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Abstract 

 

Public-private partnerships (PPPs) have emerged as a pivotal mechanism for addressing public 

infrastructure needs in South Africa. Despite their potential, the success of these projects often 

hinges on effective stakeholder engagement and community involvement. Inadequate 

collaboration and participation can lead to suboptimal outcomes, project delays, and increased 

costs. The primary aim of this research is to explore and identify strategies that optimise stakeholder 

engagement and community involvement in PPPs within the South African context. By enhancing 

these aspects, the study seeks to contribute to the successful implementation of PPPs, fostering 

innovation and better addressing public needs. This study employs a scoping review methodology 

to systematically gather and analyse existing literature on stakeholder engagement and community 

involvement in PPPs. The review spans academic journals, government reports, and case studies 

relevant to the South African construction sector. The data was synthesised using thematic analysis, 

with major themes and patterns identified within the literature. The analysis reveals several critical 

themes for optimising stakeholder engagement and community involvement in PPPs. Key findings 

include the importance of early and continuous engagement, ensuring stakeholders and community 

members are involved from the project inception through to completion. Transparent 

communication and regular feedback loops are essential for building trust and collaboration. 

Capacity-building initiatives for both stakeholders and community members are crucial for 

meaningful participation. Additionally, adaptive and flexible project frameworks that can 
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accommodate evolving community needs and stakeholder inputs are beneficial for innovative 

outcomes. This study provides a comprehensive context for enhancing stakeholder engagement 

and community involvement in PPPs, specifically tailored to the South African construction sector. 

The findings offer practical guidelines for policymakers, project managers, and community leaders 

to foster innovation and better meet public needs through PPPs. By addressing the identified 

challenges and implementing the recommended strategies, South African PPP projects can achieve 

more effective and sustainable outcomes. Moreover, this research contributes to the body of 

knowledge by bridging the gap between theoretical best practices and their practical application in 

the unique socio-economic landscape of South Africa. 
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Introduction  

Public-private partnerships (PPPs) have increasingly become a pivotal approach to addressing 

the pressing infrastructure needs in South Africa, particularly in sectors such as transportation, 

healthcare, education, and energy, with the construction sector playing a significant role in this 

model (Dlamini and Botes 2022). The construction industry, being one of the largest 

contributors to economic development, is particularly well-suited for PPPs, as these 

partnerships allow the pooling of public and private resources to deliver large-scale 

infrastructure projects such as housing, roads, and public buildings (Marais and Nel 2020). 

However, the construction sector faces specific challenges in the realm of PPPs. Key questions 

concern the adequacy of stakeholder engagement and community participation in these 

projects, the capacity of local construction firms to collaborate effectively in PPP models, and 

how these partnerships can address historical inequalities in the sector, such as the exclusion 

of marginalised communities from decision-making processes (Fombad and Mokwena 2021).  

Additionally, the regulatory and policy environment in South Africa creates both opportunities 

and challenges for PPPs in the construction sector, particularly regarding how these projects 

can foster innovation while also meeting local employment and social development goals. 

These collaborations between government entities and private sector organisations are 

designed to leverage the strengths of both sectors to deliver essential public services that might 



otherwise be unattainable due to financial, technical, or operational constraints (Burger 2021; 

Nedzela 2022). In the context of a rapidly developing nation like South Africa, where the 

demand for infrastructure is substantial and resources are limited, PPPs have been recognised 

as a mechanism that can drive socio-economic development by introducing private sector 

efficiency and innovation into public service delivery (Marais and Nel 2020; Van Herpen 

2023). However, the success of these partnerships is not guaranteed and is heavily dependent 

on the effective engagement of stakeholders and the meaningful participation of the 

communities they are intended to serve (Ashade and Mutereko 2022). 

Stakeholder engagement is widely regarded as a cornerstone of PPP success, supported by 

stakeholder theory, which posits that the inclusion of all parties affected by a project in the 

decision-making process is essential for achieving balanced and sustainable outcomes 

(Freeman 1984; Bourne 2016; Ashade and Mutereko 2022). This is particularly relevant in 

PPPs, where the alignment of interests among various stakeholders (ranging from government 

agencies and private partners to local communities and civil society organisations) is crucial 

for the project's success (Fombad 2022). The literature highlights that effective stakeholder 

engagement should begin early in the project lifecycle and continue throughout, as it helps to 

build trust, mitigate risks, and foster collaboration (Olander and Landin 2005; Reed et al. 2009). 

This is especially important in South Africa, where historical inequalities and socio-economic 

disparities have created a complex environment for stakeholder interaction, necessitating 

culturally sensitive and context-specific approaches (Sibanda and Tshuma 2021). 

Community participation, as a specific subset of stakeholder engagement, is also critical in 

ensuring that PPPs are not only technically sound but also socially and economically equitable. 

The literature on community participation emphasises the need for involving local communities 

in the planning, implementation, and monitoring of projects that affect them (Cornwall 2008; 

Afieroho et al. 2023). Theoretical frameworks such as Arnstein’s Ladder of Citizen 

Participation illustrate the different levels of participation, from mere tokenism to full citizen 

control, and highlight the importance of moving towards more inclusive and empowering forms 

of participation (Arnstein 1969). In practice, effective community participation requires not 

only the inclusion of community members in decision-making processes but also their 

empowerment through capacity-building initiatives (Gaventa 2004). This is crucial in the South 

African context, where many communities have been historically marginalised and may lack 

the resources or knowledge to engage effectively in PPP processes (Moyo and Krige 2023). 



The socio-economic impact of community involvement in PPPs is significant. Projects that 

actively involve communities tend to be more socially sustainable, as they are better aligned 

with local needs and preferences (Cuthill 2010). Additionally, community participation can 

lead to improved project outcomes, such as enhanced service delivery, increased local 

employment opportunities, and the development of community-owned assets (Pretty 1995; 

Khan and Khan 2023). In South Africa, where public trust in government and private sector 

initiatives is often low, effective community participation is critical for ensuring the legitimacy 

and sustainability of PPPs (Fombad and Mokwena 2021). However, the implementation of 

community participation in South African PPPs faces several barriers, including a lack of 

awareness and understanding of PPP processes among community members, power 

imbalances between stakeholders, and limited resources for community engagement (Nel 

2022). Historical legacies of distrust between communities and government institutions further 

complicate efforts to achieve meaningful participation (Baxter and Molenaar 2022). 

Despite the recognised importance of stakeholder engagement and community participation, 

significant challenges persist in their implementation within South Africa. These challenges 

often stem from misaligned interests, communication barriers, and limited capacity for 

effective engagement, which can lead to project delays, increased costs, and community 

resistance (Hove et al. 2021; Nel 2022; Fombad and Mokwena 2021). Additionally, the legacy 

of apartheid continues to influence stakeholder dynamics, with historically marginalised 

communities sometimes viewing PPP initiatives with scepticism (Baxter and Molenaar 2022). 

Addressing these challenges requires targeted strategies, such as capacity-building 

programmes and the adoption of adaptive project frameworks that can accommodate evolving 

community needs and stakeholder inputs (Roumboutsos 2020). 

By exploring and identifying strategies to optimise these aspects within the South African 

context, this study aims to contribute to the successful implementation of PPPs, fostering 

innovation and ensuring that these projects are more responsive to public needs. By employing 

a scoping review methodology, the research systematically gathers and analyses existing 

literature to identify best practices and potential areas for improvement (Van Herpen 2023). 

The findings of this study are intended to inform both policy and practice, offering valuable 

insights for policymakers, project managers, and community leaders. Ultimately, the study 

seeks to contribute to the successful implementation of PPPs that are more responsive to public 

needs, fostering innovation and supporting South Africa’s long-term development goals 

(Fombad 2022; Moyo and Krige 2023). 



 

Materials and methods  

Research design 

Justification for the use of a scoping review methodology 

The research design for this study employs a scoping review methodology, a method well-

suited for mapping the breadth and depth of literature on complex and interdisciplinary topics 

such as stakeholder engagement and community participation in PPPs within South Africa. 

Scoping reviews are particularly useful when addressing research areas that are emerging, 

where the literature is diverse or sparse, and where the goal is to identify gaps, clarify concepts, 

and provide an overview of the existing knowledge (Munn et al. 2018). Unlike systematic 

reviews, which are typically focused on synthesising evidence to answer a specific question, 

scoping reviews offer greater flexibility in exploring a wide range of research questions and 

methodologies, making them ideal for the objectives of this study (Arksey and O'Malley 2005). 

The choice of a scoping review was guided by the need to comprehensively understand the 

intersection of PPPs, stakeholder engagement, and community participation, particularly in the 

unique socio-political context of South Africa. Given that these topics cut across various 

disciplines, including public administration, urban planning, and social policy, a scoping 

review enables the integration of insights from these diverse fields, thereby providing a more 

holistic understanding of the subject (Levac et al. 2010). Furthermore, the South African 

context presents distinct challenges and opportunities, making it essential to consider a wide 

range of sources, including academic literature, government reports, and practical case studies, 

to capture the full scope of knowledge and practice (Peters et al. 2021). 

 

 

 

Data collection 

Sources of data 

The data collection process involved a comprehensive search across multiple academic 

databases and other relevant sources to ensure a thorough exploration of the literature. The 



databases used for this study included Web of Science (WoS), Scopus, Google Scholar, and 

JSTOR, which are well regarded for their extensive coverage of peer-reviewed academic 

literature across various disciplines. Additionally, searches were conducted on the online 

library for access to relevant books and book chapters, and government reports were sourced 

directly from South African government websites such as the National Treasury and the 

Department of Public Works. Conference proceedings were also reviewed to capture recent 

developments and discussions within the field. 

 

Search strategy and screening process 

The search strategy was designed to capture a broad range of literature on stakeholder 

engagement and community participation in PPPs within South Africa. The initial search terms 

included combinations of keywords such as ‘Public-Private Partnerships’, ‘stakeholder 

engagement’, ‘community participation’, ‘South Africa’, and ‘infrastructure development’. 

The search across the selected databases yielded a total of 1,200 papers. 

The screening process involved several stages to refine the selection of relevant literature. First, 

all retrieved papers were screened for duplication, resulting in the removal of 300 duplicate 

records. This step was crucial to avoid redundancy and ensure that each piece of literature was 

unique and relevant. Following the removal of duplicates, the remaining 900 papers were 

subjected to a preliminary screening based on their titles and abstracts. During this stage, papers 

that clearly did not align with the focus of the study, such as those unrelated to PPPs or those 

that focused on regions outside South Africa, were excluded. This process led to the exclusion 

of an additional 600 papers. 

The remaining 300 papers underwent a full-text review, where each paper was carefully 

assessed for its relevance to the research questions. The inclusion criteria were stringent, 

focusing on studies that provided substantial insights into stakeholder engagement and 

community participation in PPPs, particularly within the South African context. Papers that did 

not provide enough detail, lacked methodological rigour, or were not directly relevant to the 

study’s objectives were excluded. After this thorough review, 60 papers (Figure 1) were 

identified as highly relevant and were included in the final analysis. 



 

Figure 1: Scoping review process (author’s depiction) 

 

Inclusion and exclusion criteria 

Table 1 depicts the inclusion criteria for this study, which were as follows: the selected 

publications had to focus on stakeholder engagement and/or community participation in PPPs, 

with a specific emphasis on the South African context. The studies had to be peer-reviewed 

academic articles, government reports, case studies, or scholarly books published within the 

last 20 years to ensure the relevance and currency of the findings, unless they provided 

foundational insights critical to understanding the evolution of PPPs in South Africa. The time 

frame of 20 years was chosen to capture the evolution of PPP practices in South Africa, 

particularly since the early 2000s when the adoption of PPPs gained momentum. Only English 

language publications were included to ensure accessibility and consistency in analysis. The 

exclusion criteria included publications that were not directly related to PPPs, stakeholder 

engagement, or community participation, studies conducted outside the South African context 

without clear relevance, and non-peer-reviewed sources. 

 

 

Table 1: Inclusion and exclusion criteria 

 



Inclusion criteria Exclusion criteria 

Publications that focus on stakeholder 

engagement and/or community participation in 

PPPs 

Publications unrelated to PPPs, 

stakeholder engagement, or community 

participation 

Studies conducted within the South African 

context 

Studies focused on regions outside of 

South Africa without relevance to the 

local context 

Peer-reviewed academic articles, government 

reports, case studies, and books published in the 

last 20 years 

Non-peer-reviewed sources, opinion 

pieces, and publications older than 20 

years 

English language publications Publications in languages other than 

English 

 

Data analysis 

Use of thematic analysis 

The data collected through the scoping review was analysed using thematic analysis, a 

qualitative method that allows for the systematic identification, organisation, and interpretation 

of patterns and themes within the data (Braun and Clarke 2006). Thematic analysis was chosen 

because of its flexibility and its ability to provide a rich, detailed, and nuanced account of the 

data, which is particularly valuable for exploring complex social phenomena such as 

stakeholder engagement and community participation in PPPs. 

The process of thematic analysis began with the familiarisation with literature and the data, 

where the selected literature was read and reread to gain a deep understanding of the content. 

This was followed by the generation of initial codes, where key concepts and ideas related to 

stakeholder engagement, community participation, and PPPs were identified. These codes were 

then organised into potential themes that represented significant aspects of the data. The themes 

were reviewed and refined through an iterative process, ensuring that they accurately captured 

the meaning and essence of the data. The final themes were then defined and named to reflect 

their core messages, and these themes formed the basis for the narrative synthesis presented in 

the findings. 



The thematic analysis revealed five major themes: (1) importance of involving stakeholders 

from project inception to completion, (2) role of transparent communication in building trust 

and collaboration, (3) innovation through collaboration, (4) capacity-building initiatives to 

enhance meaningful participation, and (5) adaptive and flexible project frameworks as 

strategies for optimising engagement and participation. These themes provide a structured 

framework for understanding the complexities and dynamics of stakeholder engagement and 

community participation in PPPs in South Africa. 

Ethical considerations 

Although this study did not involve primary data collection or direct interaction with human 

subjects, several ethical considerations were paramount during the research process. The 

primary ethical consideration was the integrity of the research process, which included ensuring 

that all sources of data were appropriately cited to respect the intellectual property rights of the 

authors. Confidential government reports, when used, were handled with care to maintain the 

confidentiality of sensitive information (Resnik 2018). 

Another critical ethical consideration was the avoidance of bias and the maintenance of 

objectivity throughout the data collection and analysis processes. To minimise the risk of bias, 

the inclusion and exclusion criteria were rigorously applied, and the thematic analysis was 

conducted systematically to ensure that the findings were balanced, and representative of the 

diverse perspectives found in the literature (Sim and Wright 2000). 

Additionally, the research adhered to the principle of integrity in reporting. The findings and 

conclusions were presented honestly and transparently, with any limitations or potential biases 

clearly acknowledged. This approach not only upholds the ethical standards of research but 

also enhances the credibility and reliability of the study’s findings (Braun and Clarke 2006). 

 

 

 

Limitations of the study and their mitigation 

While the scoping review methodology offers several advantages, it also has inherent 

limitations that were carefully considered and addressed in this study. One of the primary 

limitations is the potential for breadth at the expense of depth, given the extensive scope of the 



literature included. To mitigate this, the review focused on identifying broad themes while also 

providing detailed insights into key studies that offered significant contributions to the 

understanding of stakeholder engagement and community participation (Munn et al. 2018). 

Another limitation is the potential for publication bias, as the reliance on published literature 

may skew the findings towards studies with positive results. To counteract this, the review 

incorporated grey literature, such as government reports and case studies, which may provide 

a more balanced view and highlight practical challenges that are not always captured in 

academic publications (Peters et al. 2021). 

The exclusion of non-English publications and the focus on the South African context may 

introduce language and regional bias. However, this was deemed necessary to maintain 

consistency and focus on the study’s specific objectives. Efforts were made to include a wide 

range of South African studies and to draw comparisons with relevant international literature 

to provide a comprehensive analysis (Levac et al. 2010). 

Finally, the subjective nature of thematic analysis can introduce researcher bias, as the 

identification and interpretation of themes are influenced by the researcher’s perspective. To 

reduce this subjectivity, the thematic development processes was conducted iteratively, with 

regular cross-checks and consultations to literature to ensure consistency and reliability in the 

findings (Braun and Clarke 2006). 

  

Results/findings   

The thematic analysis of the literature on stakeholder engagement and community participation 

in PPPs in South Africa revealed several critical themes. These themes highlight the complex 

dynamics and challenges associated with effective stakeholder and community involvement in 

PPP projects. The five major themes identified are: (1) the importance of early and continuous 

stakeholder engagement, (2) the role of transparent communication and feedback loops in 

fostering trust and collaboration, (3) the need for capacity-building initiatives to empower 

stakeholders and community members, (4) the advantages of adaptive and flexible project 

frameworks, and (5) the innovative outcomes that can result from effective stakeholder and 

community engagement. These themes collectively highlight the necessity of a holistic 

approach to stakeholder engagement in PPPs, one that is inclusive, transparent, and adaptable 

to changing circumstances. 



 

Early and continuous stakeholder engagement in the South African construction sector 

The literature consistently emphasises the importance of involving stakeholders from the 

earliest stages of a PPP project through to its completion. Early engagement is crucial as it 

helps to identify potential risks, align project goals with stakeholder expectations, and build a 

foundation of trust (Olander and Landin 2005; Reed et al. 2009; Larson and Sarmiento Barletti 

2020). Continuous engagement throughout the project lifecycle ensures that stakeholders 

remain informed and involved, enabling the project to adapt to emerging challenges and 

opportunities (Kujala et al. 2022). In the context of South African construction PPPs, early and 

continuous stakeholder engagement is crucial not only for aligning project goals but also for 

navigating the complex socio-political landscape. The construction sector often intersects with 

issues such as communal land ownership and the involvement of traditional authorities. In rural 

areas, many construction projects must secure the approval of traditional leaders who hold 

significant influence over communal land (Moyo and Krige 2023).  

Early engagement with these authorities is essential to securing land access and ensuring 

community support. However, this process can delay project timelines and increase upfront 

costs due to the need for extensive consultations and negotiations. This ongoing involvement 

is particularly important in the South African context, where historical legacies and socio-

economic disparities necessitate a careful and inclusive approach to stakeholder management 

(Sibanda and Tshuma 2021). 

In the case of the Gautrain project, for example, early and continuous stakeholder engagement 

was critical in addressing the concerns of affected communities and ensuring the project’s 

alignment with broader regional development goals (Fombad 2015; Warburton 2014; Burger 

2021). Similarly, in the eThekwini Water and Sanitation project, early involvement of local 

communities helped to identify culturally appropriate solutions, thereby enhancing the project's 

acceptance and effectiveness (Van Herpen 2023; Lohiya 2020; Mnembe 2022.). These 

examples highlight that early and sustained stakeholder engagement is not only beneficial but 

essential for the success of PPPs in South Africa. 

Moreover, the South African construction sector is highly regulated, with stringent BBBEE 

(Broad-Based Black Economic Empowerment) requirements aimed at addressing historical 

inequalities. These regulations require the inclusion of previously disadvantaged contractors 

and suppliers in PPP projects, complicating stakeholder engagement by introducing more 



parties with varied interests (Fombad 2022). While these requirements promote social equity, 

they also increase the complexity of PPP contracts, demanding a careful balance between 

meeting regulatory compliance and maintaining project efficiency. Thus, early and continuous 

engagement is not only about aligning project goals but also about managing compliance with 

local procurement laws and socio-political realities. 

 

Transparent communication and feedback loops in complex regulatory environments 

Transparent communication and the establishment of feedback loops are central to building 

trust and fostering collaboration among stakeholders in PPPs (Cheng et al. 2021), especially in 

the highly regulated South African construction sector. The Public Procurement Bill, along 

with legacy procurement legislation, promotes transparency and competition in PPPs, requiring 

contractors and stakeholders to adhere to stringent reporting standards (Hawkins 2023). 

However, maintaining this transparency can impose significant administrative burdens on 

project teams, as they must regularly report on project progress, compliance with local laws, 

and the integration of local contractors. Trust is a critical component of successful partnerships, 

as it reduces conflicts, facilitates cooperation, and enhances the overall efficiency of project 

implementation (Bourne 2016). Transparent communication involves the timely and accurate 

sharing of information with all stakeholders, ensuring that they are well-informed about project 

goals, progress, and any potential challenges (Fombad 2022). 

One of the main challenges is balancing the need for transparency with project timelines and 

costs. The inclusion of feedback loops, where stakeholders and community members are 

continually consulted, often leads to delays and can escalate costs, particularly when there are 

conflicting interests among stakeholders (Baxter and Molenaar 2022). For example, when 

international donor financing is involved in construction PPPs, donor requirements for 

environmental and social safeguards may differ from local priorities, requiring extensive 

communication efforts to harmonise stakeholder expectations (Nedzela 2022). Transparent 

communication, while beneficial, thus comes with trade-offs, including extended project 

timelines and increased management complexity. 

Feedback loops are equally important as they provide mechanisms for stakeholders to voice 

their concerns, suggestions, and feedback, which can then be integrated into the project’s 

decision-making processes (Goethel et al. 2019). This iterative process not only improves 

project outcomes but also strengthens the relationship between stakeholders and the project 



team (Moyo and Krige 2023). In South Africa, where mistrust between communities and 

government institutions is a common challenge, transparent communication and robust 

feedback mechanisms are vital for overcoming skepticism and building lasting partnerships 

(Baxter and Molenaar 2022). 

The N2 Gateway housing project in Cape Town serves as an example where the lack of 

transparent communication and inadequate feedback loops led to significant unrest and 

dissatisfaction among the beneficiaries (Smith 2021; Housing Development Agency 2009). 

This case highlights the consequences of neglecting these critical aspects of stakeholder 

engagement and highlights the need for a more transparent and responsive approach in future 

PPP projects (Tissington and Vartak 2009). 

 

Capacity building for stakeholders and community members 

Capacity building for stakeholders and community members emerged as a crucial theme in the 

literature, particularly in the context of empowering communities to participate meaningfully 

in PPP projects (Chileshe and Kavishe 2022). Capacity building refers to the process of 

enhancing the skills, knowledge, and abilities of stakeholders to engage effectively in project 

planning, implementation, and monitoring (Gaventa 2004; Loss et al. 2020). In South Africa, 

where many communities have been historically marginalised, capacity-building initiatives are 

essential for levelling the playing field and ensuring that all stakeholders have the opportunity 

to contribute to the success of PPPs (Sibanda and Tshuma 2021). 

The literature highlights several successful examples of capacity building in South African 

PPPs. For instance, in the Lesotho Highlands Water Project, extensive capacity-building 

programmes were implemented to educate local communities about the project’s objectives, 

their rights, and the ways in which they could participate (Hellowell 2019; Marais and Nel 

2020; World Bank Group 2023). These initiatives not only empowered the communities but 

also fostered a sense of ownership and responsibility, which contributed to the project's long-

term sustainability. 

Capacity building is also critical for addressing the power imbalances that often exist between 

government agencies, private sector partners, and local communities. By equipping all 

stakeholders with the necessary skills and knowledge, PPP projects can become more inclusive, 

equitable, and effective (Nel 2022). 



 

Adaptive and flexible project frameworks for South African construction PPPs 

Adaptive and flexible project frameworks are identified in the literature as key to 

accommodating evolving community needs and stakeholder inputs (Wang et al. 2024). 

Flexibility in project design and implementation allows PPPs to respond to changes in the 

external environment, stakeholder feedback, and emerging challenges (Roumboutsos 2020). 

This adaptability is particularly important in dynamic contexts such as South Africa, where 

socio-economic and political conditions can shift rapidly, requiring projects to be responsive 

and resilient (Thorne et al. 2022). 

The complexity of the South African construction sector, particularly in relation to communal 

land rights, BBBEE compliance, and public procurement legislation, necessitates adaptive and 

flexible project frameworks. PPPs in this sector must be capable of accommodating evolving 

community needs, regulatory changes, and the inclusion of local contractors who may have 

limited experience with large infrastructure projects (Burger and Hawkesworth 2019). Flexible 

frameworks are especially crucial when managing the intersection of local and international 

interests, such as the influence of international development agencies that provide donor 

financing for infrastructure projects (Nedzela 2022). These agencies often introduce additional 

requirements for environmental sustainability or social safeguards, which may conflict with 

local priorities and necessitate adjustments to project plans. 

The success of adaptive frameworks is exemplified in the case of the Renewable Energy 

Independent Power Producer Procurement Programme (REIPPPP) in South Africa, where 

flexibility in the bidding process and project design allowed for the incorporation of community 

benefits and local economic development objectives (Eberhard and Naude 2016.). This 

approach not only enhanced the project's social impact but also increased its acceptance and 

support among local communities. 

However, the flexibility required to incorporate diverse stakeholder inputs and regulatory 

demands often leads to increased costs and longer project timelines. Adaptive frameworks 

demand a high level of project management skill and the ability to continuously adjust plans 

based on stakeholder feedback and shifting regulations (Roumboutsos 2020). The trade-off, 

therefore, lies in balancing the benefits of flexibility, such as greater community buy-in and 

regulatory compliance, with the challenges of increased complexity and cost. 



Moreover, adaptive frameworks enable continuous learning and improvement throughout the 

project lifecycle. By incorporating mechanisms for regular review and adjustment, PPPs can 

remain aligned with stakeholder expectations and community needs, thereby increasing their 

chances of success (Bourne 2016; Thorne et al. 2022). The ability to adapt is particularly 

valuable in the South African context, where projects often face unique challenges related to 

historical inequalities, diverse cultural contexts, and varying levels of infrastructure 

development (Van Herpen 2023). 

 

Innovative outcomes through effective engagement for the South African construction 

sector 

The literature strongly supports the notion that effective stakeholder and community 

engagement can lead to innovative solutions in PPPs (Nederhand and Klijn 2019). Innovation 

in this context refers to the development of new and improved processes, products, or services 

that enhance the effectiveness, efficiency, and sustainability of PPP projects (Mair and Marti 

2006; Lember et al. 2019). Engaging a diverse range of stakeholders, including local 

communities, brings a variety of perspectives, ideas, and expertise to the table, fostering 

creativity and problem solving (Mulgan 2006; Nederhand and Klijn 2019). 

Effective stakeholder engagement, particularly in the context of South African construction 

PPPs, has the potential to drive innovative outcomes that are responsive to local needs. By 

involving a diverse range of stakeholders, including local communities, small and medium 

enterprises, and traditional authorities, PPPs can leverage a wide array of perspectives and 

expertise, resulting in more contextually relevant solutions (Mair and Marti 2006). For 

example, in areas where communal land is governed by traditional authorities, early and 

inclusive engagement can lead to innovative land-use solutions that respect cultural norms 

while facilitating infrastructure development (Moyo and Krige 2023). 

Case studies such as the eThekwini Water and Sanitation project also demonstrate how 

effective engagement can drive innovation (eThekwini Municipality 2014). In this project, the 

involvement of local communities led to the development of culturally appropriate water 

management practices that were both innovative and sustainable (Sutherland et al. 2014; 

Burger 2021). Similarly, the Gautrain project’s success in integrating public transport with 

broader urban development goals was partly due to the innovative solutions that emerged from 



continuous stakeholder collaboration (Fombad 2015; Loureiro et al. 2020; Marais and Nel 

2020). 

Additionally, the integration of performance-based procurement in South African construction 

PPPs offers an innovative approach to aligning contractor incentives with project success. 

Under this model, payments are tied to the achievement of specific performance milestones, 

such as timely delivery, quality control, and environmental sustainability (Hawkins 2023). 

While this approach can foster accountability and innovation, it also introduces challenges 

related to monitoring and evaluation, requiring robust systems to track performance and ensure 

compliance with contract terms. The trade-off here involves the increased administrative costs 

and complexity of performance monitoring versus the long-term benefits of improved project 

outcomes. 

Thus, innovation driven by stakeholder engagement is not only beneficial for the project but 

also for the communities involved, as it often results in solutions that are better tailored to local 

needs and contexts (Sibanda and Tshuma 2021). This reinforces the importance of adopting a 

participatory approach in PPPs, where stakeholders are not just consulted but actively involved 

in co-creating solutions. 

 

Discussion of research findings 

Interpretation of findings 

The findings of this study illuminate the complex nature of stakeholder engagement and 

community participation in PPPs within South Africa’s construction sector. The identified 

themes provide a comprehensive understanding of the dynamics that contribute to the success 

or failure of such partnerships, particularly in an environment shaped by historical inequities, 

regulatory challenges, and diverse stakeholder interests (Larson and Sarmiento Barletti 2020; 

Kujala et al. 2022). Early and continuous stakeholder engagement is critical, especially in a 

country where the legacy of apartheid has left deep-seated inequalities, making trust-building 

and conflict mitigation essential for PPP success (Hove et al. 2021; Sibanda and Tshuma 2021).  

The emphasis on early engagement aligns with Freeman’s (1984) stakeholder theory, which 

stresses the importance of identifying and involving key stakeholders from the beginning to 

align project goals with diverse interests. In the South African construction sector, this is 

particularly pertinent due to the involvement of communal landholders and traditional 



authorities, who play pivotal roles in project approval and land-use decisions (Moyo and Krige 

2023). Failure to engage these stakeholders early can lead to significant delays, conflicts, or 

outright project failure. 

Transparent communication and effective feedback loops emerged as another essential 

component for fostering trust and collaboration in South African construction PPPs. Given the 

historical mistrust between communities and institutions, particularly in marginalised areas, 

transparent communication serves as a mechanism to enhance accountability and rebuild trust 

(Cheng et al. 2021). In the South African context, where past government failures have led to 

skepticism, ensuring that communication is clear, consistent, and ongoing is critical for 

maintaining stakeholder legitimacy. For example, projects like the N2 Gateway housing 

initiative, which failed due to inadequate communication with local communities, demonstrate 

how the absence of transparent feedback mechanisms can erode trust and legitimacy (Smith 

2021). Moreover, the integration of international development donors or agencies, often with 

differing agendas, further complicates the feedback process, requiring well-established 

communication channels to harmonise stakeholder interests and expectations (Nedzela 2022). 

Capacity building for stakeholders and community members was also identified as essential 

for fostering meaningful participation in PPP projects. In the South African construction sector, 

the Broad-Based Black Economic Empowerment (BBBEE) requirements emphasise the 

inclusion of historically disadvantaged groups, creating an imperative for capacity-building 

initiatives that enable local contractors and community members to engage effectively in PPP 

processes (Fombad 2022). Empowerment theory highlights the importance of equipping these 

individuals with the necessary skills and knowledge to engage in decision-making, a need that 

is particularly pronounced in rural areas where traditional authorities dominate local 

governance (Zimmerman 2000; Chileshe and Kavishe 2022).  

The Lesotho Highlands Water Project exemplifies the role of capacity-building initiatives in 

fostering a sense of ownership and long-term commitment to project success (Hellowell 2019). 

However, while capacity building can empower communities, it often comes with significant 

costs and requires long-term investment, which can strain project resources, particularly in 

contexts where local expertise is limited (Gaventa 2004).  

The need for adaptive and flexible project frameworks is particularly pronounced in the South 

African construction sector, where evolving community needs, regulatory changes, and 

stakeholder inputs are commonplace. The Renewable Energy Independent Power Producer 



Procurement Programme (REIPPPP) serves as a prime example of how flexible project design 

can incorporate community benefits, address local economic development goals, and build 

resilience (Eberhard and Naude 2016; Roumboutsos 2020). However, while flexibility in 

project frameworks allows for the accommodation of diverse stakeholder interests and 

changing circumstances, it also introduces trade-offs. Adaptable frameworks often increase 

project complexity and can lead to longer timelines and higher costs due to the need for 

continuous adjustments based on stakeholder feedback. In South Africa, where resource 

constraints are prevalent, balancing flexibility with efficiency is a critical challenge for 

construction PPPs. 

Moreover, the link between stakeholder engagement and innovative outcomes highlights the 

potential for participatory processes to drive creative solutions in the South African 

construction sector. Involving a diverse range of stakeholders, particularly those from 

marginalised communities, enables the generation of culturally appropriate and contextually 

relevant solutions (Rogers 2003). The eThekwini Water and Sanitation Project is a key example 

of how inclusive engagement can result in innovative approaches that meet both technical and 

social needs, enhancing project effectiveness and community satisfaction (Burger 2021). 

However, fostering innovation through stakeholder engagement requires robust mechanisms 

for capturing and integrating diverse ideas, which can be resource-intensive and require 

specialised skills in facilitation and conflict resolution. 

The findings of this study are particularly relevant for addressing the ongoing infrastructure 

crises in the global South, where socio-political instability, economic challenges, and natural 

disasters frequently disrupt development efforts. In South Africa, where these challenges are 

compounded by historical inequalities and a strained public sector, the need for inclusive and 

participatory approaches to infrastructure projects is critical. Effective stakeholder engagement 

and community participation ensure that infrastructure projects are aligned with the immediate 

and long-term needs of affected populations, helping to rebuild trust between governments and 

communities. This is especially crucial in regions where past government failures have led to 

widespread mistrust and disengagement. 

Additionally, the findings emphasise the importance of transparent communication and 

capacity-building efforts in enhancing the effectiveness of PPPs, particularly in crisis-hit 

regions. Transparent communication fosters open dialogue, ensuring that all stakeholders are 

informed and engaged throughout the project lifecycle, while capacity-building initiatives 



empower communities to take an active role in the recovery process (Gaventa 2004). In the 

global South, where resource constraints and historical inequalities often hinder development 

efforts, PPPs that incorporate these strategies can become powerful tools for sustainable 

development and social cohesion. By adapting these findings to the unique challenges of crisis-

hit regions, PPPs can contribute not only to the physical reconstruction of infrastructure but 

also to the empowerment of communities, ultimately leading to more resilient and equitable 

development outcomes. 

 

Implications for practice 

The findings of this study offer several practical implications for policymakers, project 

managers, and community leaders involved in PPPs in South Africa. Policymakers should 

prioritise the establishment of frameworks that mandate early and continuous stakeholder 

engagement. This can be achieved by developing standardised guidelines for stakeholder 

identification and involvement, ensuring that all relevant parties are engaged from the project's 

inception. Additionally, policies should emphasise the importance of transparent 

communication by mandating regular updates and accessible information platforms, which can 

help build and maintain stakeholder trust (Meyer 2003; Parris et al. 2016). 

Project managers need to adopt flexible and adaptive project management methodologies that 

allow for continuous stakeholder input and iterative project adjustments. Implementing agile 

project management practices can facilitate responsiveness to stakeholder feedback and 

evolving project requirements, thereby enhancing project resilience and success (Anderson 

2007; Van der Waldt 2011; Cobb 2023). Furthermore, investing in capacity-building initiatives 

is crucial for empowering stakeholders and community members, ensuring that their 

participation is meaningful and effective (Zimmerman 2000; Loss et al. 2020). 

Community leaders play a pivotal role in advocating for and facilitating community 

participation. They should actively engage in capacity-building efforts to equip community 

members with the necessary skills and knowledge to contribute effectively to PPP projects. 

Additionally, community leaders should serve as intermediaries between the project team and 

the community, ensuring that feedback is accurately represented and addressed in project 

planning and implementation (Gaventa 2004; Loss et al. 2020). 



Enhancing transparency and communication is also essential. Implementing regular 

stakeholder meetings, public forums, and online communication platforms can ensure that 

stakeholders are consistently informed and have opportunities to provide feedback. This not 

only builds trust but also fosters a collaborative project environment (Meyer 2003; Cheng et 

al. 2021). 

 

Implications for theory 

This study contributes to the theoretical understanding of stakeholder engagement and 

community participation in PPPs by reinforcing and extending existing frameworks. The 

findings support stakeholder theory, empowerment theory, and complexity theory, 

demonstrating their applicability in the South African PPP context. Additionally, the study 

highlights the interdependence of these theoretical frameworks, suggesting that a holistic 

approach that integrates multiple theories may provide a more comprehensive understanding 

of stakeholder dynamics in PPPs. 

The study also identifies gaps in the current theoretical landscape, particularly regarding the 

unique socio-political context of South Africa. Future research could explore the interplay 

between different theoretical frameworks to develop more nuanced models of stakeholder 

engagement that account for context-specific factors. Moreover, the study highlights the need 

for context-specific adaptations of existing theories to better capture the complexities of 

stakeholder interactions in developing country contexts (Levin et al. 2022). 

Furthermore, the study suggests that innovation diffusion theory can be expanded to include 

the role of stakeholder engagement in driving innovation within PPPs. By integrating 

innovation perspectives with traditional stakeholder theories, researchers can better understand 

how participatory processes contribute to the generation and implementation of innovative 

solutions in complex project environments (Rogers 2003). 

 

Recommendations for effective stakeholder engagement and community participation 

Based on the study’s findings, the following recommendations are proposed to enhance 

stakeholder engagement and community participation in South African PPPs in the 

construction sector: 



• Establish early and continuous stakeholder engagement: Initiate stakeholder 

engagement from the outset and maintain ongoing involvement throughout the project 

lifecycle. This includes engaging traditional authorities in rural areas and considering 

communal land governance early to avoid delays and foster community buy-in. 

• Enhance transparency and feedback loops: Implement clear communication strategies 

and robust feedback loops to ensure transparency. While beneficial, these processes 

may increase costs and require advanced contract management skills to handle complex 

interactions, especially when navigating traditional land ownership or international 

donor financing requirements. 

• Invest in capacity building: Empower stakeholders, especially those from marginalised 

communities, through targeted training programmes that equip them with the necessary 

skills to participate meaningfully in PPPs. This is critical for BBBEE compliance and 

ensuring small and medium enterprises can effectively engage in construction value 

chains. 

• Adopt adaptive and flexible project frameworks: Use flexible frameworks that can 

accommodate evolving community needs and regulatory changes like the Public 

Procurement Bill. While these frameworks allow responsiveness to stakeholder 

feedback, they may introduce higher complexity and cost. 

• Promote inclusive decision-making: Ensure all stakeholders, including previously 

disadvantaged groups, have a voice in project decisions, balancing BBBEE 

requirements with project efficiency. 

• Incorporate performance-based procurement: Leverage performance-based 

procurement models where payments are linked to achieving specific milestones. This 

aligns contractor incentives with project success but requires sophisticated monitoring 

and contract management capabilities. 

• Develop standardised engagement protocols: Create consistent guidelines for 

stakeholder engagement and community participation to streamline the process and 

ensure compliance with both local laws and international standards. 

• Implement robust monitoring and evaluation systems: Ensure systems are in place to 

track project performance, particularly in performance-based contracting, which 

requires strong oversight mechanisms. 



• Leverage technology for engagement: Utilise digital platforms to enhance transparency, 

provide real-time updates, and facilitate broader participation, especially in areas where 

face-to-face engagement is limited. 

• Encourage policy support for engagement practices: Advocate for policy frameworks 

that support effective stakeholder engagement in PPPs, ensuring that projects align with 

both local regulatory frameworks and international donor requirements. 

 

Conclusions  

The study has highlighted the critical importance of stakeholder engagement and community 

participation in the success of PPPs in South Africa. By analysing the key themes of early and 

continuous stakeholder engagement, transparent communication, capacity building, adaptive 

project frameworks, and the innovative outcomes that arise from effective collaboration, it 

becomes evident that these elements are not just supplementary but essential to the 

sustainability and effectiveness of PPPs. The findings align with and extend existing theoretical 

frameworks, such as stakeholder theory and empowerment theory, emphasising that a 

participatory approach that includes all stakeholders from the outset can significantly enhance 

project outcomes. This approach is particularly vital in the South African context, where 

historical inequalities and socio-economic challenges necessitate a more inclusive and 

adaptable framework for project implementation. 

The practical implications of this study are far-reaching, offering valuable insights for 

policymakers, project managers, and community leaders. By institutionalising early and 

continuous engagement, enhancing transparency, investing in capacity building, and adopting 

flexible project management methodologies, PPPs can better align with the needs and 

expectations of all stakeholders, leading to more innovative and sustainable solutions. 

Furthermore, the study contributes to the broader academic discourse by highlighting the need 

for context-specific adaptations of existing theories and calling for future research to explore 

the interplay between stakeholder engagement, innovation, and project success in developing 

country contexts. Ultimately, this study reinforces the notion that meaningful stakeholder 

engagement is not just a best practice but a prerequisite for the successful and equitable 

implementation of PPPs in South Africa. 
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