MNOC) 

neither is the (MNOC) compatible with the communities.…The (MNOC) has its own plans which 

are quite different from the communities' cultures and lifestyle, even if they pretend that they are 

willing to fall in line” (Local community activist- Case 3).  

 Second, despite the willingness to take responsibility on providing the communities 

needs, MNOC in Case 3 illustrates that it does not have the competences to give the recognized 

care in accordance to the demand. “They are usually supposed to come up with the exact and 

right thing to do …But it is not their core business to conduct development project and you see 

that in the way they implement the projects. It is something straightforward as their other 

business activities. It moves aside their core business.” (Journalist-Case 3) 

 The MNOC’s clumsy approach in carrying out the caring activities has resulted in the 

perception of disrespect in local communities: “No local community wants to abandon its culture 

and lifestyle for more money handed down by oil companies…by this I mean there is much 

disrespect on the part of oil companies to the locals.” (Local community activist- Case 3) 
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 The analysis indicates that there are several reasons underpinning the emergence of the 

latter issue. The over emphasis of the MNOC on developing hard infrastructures and 

mismanaging their design and operation is the primary reason: “The cottage hospital of the 

village is abandoned since there were no medical personnel paid to work in there.” (Local 

community activist-Case 3). Moreover, with considerable similarities to Case 1, by aggressive 

degradation of the environment, recruiting local communities for low paid jobs and lack of 

systematic plans for developing local communities’ skills and capacities, the local communities 

in Case 3 have became completely dependent to the MNOC for their living while at the same 

time “they know that oil brings richness but this richness might not go to them so they don’t have 

always a positive perception of the organization.” (Journalist-Case 3) 

 Compared to Case 3, practicing care giving to the local communities in Case 4 is very 

different, as it consists a portfolio of multiple communities development projects with the aim of 

“diversification of local economy and sustainable social and economic growth.” (Community 

manager-Case 4). The over emphasis on development of hard infrastructures is balanced by 

allocating some parts of the budgets several social projects to build local capacity, skills and 

livelihoods.  

 Through systematic training programs, the communities’ representatives received new 

knowledge and skills in communities’ needs assessment and delivery of social projects: “We 

train them on how to find the need for improvement and how to develop the proposals and they 

are the ones who choose and activate their project teams under our supervision. So, in that case 

they actually become an active part of the project, the implementer.” (Community manager-Case 

4). Holding national and religious feasts in collaboration with the communities, sponsorship of 
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sanatorium treatment for senior communities members and summer camp for school children are 

among the social projects that were deployed by the MNOC in Case 4.  

 To maximize local content in project development manufacturers and contractors of the 

area are assisted to enhance their capabilities to the standard level of the project demand. While 

providing the domestic goods and services would clearly bring benefit to the project 

organization, they allow the communities to gain a share from the project benefits as well: “these 

initiatives are long-term programs which allow the national personnel to develop their 

qualifications to grow in their career… they allow the local manufacturers to develop new skills 

in producing the goods that we need in the project and create jobs inside their companies” 

(Community manager-Case 4). Apart from project relevant employments, the small businesses 

are financially supported to develop their profession away from oil sector by self-employment. 

“The oil sector has been invading the area. It is the leader but other businesses must catch-up.” 

(Community representative- Case 4).  

8.3. Towards a More Feminist Organization 

 The organization’s borders 

 A masculinist organization defines distinguished borders between the self and the others 

(Wicks et al., 1994). This essentialist ontological definition in Case 1,2 and 3 is not only limited 

to the identification of the organization and its external environment, but also includes the one-

dimensional definition of the identity of individuals on the two sides of this border. Project 

personnel are essentially considered as the advocates of the organization’s rights and the local 

communities’ identity is defined as those whose demands are particularly different from the 

organization’s aim.  
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 Analyzing the cases suggests that this distinction cannot be precisely true since, despite 

the project personnel of the first three cases at the local level have never completely positioned 

themselves in the local context to feel a strong sense of belonging to the communities (Young, 

2011), through introspection they may find other dimensions in their ontological identification 

which contribute to a more heterogeneous definition of their self (Bondy & Charles, 2019). This 

is just the masculinist behavior of the organization which fosters censoring and devaluing those 

other dimensions of their selves. Project personnel live in big compounds far from the local 

community with real walls separating them from the communities and have no interaction with 

them. This condition does not allow them to acknowledge their other identities. Bringing their 

organizationally-defined role to the work (Liedtka, 1996), they can readily marginalize local 

communities’ demands in their decisions (Schnake, 1991). The same process is repeated for the 

local communities as, due to the similar reason, they cannot understand the rationale behind the 

organization’s decisions.  

 By contrast, the feminist approach of project personnel in Case 4 allowed for 

acknowledging the existence of several selves of the stakeholders and facilitated creation of a 

common social self through engagement with local communities and development of common 

experiences together (Young, 2011). An international project manager can never see the world 

through the eyes of a Kazakh local community. But by living in the same town among local 

communities and sending his son to a local school, s/he over time would develop a part of her/his 

identity that is strongly linked to the same experiences of the local communities.  

 Enriching multiple selves is not limited to the individuals from organization. The local 

communities who are actively involved in the decision making gradually develop their identity 

on the other side of the borders. The communities’ representatives are not identified as 
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ambassadors of the ‘others’ but rather enriched individuals of the ‘self’. Therefore In spite of 

Young’s (1997) asymmetric reciprocity suggesting that a careful and respective dialogue must 

replace the impossible mission of seeing the world through others’ eyes (Borgerson, 2007), by 

developing, acknowledging and highlighting other relational dimensions inside the individuals, 

this bidirectional dialogue can be made not only in public hearing sessions, but also internally 

among multiple selves of the enriched individuals. The duty of organization’s decision makers 

would then be transformed into the responsibility to self, which naturally would be more actively 

willed to be fulfilled (Borgerson, 2007; Card, 2010). The project personnel sense of belonging to 

the local communities’ group would make the voice of local communities heard since, in their 

day by day decision making, the project personnel internally engage with the local communities 

and their demands and consider them in their decision makings.  

 This is how the borders of a distant organization are extended from the organization’s 

headquarter in Europe to the homes of local communities in Kazakhstan and how the local 

communities’ individuals are empowered by project personnel stepping into their planet. The 

borders of such organization are thus blurred since in the locus of the project, where organization 

processes are going on, individuals belong to several identity groups from both sides of this 

border and have a multidimensional self which cannot be essentially positioned in one side of the 

border.  

 The game of powers 

 In a masculinist organization the power is the instrument to shape the relationships. As 

observed in Case 2, a masculinist organization responds to the stakeholders who shout louder 

and, similarly to Case 1 and 3, those stakeholders who have no power to make their voice heard 
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are simply marginalized (Derry, 2012). The more powerful stakeholders, such as government, 

are the closest to the organization; their demands are prioritized and their concerns are 

considered directly. Therefore, the relationships, responsibility and behavior of the masculinist 

organization are influenced by the power of the stakeholders and the organization has a 

responsive approach towards the power dynamics of the network of the stakeholders.  

 One of the dimensions of the feminist stakeholder theory, on the other hand, is 

downplaying the strict hierarchy of the stakeholders by distributing the power among their 

network (Wicks et al., 1994) and balancing the unequal power relations between the organization 

and some of the least powerful stakeholders, such as local communities (Sevenhuijsen, 2003; 

Machold et al., 2008). Accordingly, the game of power for a feminist organization is played the 

other way round, as there are the relationships that define which stakeholder ought to gain the 

more power in the network and the organization has an active role in forming the power 

dynamics of its network.  

 It can be argued that the underpinning assumption of the feminist organization introduced 

in Wicks et al. (1994) work is considering the organization embedded in the network of feminist 

stakeholders. The feminist organization is assumed to be the most powerful member of the 

network so it can empower the stakeholders by decentralizing its focal power and sharing that 

with other members of the network. Nevertheless, this assumption is not always true, as it is very 

probable that there are other powerful members in the network, such as the local government, 

that have no will to behave feminist and would not balance their power over the network. These 

powerful undemocratic members may then become a barrier to the ultimate feminist approach of 

the organization as they limit the freedom of the organization in actively changing the power 

dynamics of the network.  
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 MNOC is both Case 3 and Case 4 was facing with the same condition. Majority of the 

community development budget was sucked up by the governmental predefined plans before the 

organization can start to recognize the real demanded care of the communities. MNOC in Case 3 

was stuck in the game of power interplayed with the local government. Opting for the power to 

define the nature of relationships and responsibilities, MNOC in Case 3 dragged itself to the 

masculinist side of the gendered stakeholder approach. The result was a lot of harm targeted to 

the local communities and shoving them to an even more vulnerable position.  

 In Case 4 the organization’s personnel at the local level paid special attention to the least 

advantaged members of the network so that they are not harmed. This indicates at the departure 

from the clear distinction between justice and care (Gilligan, 1982), and adopting a pragmatist 

approach which embeds care into justice (Liedtka, 1996). The decision makers at the local level 

decided to go beyond the duties imposed by the contractual agreements with the government and 

gave the local communities their demanded care. They empowered the local communities 

through two processes.  

 First, The local communities in Case 4 were recognized to be vulnerable to 

environmental degradation, becoming dependent on the organization and being detached from 

their national and religious traditions. The remaining of the community’s development budget 

was then tactfully allocated to protect the communities from being harmed on these vulnerable 

points. Precise environmental monitoring and development of transparent reporting system, 

supporting local communities for conducting their independent local business and active 

participation in communities’ traditional feasts was among the practices pursuing this aim.  
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 Second, by involving local communities and project personnel in community’s 

development projects and project activities, both, these individuals with unequal power relations 

engage together and build similar sense of belonging over time. This proximate relationship at 

the local level then empowered local communities and reduced the alienation of project 

personnel and local communities both. It was through these two processes, enacted by 

individuals at the local level, that the local communities in Case 4 were empowered to control 

the power dynamics of the network of stakeholders.  

 Due to the domination of the local government and the passive approach of the 

organization in taking care of local communities, the condition in Case 4 is clearly distant from 

the ultimate feminist approach of an organization where the power among the stakeholders is 

perfectly balanced and the “second best” option of all stakeholders is reached. But comparing the 

results between Case 3 and 4 reveals that while the case cannot always be collapsing the 

hierarchy and empowering those stakeholders who are closer to the organization, having a flatter 

structure at the local level can still be considered as a step towards practicing feminist approach.  

 The importance of individuals 

 An organization with masculinist approach, such as MNOC in Case 3, step into the local 

communities’ planet equipped with detailed development plans which are designed based on 

their universal duty against the others who acquire certain constant rights and roles (Noddings, 

1984). The organization distant rationalizes what must be done for the stakeholders based on 

their understanding from the needs of the stakeholders (Machold et al., 2008) or even the 

organization’s needs (Liedtka, 1996). These plans are determined, unshakeable and static. In 

extreme masculinist cases, such as NOC in Case1, the stakeholders’ emotions are considered as a 
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‘subversive’ of knowledge (Garry & Pearsall, 2015), and unworthy of attention, while reasoning 

is accepted as a sufficient tool for decision making.   

 On the other end of spectrum, an organization with feminist approach acknowledges that 

while caring is the universal main component of the organization’s duty, it can be relatively 

defined and practiced according to the context of the relationships (Noddings, 1984). Such 

organization admits that it is not capable of designing communities’ development projects from 

the distance of the organizational level. It rather invests on development of a unified army of 

individuals at the local level within which enriched stakeholders, with their complex and diverse 

values, backgrounds and emotions interrelate with each other. Accordingly, the relationships 

between stakeholders, in a feminist approach, are mobilized to the individual level where 

stakeholders with faces and names are interacting with each other (McVea & Freeman, 2005).  

 The MNOC in Case 4 did not deliberately take care of the local communities and 

decentralization of the caring activities was not actively conducted by the organization. 

Therefore, the MNOC’s approach cannot be considered as a feminist behavior. The difference 

made in Case 4 was rather enacted at the local level where project personnel used their authority 

to actively take the lead for taking care of the individuals in their proximity and local 

communities experienced close relationships with project personnel. 

 The interrelation between local communities and project personnel does not remain static 

at the individual level. To enhance their capabilities and to move them to a collective 

collaborative level, the individuals rather developed complex meso groups with other individuals 

with similar interests, objectives and responsibilities (Bondy & Charles, 2019). The dynamics of 

interactions among them, as enriched stakeholders, and their groups are so complex and yet 

https://scholar.google.it/citations?user=8OXRGOUAAAAJ&hl=it&oi=sra
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value adding that cannot be compared to the practices of a single autonomous organization 

distance rationalizing its responsibilities.  

 In such conditions, due to the proximity of the care giver and care receiver, their practices 

become very adaptive to the changes in the values, emotions and demanded care of the 

communities and embracing the processes of change becomes a natural part of the experience. It 

can thus be concluded that the feminist organization’s ability of embracing the change 

introduced by Wicks et al, (1994) is merely nurtured at the individual level where the 

organization is integrated with its external environment. Therefore, I suggest that in the absence 

of organizationally defined feminist processes, the major difference in the organization’s 

gendered approach undertakes at its borders where the organization and the external world are 

infused.  

 What may appear between the gendered spectrum are the organizations that are 

responsive to the dynamics of external environment, albeit not by investing on the individual 

level. Comparing the final results of the caring about the local communities in Case 2 and Case 3 

we can conclude that, despite driven by the power of local communities, the NOC decided to 

change its plan and give the demanded care to them by developing the communities recruitment 

plans. The responsiveness of NOC in Case 2 to change their plan according to the voice they 

hear from the local level, drags them a bit further towards the feminist end of the gendered 

spectrum.  

8.4. An Extended Planet 

 In this part of the research, I departed from stakeholder theory and I landed back on its 

feminist reading. On the way, however, I noticed that there are several shades of gendered 
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approaches that the organizations may adopt against their stakeholders. I propose that the 

organization’s gendered approach is considerably influenced by the individuals’ behavior at the 

border where the organization is in touch with the stakeholders. These concepts have been 

overlooked in their empirical realm due to the fact that the requisite context for the ultimate 

feminist approach elucidated in the works of feminist ethicists, such as Wicks et al. (1994); 

Burton and Dunn (1996) and Derry (1996), are deemed to be unreachable and thus the field 

remained untouched. The result of my research, however, indicates that studying actualities of 

organizations’ practices and introducing the organization’s creative approaches in giving more 

care to the stakeholders can extend feminist stakeholder theory.  

 Through analyzing the gendered approach of four organizations with their local 

communities in oil and gas sector and investigating the communities’ viewpoint from these 

practices, in this article I suggest three main concepts that make organizations more feminist. 

While none of the studied organizations were actively, willingly and deliberately behaving 

feminist, the dynamics of making relationships and fulfilling the organization’s responsibilities at 

the local level were interpreted to explore the concepts that result in a more feminist behavior to 

local communities.  

 Feminist organizations aiming to build their projects on the local communities’ planet 

allow the relationships with the local communities to influence the balance of power dynamics 

among the network of stakeholders. In the conditions when another powerful member, such as an 

undemocratic government, exists in the network, having a flatter hierarchy at the local level 

would empower the local communities and protect them on their vulnerabilities.  
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 A feminist organization provides a condition within which individuals on the 

organization’s and local communities’ planet, both, acknowledge and value their 

multidimensional identity. These individuals are not essentially defined by their planet of habitat 

as their ontology is defined by their several relational selves developed in different contexts, 

including the local communities’ planet. The borders of a feminist organization are thus blurred 

as it does not separate itself from the external environment, but it rather infuses into the external 

world through interrelation of enriched individuals which have relational selves developed on the 

two sides of that border.  

 Reflecting on Iannello (1992)’s work, Liedtka (1996) rise the question of the possible 

size of a caring organization. She was skeptical if a flatten hierarchy can organize large 

institutions as much as she sounds assured of hierarchy impeding care. The findings of this 

research could be a route for reconciling the two. While the majority of business contexts are far 

more complex to be tackled from the organization’s planet, a feminist organization does not need 

to, and admits that is not able to, distant rationalize the demands of the local communities. By 

investing on the lucrative potential of enriched individuals, a feminist organization allows for 

development of a unified army of individuals who become the means and the ends of the 

organization’s care giving activities. These individuals engage with each other, listen, inquire 

and experience together and increase the capacity of the organization in recognition and carrying 

out the caring activities and thus local communities receive more care.  

 Perhaps the most important message of this chapter for the practitioners is that under any 

imperfect condition, there is always place for caring more about the least powerful stakeholders. 

This point becomes even more crucial in very extreme conditions of power asymmetry where 

sever harms can be done to the vulnerable and marginalized. This chapter then sheds light on the 
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amount of change individuals can bring by bringing more of themselves to the field. Decision 

makers, project managers and personnel of the organization can be sources of recognition and 

giving care to the stakeholders. More specifically when the organization is quite distant from the 

stakeholders, the individuals who are in direct contact with the stakeholders are ethically 

responsible make a dialogue with them, recognize their demands and become their loud enough 

voice that is heard by the organization. While the ability to give care could be curbed by the 

imperfect conditions of the context, individuals ought to remember that just like a ‘willing to be 

more feminist’ organization under imperfect conditions, they would always be able to give more 

care or protection to vulnerable individuals.  
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9    Examining Repsol’s Closed 

Project in Canary Island   

 

 

 

 

 

The findings of the previous chapters will be tested in this chapter where an extreme case of 

failed project due to local communities’ opposition will be examined. As explained in Chapter 3, 

the testing hypotheses and their expected outcomes in the case must be compared with the 

observed outcome. Through these two main steps of hypothesis development and testing, the 

propositions made during the previous phases of data collection and theory building will be 

falsified with the data collected in the 3
rd

 phase of data collection.  

9.1. Data Analysis 

 The first step before case selection is development of deterministic and non-deterministic 

hypothesis and mobilizing them to the level of formulating the expected outcomes. Having the 

propositions developed in previous sections, in this section I introduce the theories to be tested. I 

develop one set of hypothesis stemmed from the former theoretical propositions and a set of rival 

theories. Obvious is that while the to-be-tested hypothesis are raising from feminist 

“The theories of the social sciences do not consist 

of “laws” in the sense of empirical rules about the 

behaviour of objects definable in physical terms. 

All that the theory of the social sciences attempts is 

to provide a technique of reasoning which assists 

us in connecting individual facts, but which, like 

logic or mathematics, is not about the facts. It can, 

therefore, and this is the second point, never be 

verified or falsified by reference to facts.”  

 

(Friedrich A. von Hayek)  
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representation of stakeholder theory, institutional theory and attribution theory, the rival 

hypothesis are derived from organization’s extreme masculine approach towards stakeholders. 

Table 9 illustrates the hypothesis to be tested and the rival ones. 

Whereas the primary concern at the first step of the prospective case study is establishing 

construct validity through ensuring of formulating hypothesis following the theories under 

investigation, the main concern of the second step would be reliability of data collection and the 

interpretation of data, both (Bitektine, 2008).  

 The necessity of having data with more reliability in the second step of prospective case 

study dictates that the conducted data collection digs deeper into the case and collects more 

diverse and deep data. For this reason, in the case I studied, I had more in-depth interviews to 

ensure the reliability of the results. The sampling frame was built from public records, media 

mentions and so many other secondary sources so that the perspectives of diverse interest groups 

and individuals are captured. Spending days in the location of the case brought the opportunity to 

grasp the perception of fragmented stakeholders who were not involved in the formal interview 

protocol, but their opinion could make the case richer. The process of identification of potential 

informants for formal interviews started during the theory building phase (Step 1) and was 

continuously modified till the end of process of data collection. The sample of the informants 

was stratified to ensure that representatives of each interest group are captured in the sample. 

 The two main issues associated with data interpretation are methodologically discussed 

by Bitektine (2008). The first issue concerns the establishment of boundary conditions for 

determining a sufficient match that would falsify the hypotheses or support them. The second 
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one deals with the risk of researcher’s bias during data analysis towards supporting the theories 

developed by her.  

Table 9. Local Communities Stakeholder Hypotheses 

Hypotheses to Be Tested Rival Hypotheses 

The individuals' perception is influenced by 

the transparency provided by the 

organization  

The individuals' perception from the project 

does not influence by the organization's 

behavior  

The individual's perception from project 

organization is influenced by other 

individual's opinion 

The individual's perception of the 

organization is not influenced by other 

evaluators at the micro-level 

The judgment of legitimacy of an 

organization is negatively influenced by the 

legitimacy judgment provided by media 

Media functions as an independent evaluator 

at the macro level and cannot influence the 

evaluators at the micro level  

The judgment of legitimacy of an 

organization is negatively influenced by the 

legitimacy judgment provided by 

government 

Government functions as an independent 

evaluator at the macro level and cannot 

influence the evaluators at the micro level  

The legitimacy of media mediated the 

communities’ judgment of organization's 

legitimacy  

The quality of media cannot influence the 

legitimacy judgment of micro-level 

The legitimacy of governance mediated the 

communities's judgment of organization's 

legitimacy  

The quality of government cannot influence 

the legitimacy judgment of micro-level 

Excessive focus on rights and roles of local 

communities would result in incompatibility 

between their demands and organization's 

response 

Organizations are capable of identifying and 

addressing local communities’ demands if 

they concentrate on pre-determined roles and 

rights of the communities 

A lack of direct transparent communication 

with local communities would result in 

incompatibility between their demands and 

organization's response 

To identify and address the local 

communities’ demands and concerns 

organizations can rely on their former 

experiences and the negotiations with the 

government 

Decision making for local communities at 

the organizational level would result in 

failure in full consideration of communities’ 

demands  

Organizations would be capable of 

identification of local communities’ demands 

if they make decisions at the organizational 

level  

Decision making for the local communities 

in collaboration with government would 

result in failure in full consideration of 

communities’ demands  

The relationship between government and 

the focal organization is adequate for 

determining the communities’ concerns  

Local communities’ former negative 

experience with project organization can 

negatively influence their current perception 

of the organization  

Former experiences with organization cannot 

influence communities’ current perception  
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  To set the boundary conditions in the ambiguous natural settings of qualitative studies 

(Yin, 2003), one may find data saturation (Eisenhardt, 1989) as a useful principle. Despite data 

saturation has mostly been used in inductive research, as a sign that no further concept is being 

added to the theoretical constructs, in deductive reasoning the researcher may try to find 

evidences which falsify the theories (Popper, 1968). Thus the principle of data saturation can be 

used in a deductive research to help researchers identify when sufficient evidences for a given 

hypothesis are collected.  

 To mitigate the ‘find what you are looking for’ bias in deductive qualitative approach and 

preventing the researchers from jumping to their favorable conclusions before the maturity of the 

results have reached, several techniques have been suggested. These techniques, however, all 

involve a second researcher who by different means deducts the conclusions in a separate 

approach and hence allows for a less biased conclusion. This unfortunately was not feasible in 

this research since I was the only researcher involved in this case study. This must be considered 

as one of the drawbacks of this part of the thesis which affects the construct validity of the 

deductive cycle of the research.  

9.2. Results  

9.2.1. Masculinist Approach 

 The first mistake of Repsol was assuming that communities will perceive the benefits 

coming from the project can override the negative impacts of that. Interviews with local 

communities, however, illustrated that the organization has obviously no clue of what really 

matters for local communities. While Repsol had started the project with this assumption, the 

communities’ concerns and values appeared to be quite different. According to Repsol, the job 
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opportunities brought to the Canary Islands due to the project would be appealing enough for the 

communities. This, however, proofed to be wrong when local communities explained that they 

first, consider great values for the ecosystem of the environment around the islands and second, 

do not believe if any job opportunity could replace the jobs created by tourism industry.  

 Having the negotiations concluded with national government, “Repsol offered a wide 

range of ‘benefits’ for the communities, such as jobs that would be created, although the 

numbers were not clear. And of course “they did not match the number of direct jobs that 

tourism generates in the Canary Islands, which depends on its nature and that the extraction 

endangered.” (Paulino Rivero-Former president of Canary Islands). 

 The support Respsol was receiving from the central government was reinforcing the 

assumption of being undefeatable. This has resulted in Repsol, underestimating the importance 

of local government and oppositions of local residents. The benefit sharing policy of Repsol was 

also designed based on this assumption. While in reality the local government and the 

communities noticed that their share from the project’s benefit was trivial. 

“The population of the islands has a great ecological conscience. In addition, a large part of the 

population lives on tourism, whose benefits go entirely to the Canaries. The benefits of the 

prospects would hardly be noticed in the Canary Islands. The law did not contemplate any fiscal 

benefit for the islands.” (Carmelo Rivero- Editor of the Avivos newspaper). 

 During the years of debate, Repsol continued to conduct its Stakeholder management 

based on these assumptions. This is interesting to see that it the next steps of negotiations Repsol 

was yet emphasizing that this project would bring ‘financial’ benefits for the Canaries and 



165 

 

insisted on their former assumption, despite the local communities clearly showed no interest on 

that. 

“Very few (benefits were considered) for the Canary Islands. They talked about taxes, jobs, etc. 

that would benefit the Canary Islands. (But) the biggest share of the benefits would go to 

Repsol.” (Fernando Ríos -Professor of Constitutional Law). 

 Here I deduct that the lack of direct transparent communication with local communities 

would result in incompatibility between their demands and project organization’s response or 

considerations. Additionally, decision making for local communities at the organizational level 

results in failure in full consideration of communities’ demands and finally when this decision 

making is encapsulated in the collaboration with central government is will result in failure in 

full consideration of communities’ demands. Stemmed from a masculine approach of the 

organization I support this hypothesis that excessive focus on rights and roles of local 

communities would result in incompatibility between their demands and organization’s response. 

9.2.2. Transparent Relationships 

 Stemmed from the previous mistake, Repsol’s approach towards the communities was 

mixed with lack of understanding about the communities’ values as well as neglecting ethical 

behavior and respects. From the beginning of the project the project benefits targeted to the local 

government and communities were announced vaguely.  

“They had promised at the project would generate close to 30,000-40,000 jobs… Obvious that it 

was all a lie. In addition, what was initially intended to be done in the Canary Islands was a 

prospecting, not an extraction, and for such activities no such number of operators is needed. 
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After proving that it was impossible for prospection to generate this amount of jobs, Repsol was 

retreating and reducing the number of jobs it would generate, reaching the figure of 3,500 jobs.” 

(Ezequiel Navio-President of the “Office of Global Action” of Lanzarote) 

 Repsol was not transparent about the risks generating from the project and despite 

being questioned by experts, they insisted on their former wrong figures. Environmental activists 

and professionals mentioned that there are different sources of risk neglected or underestimated 

in Repsol’s feasibility studies but all of these questions were remained without a satisfying 

response. 

 On the other hand, the behavior Repsol adopted against the journalists, media and local 

communities were perceived to be very arrogant and without respect to communities’ dignity. 

Almost all of the interviewees mentioned this feeling of arrogance in Repsol’s behavior: 

“Repsol acted at all times with arrogance and arrogance, trying to use its economic power to 

buy the editorial line of many media to deceive the citizens of the Canary Islands. Due to these 

attitudes, communications with the company were null and void, and at no time did the 

multinational worry about their interests and demands.” (Pedro San Ginés-President of the 

Cabildo of Lanzarote) 

 Some of the interviewees mentioned that Repsol’s ‘gift’ of wine and cheese, offered to 

the journalists after a press conference in 2012, made the communities’ feeling being humiliated 

and was perceived as ‘a great offense’.  

 Repsol’s application of media was not perceived positively as well. Interviewees 

mentioned that some of the newspapers were ‘bought’ by Repsol. While the president of the 
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popular party, the only party in favor of the project, considers this as a serious effort along the 

process of negotiations: 

“The president of Repsol, Antonio Brufau, traveled two or three times to the Canary Islands to 

give an image and try to dialogue, conferences and interviews were held, all with the aim of 

explaining the development of the process involved in the project and the risks involved. It also 

dealt with the press, to publish articles in which all the issues related to the project that had 

concerned the Canarian population were detailed. For all this...I consider that Repsol made a 

great effort to carry out this entire information campaign. Even so, the company was subjected 

to great criticism and social rejection.” (Astrid Pérez- President of the Popular Party of 

Lanzarote) 

This humiliating behavior was continued even after the project was shut down in 2015. 

“Years after the end of Repsol's prospection, the president of the company continues to offend 

the Canarian communities with statements in which he calls ‘third-world’ the development of the 

project and the opposition of the communities to the prospection.” (Paulino Rivero-Former 

president of Canary Islands) 

 This was, in fact, perceived as a sign of dishonesty, hypocrisy and lack of transparency 

which amplified the negativity of the communities against the project. While feminist 

reinterpretation of stakeholder theory informed by Wicks et al., (1994), emphasizes on the 

importance of building transparent relationships with stakeholders, Repsol’s behavior was totally 

in contradiction with this lucrative recommendation and has eventually ameliorated the 

oppositions against the company.  
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 Against these considerations I suggest that even though it is not possible to support, or 

falsify, the hypothesis stating that the individuals' perception is influenced by the transparency 

provided by the organization, the rival theory is also not supported. Examination of a null 

hypothesis for final result is then suggested,  

9.2.3. External Influencers  

 Followed by the previous mistakes, Repsol never considered making direct contact 

with local communities and local government. The company built strong connections with 

national government and for many years avoided responding to the local authorities.  

“I did not feel heard at any time and that Repsol's attitude was quite arrogant, without ever 

appearing to care about the concerns and interests of the local communities.” (Ezequiel Navio -

President of the “Office of Global Action” of Lanzarote) 

 When, due to the mass oppositions against the project, the organization started to 

change its behavior towards having better relationship with the local communities, they did not 

embrace ‘the communities’ and its values, but instead they started to make contacts with few 

individuals from the society.  

“The activities that Repsol carried out (2014 report) did not reach to the local communities 

either. They went to certain circles of the elite that did not reach the society at its lowest levels or 

(did not discuss) the influence (of the project) on the ecological culture of the communities.” 

(Carmelo Rivero- Editor of the newspaper Avisos) 
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 It was already too late when Repsol decided to change its organizational approach 

towards the local communities, since the society had already established their collective 

judgment from the organization’s legitimacy. As Derakhshan, Mancini and Turner, (2019b) 

argued, the established decision of the local communities about legitimacy of the organization 

does not easily change. The insistence on the legitimacy judgment can extend to the level that 

any new evidence coming from organization’s behavior is considered as another support in 

confirming the communities’ former judgment. Therefore, the recently adopted behavior of the 

organization did not bring favorable results for them but instead, increased the level of anger and 

negativity against the project.  

 The findings presented here support that the individual's perception from project 

organization is influenced by other individual's opinion, while eventually non of the hypotheses 

about the legitimacy of external evaluators were supported. They rival theories, however, were 

falsified and so the theory in the inquiry will be supported. Lastly, this specific case did not have 

the relevant data on neither supporting nor falsifying the hypothesis about history of the 

organization or the rival hypothesis.  
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10  Concluding Thoughts and 

Future Studies 

 

 

 

 

This chapter concludes this thesis with synthesizing the key findings of the research and 

suggesting possible directions for future investigations. Contributions to both academic research 

and stakeholder practice are drawn, as well as the major limitations and potential directions for 

future research. 

 

10.1. Key Findings and Contribution to the Knowledge  

 The research questions, as they have been defined in Chapter 1, headed the project during 

the whole project. The main findings of the research, therefore, can be linked back to them. 

Despite extending theoretical frameworks in several arenas such as organization studies, project 

management and business ethics, in the light of the results, I have contributed to advance 

stakeholder management knowledge in different ways. These contributions can be summarized 

according to the research questions as below: 

RQ1. What are the roles and rights considered for local communities in project management 

literature and how these stakeholders are encountered by project organizations? 

 This research indicated that local communities is the most marginalized group of 

legitimate stakeholders in project management literature and in the governance structure of the 

“For surely there is more than one way to be 

effective in stakeholder management. Surely there 

is more than one vision for creating value or for 

what consequences count as valuable.” 

 (Freeman, 1999) 
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organizations they are routinely positioned quite distal from the locus of decision making at the 

organizational level. Informed by the systematic literature review of project governance and 

stakeholder management, this research stipulates that in the project management literature the 

flow of strategy and decisions is downward from organizational level to the project level and the 

organization is implicitly considered as the autonomous focal decision maker within the network 

of stakeholders. The roles and rights of stakeholders are therefore essentially defined by the 

organizations and assigned to the stakeholders according to their group belongings. This 

autonomous approach neglects the pluralistic nature of the groups and assumes that all 

individuals inside these groups have similar interests, values and concerns.  

RQ2. How do local communities’ individuals perceive project organization’s practices? 

 Conceptualization through attribution theory elucidates that the exclusion of local 

communities from the process of decision making results in development of negative bonds 

between the organizations and local communities. On the one hand, project organizations have 

long perceived local communities as a negative risk and limitation for the achievement of project 

aims and thus avoided to involve them in the decision making activities. And, on the other hand, 

local communities’ individuals negatively perceived the decisions and behavior of project 

organizations. Informed by attribution theory this thesis suggests that at the individual level, this 

negative bond can be shifted towards positivity if organizations start a more inclusive approach 

afforded by transparent principled dialogues which inform local communities from the process 

and the output of the decisions and allows the project organizations to make more conscious and 

informative decisions.  
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 The individual perception developed, there are several factors that influence it to 

construct a final perception from the organization’s behavior.  

RQ3. How do contextual factors influence local communities’ perception?  

 What is dragged later from the inductive analysis of the empirical data suggests that the 

legitimacy and perceived level of power of influencers at the collective level (i.e. government 

and media) can highly influence how communities perceive the project organization activities. 

What was extended further from the feminist formulation of stakeholder theory suggests that the 

balance in the power dynamics of the network can be provided by a feminist approach to the 

stakeholders. Through recognition of the demanded care of the local communities and carrying 

out the caring activities, project organizations can empower the least powerful stakeholders of 

the network and protect them from the harm targeted to them.  

 The second factor influencing the individuals’ perception is the history of the 

organization. Through several observations of organization’s behavior individuals assign a trait 

to the organizations. This trait, as the most accessible explanation for organization’s behavior, 

would later work as a solid reference for stakeholder individuals, coloring their judgments from 

the organization.  

RQ4. How does organization’s behavior influence local communities’ perception? 

 Project organizations, nevertheless, can break the local communities’ automatic 

perception by providing enough information to the local communities. The information reaching 

a threshold, individuals would abandon their automatic perceptional process and adopt a 

conscious approach for finding the motives behind the organization’s behavior. The principled 
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dialogue is therefore the mediator for stimulating the perceptions. The benefits of conducting 

transparent dialogues with individuals, however, are not limited to influencing the local 

communities’ perception from project organization. As it was illustrated in this research, it 

allows the organization to recognize the demanded care and concerns of the stakeholders and 

improve their stakeholder practices.  

 Investigations in the project management practices in oil and gas sector in this research 

revealed that the decisions made for the local communities at the organizational level are 

established over the distal knowledge of decision makers from the local communities. They are 

constructed over the wrong perceptions that decision makers have from communities’ concerns 

and demands, rather than truth built from stepping into communities’ planet. This lack of mutual 

understanding with the local communities is more influential in multinational projects where the 

cultures and values of local communities are quite distant from decision makers and so the 

perceptions made from the local communities’ demands are much further from their actualities.  

 Informed by the feminist formulation of stakeholder theory and dragged from the concept 

of enriched stakeholders, this research suggests that to co-construct this organizational 

knowledge from the demands of the local communities, project personnel need to acknowledge 

the multidimensional identities of themselves and the others, accept the validity of plural ideas, 

values and concerns and acknowledging that they can never see the world through others’ eyes, 

and be prepared to conduct dialogue with those who they have ethical responsibility against. This 

is through principled dialogues that local communities’ individuals can build a correct perception 

from the motives behind organization’s behavior and project organizations can construct correct 

knowledge from the demands of local communities.  
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10.2. Contributions to Stakeholder Management Practices 

 What worth noting here is that, this research departed from studying individuals’ 

perception. This route, however, ended to emphasizing on the lucrative role of organization’s 

individuals in shaping these perceptions. It is believed that these are individuals who embody the 

virtues, capabilities and competencies which allow the organization to perform ethical. What can 

be dragged from comparing MNOC’s behavior in Case 3 and Case 4 is that the code of ethics 

and formal contracts developed at the organizational level do not independently result in 

development of caring. Moreover, these contracts cannot support the local communities’ 

individuals to make correct perceptions from the motives behind the organization’s behavior. 

These are the virtuous individuals at the local level who, getting connected to these stable 

components of the organization, make caring activities practical and by conducting principled 

dialogues with them create an environment within which the perceptions at the two sides of the 

organization border are mutually constructed.  

 The virtue of caring of the organization strengthens further when the organization’s 

individuals step into the field with their multidimensional identities and when the responsibility 

to others transforms into the responsibility to self. While the MNOC’s individuals (i.e. decision 

makers, project managers and personnel at the project site) did not position themselves in the 

local context and did not construct a correct recognition of the demanded care, their colleagues in 

Case 4 became citizens of the local communities’ planet, sat on the same table with local 

communities and through face to face dialogues recognized their demands and made decisions 

about carrying out the caring activities.  
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 As this research suggests, this is not the good Kantian motives of the organizations that 

result in local communities’ satisfaction from project practices. It is rather giving the local 

communities their demanded care that makes those motives practicable at the local level. Several 

evidences found during the data collection phase of the research revealed that the developments 

provided by project organizations are not usually the values demanded by local communities. It 

is thus believed that, giving feminist care to the local communities is not about distributing 

financial benefits with them, but is rather about identifying and addressing the specific type of 

care that different groups and individuals at the communities are asking for. Therefore, while the 

universal obligation of caring to local communities calls for adopting a careful approach towards 

these stakeholders, the quasi similar communities development projects designed at the 

organizational level cannot address the complexity and diversity of the needs and concerns of 

local communities as humans with faces and names.  

 Moreover, majority of community’s development projects are designed with the mindset 

of giving just shares of benefit to these legitimate stakeholders. Stakeholder management, 

however, is not about being just with the stakeholders. But it is more about the stakeholders’ 

perception of fairness which deals with managing communications and emotions. This calls for a 

transition in the organization’s mindset from considering the communities’ management as an 

outcome from the organizational level to embracing that as a process of collaboration between 

organizational and project level. This again puts emphasize on the importance of conducting 

dialogues with individuals to walk along a process benefits of which are twofold targeted to local 

communities and project organization, alike.  
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 The governance structure of the organizations, consequently, need to be deconstructed 

from excessive concentration on the focal viewpoint of decision makers to decentralization of 

decision making to the intersection of the organization and different groups and individuals of 

local communities who would be influenced by those decisions. In the suggested governance 

structure of this research, the borders of the focal organization will be extended to several loci of 

decision makings made from the network of individual or groups of local communities. This 

organization cannot have distinct borders, as due to involvement of the communities in decision 

making processes at the local context these borders are blurred.  

 In the network of stakeholders at the local level, the groups and individuals of local 

communities are active members of the network and their respective needs and concerned are 

discussed with the organization and addressed by giving care to them. Suggested by feminist 

ethics, in this network those vulnerable or powerless individuals or groups become closer to the 

organization and receive more care of their demanded type. In the interrelation between 

government, local communities and the project organization, an organization can play an 

important role in leveraging local communities’ power by making closer relationships with them 

and consequently giving more care and power to them. In the imperfect conditions where the 

organization’s limited resources are sucked up by more powerful members of the networks, such 

as the local government, the organization’s care giving practices change into protecting local 

communities from harm reaching them on their vulnerable points.  

10.3. Research Limitations  

 I acknowledge the limitations of this research. Nevertheless, I believe that these 

limitations do not necessarily eradicate the research rigour or the significance of the findings. 
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One such limitation concerns the extent to which we can generalise from the empirical findings. 

Case-based research does not allow for statistical generalisability, though it definitely allows for 

analytical generalisability. Thus, the findings of this research should be interpreted in relation to 

their context. I structure the limitations under two major reasons. First are the limitations due to 

the decisions I made during the design of the research and second are those relevant to the 

contextual conditions of the cases explored during this research.  

  To design the research and based on the research aim, I decided to conduct the research 

through case comparison. While the comparison among the cases shed light on the influence of 

governance, media and the history of the organization on the communities’ perception and 

several creative feminist practices came to surface by adopting this approach, the analysis was 

limited to the organization and communities meso-group levels. Several micro dynamics of the 

interrelation and influence of individuals on each other are thus not covered at this research.  

 This research studied the viewpoint of humans and thus informed by Young (1997), we 

may conclude that the findings of this research are hugely contingent to the context whereby 

humans perceive their world and interact with each other. This includes the social, economic, 

cultural and value systems of the stakeholders within their surrounding environment, as well as 

the actualities of other members of the network of stakeholders, such as government and its level 

of power and influence. The suggestion of this research may not be valid in different contexts 

and the contextual factors of other fields must be examined before transferring these results.  

10.4. Future Research 

 The research also opens up avenues for further work. Future streams of research may 

pinpoint their route from the interrogation of underpinning ontological and epistemological 
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assumptions of stakeholder theory that were also questioned in this research, or confirm, 

contradict and probably extend the results of this research.  

 Stakeholder studies in the future may depart from approaching stakeholders according to 

their roles and rights, and the unit of analysis must move further towards smaller and more 

heterogeneous levels to include diverse insights and extend stakeholder theory well beyond its 

current realm. Informed by socio psychological theories and ethical philosophies, future 

stakeholder research has to interrogate the implicit assumption and taken as granted prevalent 

approaches of research and practice and try to step further towards normative core of stakeholder 

theory (Bondy & Charles, 2919; Derry; 2012).  

 The role of the stakeholder individuals in their social meso groups and the dynamics of 

interaction among them within the group and among several meso groups in the communities 

must be further studied.  While due to the lack of solid background in the stakeholder 

literature, in this research it was not possible to study the attributional processes of local 

communities at the individual level, future research may aim at empirically extending the 

conceptualization made in this research by focusing on stakeholder individuals as the unit of 

analysis.  

 Where the interrelation among the individuals and development of dialogue among their 

enriched self and others were discussed in this article, this important topic calls for bringing 

more details on the actualities and dynamics of these communications at the individual level. 

Due to the specialties of the context of this study and the interrelations between the organization 

and local communities, the suggestions in this research cannot be directly transferred to other 

stakeholders with different levels of power and demands. While I tried to bring one narrative of 
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the gendered practices of the organizations, within different context, organizations may find 

alternative creative ways to behave more feminist. Exploring and analyzing the actualities of 

these approaches towards gendered practices could flesh out the skeleton of the feminist 

formulation of stakeholder theory.  

 In the conceptual model developed by Bitektine and Haack (2015), there are many 

evaluators introduced as being influential in communities’ judgment from organization’s 

legitimacy. While in this research I investigated the influence of media and government of local 

communities’ perception from project organization, the influence of other legitimacy evaluators 

at the collective level has to be analyzed further. More specifically within the same context of 

this study, the role of NGOs and other independent organizations in influencing the 

communities’ perception, as well as the change they can bring to the dynamics of the network of 

government, project organization and local communities calls for further investigations.  

 Considerable stream of research can be established over the embodiment of different 

virtues within individuals of the organization. Scholars need to inform us about different 

individual characteristics that may foster or hinder development of these virtues and carrying out 

of the caring activities. On that regard, decision maker and stakeholder communicators’ gender, 

experience, education and other attributes have to be studied. In alignment with Wicks (1996), I 

believe that as practitioners and academics, we still need to see many more narratives of 

stakeholder inclusive approaches embodied by organizations and their individuals, to gain a 

richer understanding of how their ethical responsibilities at the individual and organizational 

levels are creatively, innovatively and diversely in different contexts and under different 
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conditions. This is in fact these narrations that will create the relevance of these practices and 

empirically support the theoretical frameworks of stakeholder theory on its ethical realm.  
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decision making of the organization need to be decentralized to the local level where the 

organization has the maximum knowledge from these legitimate stakeholders.  

Paper IV extends its perspective to include project organization and local communities both. 

Constructed over attribution theory this article theoretically discusses why the prevalent 

approach towards local communities has been resulted in a negative bond between these two 
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in Canary Island, as the result of communities’ actions and protests against the organization is 

explored. This article can be considered as a wrap up of the thesis as the umbrella of mistakes of 
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