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ABSTRACT

The Public-Private Partnership (P3) approach is a viable option to address the 
slow growth and burgeoning need to deliver infrastructure projects and ser-
vices by state and local governments. This study focuses on identifying critical 
success factors (CSF) that influence the success of P3s for local government 
service and infrastructure delivery. A framework is presented for integrating 
relationship and project management CSFs identified from previous literature 
into P3s. In addition, public agency entrepreneurial orientation is introduced as 
a potential CSF – a focus that has been absent in previous P3 CSF literature. To 
empirically assess the influence of these CSFs on P3 success, we surveyed pub-
lic administrators from municipalities and counties in Florida, asking about their 
perceptions of these success factors. The results show that the P3 relationship, 
project management, and public agency entrepreneurial orientation are critical 
to a project’s success. Moreover, government stakeholder influence significant-
ly affects these factors. Private sector stakeholder influence also affects proj-
ect management and public agency entrepreneurial orientation’s effect on P3 
success. When applied in a managerial context, these findings can help public 
agencies to improve their P3 success rates and growth and help to solve the 
infrastructure and service delivery challenges facing local governments in the 
US today.

Public-Private Partnership (P3) 
Success: Critical Success Factors  
for Local Government Services  
and Infrastructure Delivery

Antonio M. Lopez 
Florida International University

George M. Marakas 
Florida International University

EDITORIAL NOTE

Public-Private partnerships (P3s) are often 
promoted as promising solutions for the efficient 
and effective delivery of local government 
services and infrastructure projects. In this paper, 
the authors develop a novel framework that lays 
out a set of critical success factors (CSFs) for 
public-private partnerships. Moving beyond the 
typical focus on economic factors, the authors 
draw on the organizational literature to propose 
three core factors for enhancing the likelihood of 
P3 success: (1) partner relationships; (2) various 
process/project management aspects; and (3) the 
partners’ entrepreneurial orientation.  They also 
propose that active stakeholder (government, 
private entity and end user) interest has nuanced 
impact on the strength of the CSF - P3 success 
relationship.  P3 success is defined in terms of 
project efficiency, organizational benefits, project 
impact, stakeholder satisfaction and future 
potential. The paper features careful validation of 
the model constructs and the hypotheses tested 
using 133 responses received from a targeted 
survey of government executive leadership, chief 
municipal and county chief elected/appointed 
officers, and their deputies/assistants in the 
state of Florida. The results support the proposed 
model and underpin strategy recommendations 
for forming successful public-private 
partnerships.       
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SYNOPSIS

Purpose

This study aims to develop an under-
standing of the critical success factors of 
Public-Private Partnerships (P3) to help 
facilitate the growth of their implementa-
tion and improve the delivery of local gov-
ernment services and public infrastructure 
projects.

Problem of Practice

States, counties, and cities across the 
United States are continuously consid-
ering alternatives for solutions to deliver 
public infrastructure projects and services 
efficiently while improving the quality of 
life for their citizens and limiting the direct 
fiscal impact on taxpayers. Challenges in 
public infrastructure, affordable housing, 
transportation, environmental sustain-
ability, education, healthcare, and parks, 
are coming at a pace much faster than 
the government can handle on its own 
and taxpayers can financially support. 
Although these challenges are national 
phenomena, the burden ultimately falls 
heavily on the state and local govern-
ments that own, maintain, and provide 
services for many of these economic and 
social infrastructure elements. 

In response, Public-Private Partnerships 
(P3s) are gaining popularity in states and 
local governments to help with infrastruc-
ture and service delivery. However, the 
U.S. P3 market is developing slowly and 
remains relatively young compared to 
other countries worldwide. Some of the 
unrealized potential stems from imple-
mentation complexities and a lack of un-
derstanding among stakeholders of how 
to implement P3s successfully.

To address these implementation prob-
lems, an understanding of what led to the 
success of the implementation of a P3 
after its completion would prove helpful 
for future replication and decision-mak-
ing. This study proposes to address these 
problems by developing a theoretical 
model for understanding and categoriz-
ing the critical success factors (CSFs) of 

P3s into constructs that can be applied 
to future empirical studies. Drawing from 
the extant literature, additional elements 
of social entrepreneurial orientation and 
stakeholder influence are introduced as 
CSFs. The goal is to provide a model that 
can help local government agencies to 
gauge the potential success of a P3 proj-
ect, understand how stakeholders influ-
ence the elements of P3 success, and 
improve their P3 implementation rates.  

Specifically, this study answers the re-
search question: What factors influence 
the success of a Public-Private Partner-
ship (P3) for local government services 
and infrastructure delivery?

Results

The findings of this study suggest that 
enhanced relationships, both public and 
private influence over project manage-
ment, and an entrepreneurial orientation 
in both the private and public partners are 
critical to the project’s success. Moreover, 
an increased role in the P3 process for 
the government entity further enhanc-
es the relationship factor. The findings 
also highlight that a government entity’s 
entrepreneurial orientation is enhanced 
when government influence over the P3 
process is low. However, low government 
influence can negatively affect P3 suc-
cess when project management needs are 
high. Hence, government entities need to 
maintain their influence over project man-
agement because ongoing decisions and 
evaluation are needed in projects as com-
plex as P3s and allow for the government 
entity to maintain an entrepreneurial ori-
entation during the P3 process.

Conversely, strong private sector influence 
has a negative effect on the overall suc-
cess of a P3 when project management 
needs are high; such influence may lim-
it the government’s ability to effectively 
respond to project management chal-
lenges (e.g., project delays) in complex P3 
projects. However, strong private entity 
influence can enhance P3 success when 

the public agency exhibits a high entrepre-
neurial orientation. The government also 
must have similar capabilities to co-cre-
ate value and ensure the success of a P3 
project.  

Conclusions

These findings can help public agencies 
improve their P3 success rates and growth 
and help in solving the infrastructure and 
service delivery crises facing the U.S. to-
day. Furthermore, this study contributes 
to the extant literature and theory by 
supporting government entities’ entrepre-
neurial orientation as a P3 CSF, confirming 
that stakeholders influence P3 CSFs, and 
providing a framework of constructs com-
prising P3 CSFs for future study and man-
agerial application.

Practical Relevance

From a managerial perspective, govern-
ment entities can consider this framework 
of critical success factors when evaluating 
the potential success of a P3 project. A 
list of suggested strategies from the find-
ings is provided that may help agencies 
to develop their P3 assessment and deci-
sion-making capabilities. While the list of 
strategies is not exhaustive in identifying 
how our study’s findings can be applied in 
a practical context, it provides public agen-
cies with a starting point in evaluating a P3 
project for future success. It is encouraged 
that agencies use and tailor the frame-
work and the findings of this study to their 
individual needs and capabilities.
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INTRODUCTION

A water main break occurs in the United 
States every two minutes, and an estimat-
ed six billion gallons of treated water is lost 
daily. More than 40% of the public road-
ways are in poor or mediocre condition. In 
addition to the 30,000 miles of inventoried 
levies across the US, an estimated 10,000 
miles of additional levies exist, the loca-
tion and condition of which are unknown 
(ASCE, 2017). Challenges in areas such as 
public infrastructure, affordable housing, 
transportation, environmental sustain-
ability, education, healthcare, and parks 
are developing at a pace much faster than 
government entities can handle on their 
own and than taxpayers can financially 
support (ASCE, 2017). Fiscal pressures will 
increase as the aging baby boomer popu-
lation living on fixed incomes continues to 
grow. Millennials, the largest generation in 
US history, face the economic challenges 
of student loans and increasing costs of 
living. Although these challenges are na-
tional phenomena, the burden ultimately 
falls heavily on the state and local gov-
ernments that own, maintain, and provide 
services for many of these economic and 
social infrastructure elements. 

States, counties, and cities are having to 
consider alternative solutions to address 
these rapidly developing problems to de-
liver infrastructure projects and services 
efficiently while improving the quality of 
life for their citizens and limiting the direct 
costs on taxpayers. Only an estimated 16 
percent of U.S. cities can self-fund their 
needs in infrastructure (Fishman & Flynn, 
2019). However, the reality is that imple-
mentation under a government-spon-
sored funding model has been slow, and 
the corresponding fiscal implications, both 
in the short and long terms, serve to ex-
acerbate such difficulties for most states 
and cities.  

In response, Public-Private Partnerships 
(P3s) are gaining popularity in states and 
local governments to help with infrastruc-
ture and service delivery. For purposes of 
this study, the definitions of P3 by Wang 
et al. (2018) and the National Institute of 

Governmental Purchasing (2016) are syn-
thesized and presented as follows:

	� A public-private partnership (P3) is a 
broad term used to describe a long-
term contract between a government 
agency and a private party to provide 
public facilities, infrastructure, and ser-
vices. Components of financing, oper-
ations, maintenance, or management 
may be included in this contract. The 
government agency and the private 
party share risks and benefits during 
the contract term to achieve mutual 
goals.

Many experts predict that the United 
States will soon become one of the largest 
P3 markets in the world (Deloitte, 2013). 
Since 1985, more than 3,000 P3 projects 
have been completed worldwide, amount-
ing in value to approximately $900 billion 
(Kwak et al., 2009). Projects range from 
social infrastructures, such as schools, 
prisons, hospitals, and public housing, to 
economic infrastructures, such as roads, 
bridges, tunnels, seaports, airports, train 
and railway development, and highways 
(Yescombe, 2011).

The P3 approach has been used as a pro-
curement mechanism for infrastructure 
and urban renewal in the US since the 
1950s. It currently is experiencing a re-
naissance period, with more than $36 bil-
lion worth of projects saving taxpayers 20 
percent for most projects during the past 
decade (Coalition, 2018). Even with this 
recent resurgence, the U.S. P3 market is 
developing slowly and remains relatively 
young compared to P3s in other coun-
tries worldwide (Casady & Geddes, 2016; 
McNichol & Fund, 2013). For example, the 
United Kingdom has averaged more than 
$6 billion annually in capital investments 
through P3s, compared to the $2.4 billion 
annually of the US – an economy six times 
larger (PWC, 2016).  

Some of the unrealized potential stems 
from implementation complexities and a 
lack of understanding among stakehold-

ers of how to implement P3s successfully. 
Additional issues facing P3 implementa-
tion have been a lack of transparency in 
P3s, complex procurement processes, 
low P3 expertise among stakeholders, 
difficulties in cooperation among parties, 
equitable risk sharing, contracting chal-
lenges, low private interest, and inflexible 
or no legislation. Overall, these challenges 
have caused local governments in the US 
to avoid using long-term P3s (La, 2016; 
Martin, 2016). 

From a business perspective, one way to 
address these implementation problems is 
to develop an understanding of what leads 
to the success of the implementation of a 
P3 ex-post its completion, to allow for 
future replication and decision-making. 
Many studies focus on critical success 
factors in different country settings and 
infrastructure projects. However, no stan-
dard, empirically tested success models 
can be readily applied and used by local 
governments or stakeholders to evaluate 
P3s. Every government entity has a differ-
ent approach for assessing implementa-
tion. Location context, institutional goals, 
economic effects, and the type of project 
are considerations in model development 
(Hardcastle, Edwards, Li et al., 2005; La, 
2016; Ward & Sussman, 2005).

The P3 approach potentially is a viable op-
tion to address the slow progress and bur-
geoning need to deliver on infrastructure 
projects and services. The many benefits 
of P3s include an opportunity to break 
the ubiquitous public-sector monopoly; 
provide competition and flexibility in the 
development of infrastructure assets; 
extend access to technical, financial, and 
physical resources; and improve service 
quality – all while operating in uncertain 
policy environments (Salamon & Elliott, 
2002, p. 31). Taking advantage of P3s at 
a local government level allows infrastruc-
ture or services to be delivered quickly, of-
ten at low or no direct cost to taxpayers. 
Meanwhile, the private party bears the 
risk of financing the construction in ex-
change for the potential profits from oper-
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ations that result from the improvement. 
This presents an opportunity for a win-win 
scenario for all stakeholders.

This study proposes to address these 
problems by developing a theoretical 
model for understanding and categorizing 
the critical success factors (CSFs) of P3s 
into constructs that can be applied to fu-
ture empirical studies. Drawing from the 
extant literature, additional elements of 
social entrepreneurial orientation (Dwivedi 
& Weerawardena, 2019) and stakeholder 
influence (Li et al., 2018) are introduced 
as CSFs. The goal is to provide a model 
that can help local government agencies 
to gauge the potential success of a P3 
project, understand how stakeholders in-
fluence the elements of P3 success, and 
improve their P3 implementation rates.  

Specifically, this study seeks to answer 
the following research question:  What 
factors influence the success of a Pub-
lic-Private Partnership for local gov-
ernment services and infrastructure 
delivery? In answering this question, we 
develop a framework that supports gov-
ernment project teams by enabling them 
to transparently select a P3 versus a tradi-
tional procurement process and to prepare 
P3 projects efficiently in the early stages 
of development (La, 2016).

Literature Review

For purposes of this study, CSFs are de-
fined as the factors in the P3 scenario that 
actively contribute to a profitable con-
clusion for one or more parties involved 
(Morledge & Owen, 1998, p. 567). From 
a project management perspective, CSFs 
are used to assess the organizational or 
managerial factors that lead to the suc-
cess or failure of a project and to examine 
the reasons of its success or failure (San-
tos et al., 2019). At a project level, project 
success is defined as short-term project 
management success (efficiency), as well 
as the achievement of the long-term goals 
of the project (effectiveness) (Serrador & 
Turner, 2015). 

Several studies have reviewed CSFs in P3s 
in a country context, with the US, the UK, 
China, and Hong Kong having the greatest 
focus (Osei-Kyei & Chan, 2015). This study 
builds on the CSFs found in Sehgal and 
Dubey’s (2019) P3 CSF study in India by in-
troducing entrepreneurial orientation and 
behaviors as a potential CSF; this inclusion 
is supported by Klein et al.’s (2010) theory 
of public entrepreneurship and is derived 
from Dwivedi and Weerawardena’s (2018) 
study of social entrepreneurship. Such 
entrepreneurial behaviors include innova-
tiveness, proactiveness, risk management, 
effectual orientation, and the agency’s dedi-
cation to its public mission. These behavioral 
success factors have not traditionally been 
considered in P3 CSF literature (Dwivedi & 
Weerawardena, 2018; Li et al., 2018). In 
addition to this entrepreneurial expansion, 
the framework incorporates stakeholder 
influence as a moderator of these success 
factors, supported by stakeholder theory, 
and applies Li et al.’s (2018) work to quan-
tify stakeholder influence from govern-
ment, the private sector, and end users.

Over the past 40 years, P3s have received 
much attention worldwide from manage-
ment and from researchers in various dis-
ciplines and fields, ranging from economics 
to public administration to management. 
In economics, the focus has been on the 
economic efficiencies of bundling services, 
instead of having each step of the P3 pro-
cess completed by a single partner (Ross 
& Yan, 2015).

P3 Success Factors

Understanding what influences the suc-
cess of a P3 has garnered attention from 
previous researchers. For example, Wars-
en et al. (2018) sought to understand 
what makes P3s work by analyzing the 
influence of both trust and manageri-
al effort on their performance in a Dutch 
context. They found that both factors are 
essential for the implementation and for 
cooperation between partners of the proj-
ect. However, the specific elements that 
make these factors effective (i.e., man-
agement and trust-building strategies) 
are absent from their findings. This lacu-

na provides opportunities to extend their 
research by developing a framework that 
can be applied for managerial use. In addi-
tion, examining these factors in a different 
country or state context can add validity to 
their findings while allowing for the inte-
gration of other relevant success factors 
from previous research.  

Hodge and Greve (2018) found that the 
involved parties conducted minimal in-
dependent evaluations on P3 projects 
and that more careful assessments were 
needed to ensure that governments main-
tain their effectiveness and their relation-
ships with the stakeholders involved. The 
goals should be to reduce the uncertain-
ty around P3s and to help to ensure that 
these long-term arrangements are suc-
cessful.    

Researchers have applied various theoret-
ical perspectives to study the creation and 
emergence of P3s. The extant literature 
suggests three primary approaches for 
developing theoretical frameworks to dis-
cuss P3s. First is the economic perspec-
tive. Transaction cost economics, property 
rights, and principal–agent theories are 
applied to analyze P3s from an optimal 
performance, contractual, and cost per-
spective. Second, P3s are viewed from a 
public policy lens. Governance theories, 
such as public choice and New Public Man-
agement (NPM), review the cooperation 
between public and private entities. Third, 
stakeholder and institutional theories take 
an organizational management view on 
P3s. Here, the focus is on ensuring that 
stakeholders receive equitable benefits 
and on looking at P3s’ needs for legitimacy 
as a process at an institutional level (Wang 
et al., 2018).

In studies of why governments adopt P3s, 
the most common theoretical lens, and 
most researched and understood rea-
sons, are in the economic category. Public 
infrastructure requires significant capital 
investment to satisfy ongoing demands 
and to address needs. However, most 
government entities cannot financially 
support all their capital investment needs 
on their own without incurring substantial 
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debt obligations through bonds or loans. 
P3s help reduce this burden by shifting 
the investment to the private sector while 
creating business opportunities for private 
firms (La, 2016; Li, 2003). For P3 project 
success, both partners need to evaluate 
the economic conditions in which they op-
erate, both externally and internally, and 
how these conditions affect them as an 
organization entering a P3. These condi-
tions affect the transaction costs and the 
decision to enter a P3 arrangement. Hav-
ing stable economic conditions facilitates 
the P3 process and project delivery. Seghal 
and Dubey (2019) identify two economic 
factors that enhance the success of P3s: 
a favorable macroeconomic environment 
and a safe and secure economic policy.

From an economic view, delivering public 
goods and services is not sustainable in 
the long term by solely public or solely pri-
vate means. If communities rely exclusive-
ly on the private sector to provide public 
goods, the market will fail to do so for sev-
eral reasons: 1) the private sector is not 
able to provide all the public goods need-
ed; 2) the desire for higher profits drives 
down consumer goodwill; and 3) citizens 
would have unequal access to social wel-
fare goods, such as education and health-
care. Conversely, if the public sector is the 
sole provider of public goods and services, 
government entities eventually would 
fail because of government provision and 
regulation inefficiencies that would re-
sult in the inability to fund and equitably 
subsidize all public goods and services. (Le 
Grand, 1991; Miller, 1999; Walsh, 1995). 
Although research has shown that eco-
nomic factors play a critical role in P3 suc-
cess, other potentially critical factors have 
received less attention and are the focus 
of this study.

P3 Implementation

The emergence of P3s in the US began 
in the 1960s (PWC, 2016). At that time, 
Leibenstein (1966) stated that the public 
and private sectors need to work with one 
another to improve the efficiency of the 
public sector and use market resources 
to provide better services. Several recent 

studies have supported Leibenstein’s pro-
posal (Chakravarty, 1987; Reschke, 2001).

The studies discussed support P3s as 
a mechanism government can use for 
efficiency and resource optimization in 
delivering services and providing cost 
savings, but their findings also serve as 
an important rationale for P3 implemen-
tation. Modern infrastructure P3s were 
conceived in the New Public Management 
era of the 1990s, in which the government 
used private-sector models to run more 
like private businesses (see, e.g., Casady 
et al., 2020; Voytek 1991). However, the 
complexity and contractual sophistication 
of infrastructure P3s led to the evolution 
to a larger paradigm, which enabled gov-
ernments to engage with several private 
agents (Greve & Hodge, 2010, p. 150). 
This evolution of using the private sec-
tor for public goods and service delivery 
could also be seen in the evolution of pub-
lic governance theories. Known as New 
Public Governance (NPG), this theoretical 
paradigm captures the fragmentation 
and uncertainty of public management in 
the twenty-first century and understands 
the legitimacy and interrelatedness of 
policymaking and the implementation/
service delivery processes (Osborne, 
2006, p. 384). In this paradigm, P3s may 
be viewed as a tool of NPG that provides 
infrastructure services through an exten-
sive network of government and business 
connections.

P3 Entrepreneurship and Stakeholders

To contribute to an understanding of how 
public agencies can approach alternative 
service and infrastructure delivery modes 
while improving project success, Klein et 
al. (2010) presented a framework analyz-
ing public entrepreneurship behaviors in 
relationship to private entrepreneurship. 
With their public/private interaction, P3s 
are prime opportunities to measure public 
entrepreneurial activity and to apply Klein 
et al.’s (2010) framework, thus developing 
constructs for further theoretical develop-
ment.  

Stakeholder theory is another theory 
that applies to the study of P3s. Clark-
son (1995) who developed a stakeholder 
framework for analyzing and evaluating 
corporate social performance outlined that 
corporate success is based on stakeholder 
satisfaction. Stakeholders play a crucial 
role in P3s and are defined as any individ-
ual or organization who may affect or be 
affected by a project, positively or nega-
tively, through a project’s lifespan (PMI, 
2008). In projects like P3s, various internal 
and external stakeholder groups may in-
fluence the project, including stakeholders 
from the government, the private sector, 
and the community of end users (Takim, 
2009). These groups must be prioritized 
based on their influence levels in the deci-
sion-making process, with the goal of bal-
ancing their interests to ensure seamless 
project completion (Li et al., 2018). 

From a global perspective, these theories 
support the emergence of P3s and the 
need to enhance their success for resource 
optimization, efficiency, and cost savings. 
In the past two decades, following their 
emergence, P3s have been implemented 
worldwide, and their use is expected to 
increase in both developed and less devel-
oped countries (La, 2016).  

P3s theoretically and empirically have 
proven to be a viable procurement mech-
anism. This study seeks to understand the 
CSFs – beyond economics – that lead to 
effective P3 implementations. Li (2003) 
and La (2016) provide a conceptual frame-
work for this study. However, studies us-
ing this framework in a U.S. context are 
limited because the extant studies tend 
to focus on the challenges of developing 
and lesser developed countries, such as 
Vietnam and India. Despite this limitation, 
the framework provides a helpful starting 
point for studying CSFs related to P3 im-
plementation.

This study also builds on Sehgal and 
Dubey’s (2019) research, which focuses 
on CSFs in an Indian context and introduc-
es entrepreneurial orientation and behaviors 
as a potential CSF. Their work is supported 
by Klein et al.’s (2010) theory of public en-
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trepreneurship and derived from Dwivedi 
and Weerawardena’s (2018) study of so-
cial entrepreneurship. Sehgal and Dubey 
(2019) identify five entrepreneurial orien-
tations and behaviors: 

•	 	 Innovativeness – the development and 
promotion of new ideas and solutions 
to address issues in ways that are dif-
ferent from current norms; 

•	 	 Proactiveness – the active review of 
the environment, both internally and 
externally, to account and prepare for 
future uncertainties; 

•	 	 Risk management – the ability to recog-
nize and take reasonable risks and to 
promote planning before risk-taking; 

•	 	 Effectual orientation – a behavior of 
managing resource constraints to ob-
tain an optimum solution; and 

•	 	 Mission orientation – dedication to the 
entity’s or agency’s public mission. 

These behavioral success factors tradi-
tionally have not been considered in P3 
CSF literature (Dwivedi & Weerawarde-
na, 2018; Li et al., 2018). In addition, the 
framework proposed in this study incor-
porates stakeholder influence as a modera-
tor of these success factors, supported by 
stakeholder theory, and applies Li et al.’s 
(2018) factor, which quantifies stakehold-
er influence from the government, private 
sector, and end user communities.

Research Method  

Figure 1 below presents the theoretical 
model that groups the critical success 
factors (CSF) of P3s into two constructs- 
relationship and process/project manage-
ment- and incorporates entrepreneurial 
orientation and P3 stakeholder influence 
from the government, private entity, and 
the end user as CSFs. A review of the 
model and respective hypotheses is pro-
vided below. 

In terms of stakeholder theory, the parties 
and their relationships play a crucial role 
in P3s. As noted, stakeholders are defined 
as any individual or organization who may 
positively or negatively influence, or be 
influenced by, a project’s lifespan (PMI, 
2008). Successful P3s require a robust 
and cooperative relationship between the 

Figure 1: Research Model
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parties involved – a committed relation-
ship with shared responsibility between 
the parties and a mutual understanding of 
the same goals toward which the parties 
are working. These goals should provide 
a positive social impact (Seghal & Dubey, 
2019). Given this understanding, we offer 
the following hypothesis:

	� H1: Strengthening the CSFs pertaining 
to relationships between the parties will 
raise the likelihood of P3 success.

Implementing a P3 is a complex process 
and requires capable project management 
for its construction and operations to en-
sure success.  Strong project management 
in a P3 can provide lower transaction costs 
and result in allocating resources efficient-
ly. Seghal and Dubey (2019) highlighted as 
the most significant factor in their study 
of P3 CSFs managerial competence; such 
competence is both people- and task-ori-
ented and efficient leadership to result in 
positive organizational results. Their study 
also found that the project formulation 
process requires a complete analysis of 
the project before implementation. The 
project administration process, involving 
the coordination of parties and elements, 
also is essential to P3 success.  

Other essential factors included analyz-
ing costs in each project phase; under-
standing the traits of the private sector; 
properly evaluating all the risks involved; 
ensuring operational efficiency to deliv-
er a high-quality project and services to 
end-users; and having a lawful conglom-
erate that ensures the legality of the 
arrangement. In addition, qualified and 
skilled staff from both parties and the 
reputation of the agencies also influence 
project success. As such, we hypothesize 
the following:

	� H2:  Strengthening the CSFs pertaining to 
process/project management will raise 
the likelihood of P3 success.

As previously discussed, Klein et al. (2010) 
also presented a framework for analyz-
ing public entrepreneurship behaviors in 
relationship to private entrepreneurship. 

Although some similarities exist between 
public and private entrepreneurship, there 
are differences in definitions and objec-
tives, environmental selection, and the 
goals for economic gains. Through an 
analysis using Klein et al.’s (2010) frame-
work, we can establish support for a the-
ory of public entrepreneurship. However, 
limited attention and efforts have been 
given to operationalize and quantitatively 
assess public entrepreneurial behaviors.

Klein et al. (2010) proposed that research 
on entrepreneurial behaviors within part-
nerships, such as P3s, clarifies public en-
trepreneurship. Moreover, understanding 
whether these behaviors affect the suc-
cess of a P3 project may help government 
agencies that want to pursue a P3 to build 
public entrepreneurial capabilities inter-
nally.  

Dwivedi and Weerawardena (2018) pro-
posed a social entrepreneurship con-
struct, including behavioral measures 
that describe the organizational behaviors 
of social purpose organizations in their 
strategic decision-making. Social entre-
preneurship differs from commercial or-
ganizations because these social purpose 
organizations operate in uncertain condi-
tions, are resource-constrained, and com-
pete for funding, and their mission guides 
their strategic postures to provide social 
value (Dwivedi & Weerawardena, 2018). 
Government entities have objectives that 
are like those of social organizations be-
cause they strive to provide public value 
in resource-constrained settings. Hence, 
the application of Dwivedi and Weerawar-
dena’s (2018) construct in a governmen-
tal context may provide insights into how 
public entrepreneurial behavior affects the 
success of a P3. Thus, we construct hy-
pothesis 3:

	� H3:  Strengthening the CSFs pertaining 
to a government entity’s entrepreneurial 
orientation will raise the likelihood of P3 
success.

In P3s, various internal and external 
stakeholder groups may influence the 
project – from the government, private 

sector, and end-user communities (Takim, 
2009). How various stakeholders influ-
ence the decision-making processes of 
projects, which includes assessing CSFs, 
requires a balancing of the interests of 
these groups to ensure seamless project 
completion (Li et al., 2018). Understanding 
the moderating effect of various stake-
holders’ influence on P3 success factors 
can help government entities to properly 
manage and measure such influence and 
determine whether a prospective P3 will 
be successful. This study advances an om-
nibus hypothesis:

	� H4:  Increased stakeholder influence in 
project decision-making processes will 
strengthen the link between each CSF cat-
egory and the success of the P3 project.

To investigate further the moderating 
effects of stakeholder influence, we de-
rive sub-hypotheses for the influence of 
each stakeholder group (i.e., government, 
private, and end-user) and for each inde-
pendent variable. Stated generally, hy-
potheses H4a through H4i are derived as 
follows:

	� H4a - i:  As [Government, Private Entity, 
End-User] stakeholder influence on the 
decision-making process of the project 
increases, the effect of the [Relationship, 
Project/Process, Entrepreneurial] CSFs 
and the success of the P3 project will be 
strengthened.

Study Methodology

Our dependent variable is P3 success. 
It is defined as short-term project man-
agement success (efficiency), as well as 
achievement of the long-term goals of the 
project (effectiveness) (Serrador & Turner, 
2015). Traditionally, the success of a proj-
ect is measured according to project goal 
achievement, with time, cost, and qual-
ity as the predominant goals. However, 
we argue that project success should be 
viewed from a multidimensional perspec-
tive, considering the traditional mindset 
and weaving in stakeholder perspectives 
and the firm’s project processes (Rodri-
guez-Segura, 2016).  
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Taking this expansion into account, P3 
success is measured by applying Shenhar 
and Dvir’s (2007) diamond model, with 
survey items derived from Santos et al. 
(2019). This multidimensional model ac-
counts for the typical dimensions of proj-
ect success as recognized in the project 
management literature, such as efficien-
cy, cost, and time, as well as dimensions 
incorporating the company’s strategic 
objectives. The specific measures that 
makeup or promote project success are 
project efficiency, organizational benefits, 
project impact, stakeholder satisfaction, and 
future potential.

We assess 21 CSFs to understand their 
effect on P3 success in Florida. For data 
analysis purposes, these CSFs have been 
grouped into three constructs by type, 
as they generally are outlined in existing 
studies: relationship, process/project man-
agement, and entrepreneurial orientation. 
The moderator is an index representing 
a factor of stakeholder influence for the 
three primary stakeholders involved in a 
P3: government, private sector/owner, and 
end-user. To assess the effects of the P3 
success factors, we use a quantitative, 
deductive approach based on a cross-sec-
tional questionnaire survey based on a 
Likert scale format. 

We conducted a pilot study to assess 
measurement validity and reliability us-
ing the tenets set forth by Straub (1989). 
Questions and items were tailored to the 
proposed research topic. To establish va-
lidity for the survey questionnaire, we de-
rived the questions and scale items from 
Li (2003); Cheung et al. (2009a, 2009b); 
Cheung et al. (2012); and Ismail (2013a, 
2013b, 2013c); and La (2016). In addition, 
we derived critical success items (relation-
ship, and process/project administration) 
from Seghal and Dubey (2019); stakehold-
er influence items from Li et al. (2018); 
project success items from Santos et al. 
(2019); and entrepreneurial orientation 
items from Dwivedi and Weerawardena 
(2019).

Further, we measured our dependent vari-
able and explanatory constructs using the 
same instrument. This approach suggests 
the possibility of common method bias 
(Podsakoff et al., 2003). Thus, we calcu-
lated a Harman single-factor score using 
the Statistical Package for the Social Sci-
ences (SPSS) to determine the degree to 
which common method bias existed. The 
total variance for the single factor was 
well below the 50% threshold set forth by 
Aguirre-Urreta and Hu (2019).

Sample

To develop our framework, we had to 
identify a sampling frame and boundary 
among US government entities that had 
enough P3 maturity to allow us to assess 
the factors that lead to successful imple-
mentation. Florida, with a population of 
21.8 million (U.S. Census Bureau, 2021), 
is unique in that it is well positioned to 
compete for private investment in in-
frastructure using P3s. Florida’s P3 en-
abling legislation, Florida Statute 334.30, 
is broad and includes local governments. 
Further, Florida is one of only four states 
identified by Public Works Financing (PWF, 
2017) that has significant P3 closure ex-
perience (Saviak and Martin, 2018).

We developed an email database com-
prising government executive leaders, 
chief municipal and county elected and 
appointed officers, and their deputies or 
assistants of each entity. We used this 
database for survey distribution and found 
publicly available email address infor-
mation on city and county websites. We 
distributed a link via email to a sample 
of participants from all counties (67) and 
municipalities (412) in Florida, totaling 
479 agencies. The survey was web-based 
using the Qualtrics platform.

Findings

We received 133 complete and usable 
responses, representing a combined 25% 
municipal and county response rate; 102 
completed surveys were from respon-
dents representing 97 municipalities (23% 
response rate) and 31 completed surveys 
were from respondents representing 25 
counties (37% response rate). About 59% 
of the responses came from the city or 
county manager or the assistant manager. 
Most respondents (60%) had previous P3 
implementation experience. We found no 
significant differences across the sample 
characteristics when comparing respon-
dents without P3 experience. In addition, 
subjects without specific, prior P3 experi-
ence displayed in their responses a similar 
understanding of the P3 concept as those 
who had previous experience.

Descriptive data was collected on the P3 
projects implemented. Here, 105 respon-
dents (79%) found P3s helpful; economic 
development, project development, and 
financial benefits were the top three rea-
sons for implementation. The P3 project 
types with the highest implementation 
numbers included parks, sports facilities, 
roads and highways, and housing. We de-
veloped the study framework using Partial 
Least Squares structural equation mod-
eling (PLS-SEM) software and SmartPLS 
software (Ringle et al., 2015). This soft-
ware provides SEM solutions incorpo-
rating various levels of complexity in the 
structural model and constructs (Hair et 
al., 2016). Table 1 outlines the main study 
sample characteristics.
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Table 1. Sample Characteristics

Constructs for purposes of the model 
were deemed to be reflective because the 
indicators share a common theme and 
apply definitions outlined previously in 
existing literature (Petter, Straub, & Rai, 
2007). We reviewed indicator reliability 
using the outer loadings for each latent 
variable. All indicators had significant out-
er loadings above 0.5 and were retained. 
We assessed internal consistency using 
composite reliability, and the resulting val-
ues were considered suitable for research 
purposes (Daskalakis & Mantas, 2008, p. 
288). Cronbach’s alpha was excellent for 
all but one construct (exceeding 0.8); only 
entrepreneurial orientation measured 
as acceptable (exceeding 0.7) (Hair et al., 
2016). High composite reliability scores 

and Cronbach’s alphas may be descrip-
tive of multicollinearity, but this result is 
desirable for reflective constructs (Petter, 
Straub, & Rai, 2007).

We evaluated convergent validity using 
average variance extracted (AVE) and dis-
criminant validity using the Fornell-Larck-
er criterion (Fornell & Larcker, 1981). All 
AVE measures were 0.5 or higher, which 
suggests convergent validity with the di-
agonal elements: the square roots of the 
AVEs; the AVEs displayed a greater value 
in each respective construct than their 
associated correlations with any other 
constructs, providing for discriminant va-
lidity. Furthermore, examination of the 
cross-loadings indicated that they were all 
less than their factor loadings, establish-

ing discriminant validity (Hair et al., 2016). 
Overall, our testing indicated that the psy-
chometric properties of the model were 
found to be acceptable. Table 2 outlines 
these values.

Table 1. Sample Characteristics

Baseline Characteristic n % Project Type # Implemented

Municipality 102 77 Parks 25

County 31 23 Sports Facilities 19

Job Position Roads/Highways 18

Manager/Chief Administrative Officer (CAO) 66 49.6 Housing 18

Assistant Manager/CAO 13 9.8 Other 18

Management or Budget Analyst 3 2.3 Stormwater/Drainage 16

Finance/Accounting Officer 4 3 Public Buildings 15

Department Head 29 21.8 Utilities 15

Procurement/Purchasing Officer 2 1.5 Cultural Facilities 11

Elected Official 1 .8 Greenways and Trails 10

Other 15 11.3 Environmental Sustainability 9

Prior P3 Experience Waste Treatment Facilities 9

Yes 80 60.2 Smart Cities/Technology 8

No 53 39.8 Telecommunications 8

Water Treatment Facilities 8

Transit 7

Transportation Facilities 6

Educational Facilities 6

Healthcare Facilities 5

Bridges 2

Prisons 1

Total 234
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Table 2. Model Properties

The square roots of average variance ex-
tracted (AVE) appear on the diagonals and 
are italicized.

We assessed the significance and rele-
vance of the structural model relationships 
using a bias-corrected and accelerated 
(BCa) bootstrapping procedure (Ringle et 
al., 2015) on 500 subsamples; in doing so, 
we incorporated one-tail t-tests because 

of the directional hypotheses (Hair et al., 
2016). Table 3 shows the results of the hy-
pothesis testing.

Table 2: Model Properties

Construct

Cronbach's 
a

Composite 
Reliability

Average 
Variance 
Extracted

ENT PS PM REL

Entrepreneurial Orientation - ENT 0.71 0.81 0.50 0.68

P3 Success - PS 0.92 0.94 0.76 0.31 0.87

Project Management - PM 0.90 0.92 0.55 0.59 0.25 0.74

Relationship - REL 0.81 0.87 0.62 0.38 0.40 0.54 0.79

Construct Sub-Factors ENT PM PS REL

Entrepreneurial Orientation Innovativeness 0.67 0.31 0.19 0.22

Proactiveness 0.81 0.49 0.27 0.34

Risk Management 0.62 0.58 0.16 0.32

Effectual Orientation 0.63 0.32 0.20 0.15

Public Mission Orientation 0.65 0.34 0.21 0.25

Project Management Managerial Competence 0.44 0.79 0.20 0.48

Project Administration 0.43 0.81 0.24 0.47

Analysis of Cost 0.39 0.74 0.17 0.42

Traits of the Private Sector 0.36 0.62 0.11 0.35

Evaluation of Risk 0.38 0.67 0.07 0.44

Operational Efficiency 0.53 0.76 0.13 0.38

Lawful Conglomerate 0.45 0.78 0.22 0.36

Qualified and Skilled Staff 0.46 0.78 0.12 0.36

Agency Reputation 0.50 0.74 0.25 0.36

P3 Project Success Project Efficiency 0.25 0.14 0.88 0.36

Organizational Benefits 0.26 0.23 0.90 0.36

Project Impact 0.35 0.34 0.86 0.36

Stakeholder Satisfaction 0.19 0.17 0.81 0.29

Future Potential 0.28 0.21 0.89 0.39

Relationship Unanimous Endeavor of Parties 0.31 0.33 0.42 0.83

Mutual Understanding Among Parties 0.26 0.47 0.34 0.85

Shared Responsibility 0.33 0.51 0.28 0.81

Social Aspect of Project 0.32 0.50 0.17 0.65
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Table 3. Summary of Results 
*p<.05; **p<.01; ***p<.001

Discussion 

In Seghal and Dubey’s (2019) study, a se-
ries of 18 economic, relationship, and proj-
ect management CSFs were presented as 
being vital to the success of a P3. After 
making theoretical assumptions, Seghal 
and Dubey (2019) grouped these CSFs into 
three constructs – economic, relationship, 
and project/process management – to 
determine whether they positively affect-
ed P3 success. After our assessment, the 

relationship between the partners in-
volved was deemed to have a significant 
positive effect, further supporting Seghal 
and Dubey’s (2019) findings and the use 
of a relationship construct for future ap-
plication. In addition, government influ-
ence further enhances the effect of the 
construct on P3 success, especially when 
the levels of government influence are 
high. Those in the private sector often find 
working with government entities to en-
sure project delivery challenging because 
of cumbersome bureaucratic processes. 

However, when the public sector is heavily 
involved as the owner/client of the proj-
ect in establishing a solid relationship as a 
partner, the greater the added value. This 
finding reaffirms that P3s are indeed part-
nership-based, complex projects in which 
a more substantial and active relationship 
among parties improves their success.

Interestingly, Seghal and Dubey’s (2019) 
study stressed that project/process man-
agement was essential to the success of 
a P3, and in this study, it also had a sig-

Table 3. Summary of Results  
*p<.05; **p<.01; ***p<.001

 Hypotheses  Result Significance

H1 Strengthening the CSFs pertaining to relationships between the parties will raise the 
likelihood of P3 success.

Supported b= .47***

H2 Strengthening the CSFs pertaining to process/project management will raise the 
likelihood of P3 success.

Not Supported b= -.17

H3 Strengthening the CSFs pertaining to a government entity’s entrepreneurial orientation 
will raise the likelihood of P3 success.

Supported b= .32**

H4 Increased stakeholder influence in project decision-making processes will strengthen the 
link between each CSF category and the success of the P3 project.

Supported b= .44*

H4a As Government stakeholder influence on the project’s decision-making process increases, 
the effect of the Relationship CSFs and the success of the P3 project will be strengthened.

Supported b= .44*

H4b As Government stakeholder influence on the project’s decision-making process 
increases, the effect of the Project/Process CSFs and the success of the P3 project will be 
strengthened.

Supported b= .25*

H4c As Government stakeholder influence on the project’s decision-making process increases, 
the effect of the Entrepreneurial Orientation CSFs and the success of the P3 project will 
be strengthened.

Supported b= -.28*

H4d As Private Entity stakeholder influence on the project’s decision-making process 
increases, the effect of the Relationship CSFs and the success of the P3 project will be 
strengthened.

Not Supported b= -.16

H4e As Private Entity stakeholder influence on the project’s decision-making process 
increases, the effect of the Project/Process CSFs and the success of the P3 project will be 
strengthened.

Supported b= -.33*

H4f As Private Entity stakeholder influence on the project’s decision-making process 
increases, the effect of the Entrepreneurial Orientation CSFs and the success of the P3 
project will be strengthened.

Supported b= .43**

H4g As End User stakeholder influence on the project’s decision-making process increases, 
the effect of the Relationship CSFs and the success of the P3 project will be strengthened.

Not Supported b= -.19

H4h As End User stakeholder influence on the project’s decision-making process increases, the 
effect of the Project/Process CSFs and the success of the P3 project will be strengthened.

Not Supported b= .10

H4i As End User stakeholder influence on the project’s decision-making process increases, 
the effect of the Entrepreneurial Orientation CSFs and the success of the P3 project will 
be strengthened.

Not Supported b= -.13
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nificant effect on the success of a P3 proj-
ect when government and private entity 
stakeholder influence was involved. This 
finding adds support to their study while 
confirming the viability of project/process 
management as a construct. Stakeholder 
influence levels on the decision-making 
process of projects must balance the in-
terests of these groups to ensure seam-
less project completion (Li et al., 2018). 
On this basis, the moderating effect of 
stakeholder influence on project manage-
ment emphasizes that project manage-
ment requires stakeholder involvement to 
affect the performance of a P3. Here, our 
findings highlight that when the levels 
of the agency’s responsibility for project 
management are higher, having low gov-
ernment influence can negatively affect 
the success of a P3 project. In a P3 ar-
rangement, government personnel are the 
owners/clients of the project, and they are 
responsible for approvals and oversight. 
According to Li et al. (2018), government 
organizations are highly influential in the 
decision-making and evaluation of con-
struction projects. Hence, greater involve-
ment when project management needs 
are high means they can help to mitigate 
the negative effects of being too removed 
and can ensure enhanced, seamless proj-
ect delivery. Meanwhile, too much private 
entity influence may limit the govern-
ment’s ability to respond to project man-
agement challenges (e.g., delays), further 
diminishing the project’s success. In ad-
dition, excess private entity involvement 
in the project management process has 
a negative effect because private entities 
have different goals than that of the gov-
ernment entity – profit vs. service delivery 
– and profit goals may lend themselves to 
“cutting corners” in project delivery.  

Klein et al. (2010) proposed that research 
on entrepreneurial behaviors within part-
nerships can clarify public entrepreneur-
ship. Specifically, in market and value 
co-creation, leveraging the different capa-
bilities of either party can enhance value 
(Klein et al., 2013). P3s are prime oppor-
tunities to measure public entrepreneur-
ial behaviors because of their complexity, 
risk, and private entity involvement. How-

ever, studies of the effects of a public en-
trepreneurial orientation in a P3 context 
have rarely been reported in the literature. 
Our findings highlight that such an orien-
tation does influence the success of a P3 
project. A government entity with an en-
trepreneurial orientation is better suited 
to manage the complexity and risks in-
volved. Also, they can navigate the entre-
preneurial posture of the private sector to 
ensure seamless project delivery.

In addition, both the government and pri-
vate entities as stakeholders influence the 
effect of entrepreneurial orientation on 
P3 success. The negative beta coefficient 
for H4c suggests that when government 
influence is low, due to governments’ 
tendency to be bureaucratic, slow, and 
risk-averse, having higher levels of entre-
preneurial orientation within the govern-
ment organization helps in improving the 
significant impact of entrepreneurial ori-
entation on P3 success.  This finding high-
lights that government organizations can 
improve the likelihood of P3 success when 
they exhibit entrepreneurial behaviors, 
such as innovation and being proactive, in 
the P3 process; further, this finding offers 
additional support for public entrepre-
neurship theory and literature. The private 
sector often is inherently entrepreneurial 
and more risk tolerant. Working with pri-
vate-sector partners has an enhancing 
effect on government entities’ entrepre-
neurial orientation and thus on P3 suc-
cess. The effects are stronger when the 
agency has a high entrepreneurial orienta-
tion, and the influence of the private sec-
tor is high. Government entities that have 
a high level of entrepreneurial orientation 
can exhibit similar behaviors to that of the 
private sector, seek to co-create value, 
and can ensure the success of a P3 project.  

From a managerial perspective, govern-
ment entities can consider this framework 
of critical success factors when evaluating 
the potential success of a P3 project. Table 
4 provides a list of suggested strategies 
from the findings that may help agencies 
to develop their P3 assessment and deci-
sion-making capabilities.

Table 4. Strategies for P3 Success

The list of strategies in Table 4 is not ex-
haustive in identifying how our study’s 
findings can be applied in a practical con-
text, but it provides public agencies with 
a starting point in evaluating a P3 project 
for future success. We make no assertions 
of uniformly successful strategies across 
project types.  However, we do encourage 
agencies to use and tailor the framework 
and the findings of this study to their indi-
vidual needs and capabilities.

Study Limitations

As with any empirical work, the findings 
should be interpreted considering the 
study’s limitations. First, the sample used 
for this study is solely representative of 
local municipal and county governmental 
entities in one state in the US. As men-
tioned, P3 project experience varies sig-
nificantly across states in the US, with 
some states having yet to adopt the prac-
tice. Thus, we urge caution in applying the 
findings of this study to other states, na-
tions, and international settings.  

In addition, this study relied on a sample 
of participants comprising mainly chief 
administrative officers of local municipal 
and county government entities. Howev-
er, because participants voluntarily chose 
to be included in the survey, self-selection 
bias might exist. Also, managers may have 
passed the survey on to another person in 
their agency who responded on their be-
half. Perceptions of these factors may vary 
by function, agency, or political structure.

Finally, Seghal and Dubey (2019) high-
lighted that stable economic conditions 
facilitate the P3 process and project deliv-
ery. Economic CSFs were not the focus of 
this study. However, because P3s inher-
ently have a robust economic component, 
agencies should not interpret the findings 
in this study as suggesting the elimination 
of economic CSFs from their assessments.
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Future Research

In future research, this framework may be 
extended by increasing the sample size 
and obtaining the perceptions of other 
stakeholders involved, including private 
sector participants and end users. The 
framework also might be studied and ex-
panded in other ways, and the findings 
can be compared with P3 efforts in other 
states or nationally, or in an international 
context.

Given the varied nature of the public infra-
structure challenges facing local govern-
ments, additional research should focus 
on the effects of CSFs on specific types of 
local government services and responsi-
bilities.

Another avenue for future research is to 
validate the results of this study through 
qualitative studies and interviews with 
agency chief administrative officers. New 
CSFs might be considered that can further 
enhance the effect of the overall model. In 
addition, we encourage further study of 
our findings on public entrepreneurial ori-
entation and stakeholder influence, out-
side of the P3 context, to determine how 
they affect government operations more 
generally.

Table 4. Strategies for P3 Success

Category Strategies

Relationships 
& Project 
Management

Formally assess the relationship between the parties involved:

•	 Is undertaking the project a unanimous endeavor? Do mutual un-
derstandings exist between the two parties?

•	 Is there a societal aspect to the project, serving all parties? Is the 
responsibility for the project’s success equitably shared?

Develop and implement relationship enhancement strategies in a 
project strategic plan or a roadmap from the beginning; schedule 
regular project meetings, institute a communication policy, and 
celebrate project progress with all parties.

Evaluate the relationships across all parties regularly and adjust to 
improve the relationships as needed.

Entrepreneurial 
Orientation

Formally assess the agency’s entrepreneurial orientation:

•	 Is the agency viewed as innovative and proactive?
•	 How comfortable is the agency with varying types and levels of 

risk?
•	 Are agency leaders managing resources effectively?
•	 Do they support the mission of the project and agency?
•	 What is the government policy and approach to entrepreneurship?

Develop and implement strategies to enhance the agency’s 
entrepreneurial orientation. For example, encourage entrepreneurial 
or project management training, establish an innovation policy, and 
formalize performance management procedures.

Avoid or limit political, organizational, bureaucratic, or regulatory 
practices and influences that stifle entrepreneurial behaviors,.

Evaluate the agency’s entrepreneurial orientation regularly and adjust it 
to improve entrepreneurial behaviors as needed.

Identify and try to understand the private entity’s entrepreneurial 
orientation. Use the measures in this study to evaluate prospective 
partners.

Stakeholder 
Involvement

Formally assess the levels of involvement of the government and 
private entity stakeholders in project management.

Ensure that roles are clearly defined and associated with each 
stakeholder’s capabilities. Are the roles assigned fairly, equitably, and to 
each stakeholder’s strengths?

Periodically assess the stakeholder involvement during the project and 
adjust participation as needed.
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CONCLUSION

This study sought to answer the question, 
what factors influence the success of a 
Public-Private Partnership (P3) for local 
government services and infrastructure 
development? The findings of this study 
suggest that enhanced relationships, both 
public and private influence over proj-
ect management, and an entrepreneurial 
orientation in both the private and public 
partners are critical to the project’s suc-
cess. Moreover, an increased role in the 
P3 process for the government entity 
further enhances the relationship factor. 
The findings also highlight that a govern-
ment entity’s entrepreneurial orientation 
is enhanced when government influence 
over the P3 process is low. However, low 
government influence can negatively af-
fect P3 success when project manage-
ment needs are high. Hence, government 
entities need to maintain their influence 
over project management because ongo-
ing decisions and evaluation are needed 
in projects as complex as P3s and allow 
for the government entity to maintain an 
entrepreneurial orientation during the P3 
process.

Conversely, strong private sector influence 
has a negative effect on the overall suc-
cess of a P3 when project management 
needs are high; such influence may lim-
it the government’s ability to effectively 
respond to project management chal-
lenges (e.g., project delays) in complex P3 
projects. However, strong private entity 
influence can enhance P3 success when 
the public agency exhibits a high entrepre-
neurial orientation. The government also 
must have similar capabilities to co-cre-
ate value and ensure the success of a P3 
project.  

When applied in a managerial context, 
these findings can help public agencies to 
improve their P3 success rates and growth 
and help to solve the infrastructure and 
service delivery crises facing the US today. 
This study contributes to the extant liter-
ature and theory by supporting govern-
ment entities’ entrepreneurial orientation 
as a P3 CSF, confirming that stakeholders 
influence P3 CSFs, and providing a frame-
work of constructs comprising P3 CSFs for 
future study and managerial application.
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APPENDIX

Construct Measures

This study builds on existing literature in 
five ways: (1) It evaluates existing CSFs 
from literature in a US state setting; (2) 
it evaluates whether entrepreneurial be-
haviors by government entities contribute 
to P3 success; (3) it determines the effect 
of stakeholder influence on P3 success 
factors; (4) it proposes a decision-making 
framework that enhances the probability 
of success for P3 projects; and (5) it as-
sesses the effect of each of these factors 
in the model on P3 success. All measures 
are found in Table A1.

Li et al.’s (2018) study quantifying stake-
holder influence on sustainable construc-
tion in China proposes an index factor of 
for measuring stakeholder influence. This 
factor is measured in two ways based on 
a value of three stakeholder attributes – 
power, legitimacy, and urgency – and a 
value for the level of impact a stakehold-
er’s vested interest and influence has on 
a project.  For each stakeholder group, the 
value of stakeholder attributes is deter-
mined by the scale weight of each attri-
bute and their sum. The value of the sum 
of scale weighted attributes is labeled A. 
The impact a stakeholder’s vested interest 
and influence has on a project is estab-
lished by assigning a value for their vested 
interest and influence (VII) impact level, as 
calculated using the following equation: 

After this calculation, a single construct 
measure for stakeholder influence as an 
index value for each stakeholder group is 
calculated as follows:

The study applies these measures to three 
separate groups that influence P3 proj-
ects: the government entity, the private 
owner, and the end user.  

To ensure additional content and face va-
lidity, we tested the survey by asking for 
feedback from 15 individuals (municipal 
employees and doctoral students). Partic-
ipants provided feedback on the wording 
of specific questions, grammar, format, 
and the overall survey experience. We 
made changes to the initial survey tool 
based on this feedback, in preparation for 
pilot testing. We also relied on recommen-
dations from the work of Podsakoff and 
Organ (1986) to minimize common meth-
od biases, such as avoiding identifying 
a respondent’s most successful project. 
Instead, the survey asked respondents to 
base their answers on one completed P3 
project. In addition, the informed consent 
provided for anonymity.

The survey design consisted of two parts. 
Part one provided a definition of a P3, col-
lected municipal information and the sur-
vey respondent’s organizational position, 
and asked for an evaluation of one P3 or 
partnership project using the P3 success 
construct scale items, based on a five-
point Likert scale format (with 5 as strong-
ly agree and 1 as strongly disagree). It 
also asked respondent to evaluate the P3 
critical success factors using a five-point 
Likert scale (with 5 as extremely import-
ant and 1 as not at all important). Respon-
dents also provided data on stakeholder 
influence for each stakeholder group (gov-
ernment, private sector/owner, and end 
user) using a five-point Likert scale, rank-
ing attributes on their influence (with 5 as 
very high, and 1 as very low). A final scale 
asked for respondents’ overall perceptions 
of P3s using a five-point Likert scale (with 
5 as extremely useful and 1 as not useful 
at all). These scales provided the numeric 
data to examine factor impact.

Part two of the survey asked for specific 
P3 information, such as whether the agen-
cy had implemented a P3, information on 
P3 types and quantities, and reasons for 
implementation. A final question asked for 
a narrative description from respondents 
recounting the overall experience of one 
P3, based on the respondent’s experience.   

As outlined in MacKenzie, Podsakoff, and 
Podsakoff (2011), validating measures 
adopted from existing research is essen-
tial before collecting data for hypothesis 
testing. We conducted a pilot study to 
establish validity for the main construct 
measures in the survey. 

Pilot Study

The pilot study was conducted using a 
web-based survey through the Qualtrics 
web platform. We distributed the survey 
via email, which included a link to the sur-
vey, to a group of local government de-
partment employees – mainly municipal 
and county park and recreation directors 
–across the state of Florida. The email 
database developed for the survey distri-
bution came from publicly available email 
addresses on city websites.  

In total, we received 47 complete and us-
able responses. We conducted a principal 
axis factor analysis (FA) on the 23 items 
in the five primary constructs in the study 
(i.e., P3 project success, economic, proj-
ect/process management, entrepreneur-
ial orientation, relationship) using oblique 
rotation (varimax rotation). However, we 
excluded stakeholder influence items from 
the factor analysis because stakeholder 
influence is a single construct measure 
with an index value for each stakehold-
er group. The initial analysis presented a 
factor structure consisting of six factors 
with eigenvalues over Kaiser’s criterion of 
1; and they explained 75.40% of the vari-
ance in the data. However, the structure 
presented a high level of cross-loading 
among the items. 
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After removing items with significant cross-loadings, a four-factor structure emerged with eigenvalues over Kaiser’s criterion of 1; they 
explained 79.24% of the variance in the data. The items that cluster on the same factor suggest that factor 1 represents process/project 
management success factors, factor 2 represents project success, factor 3 represents entrepreneurial orientation, and factor 4 is rela-
tionship success factors. The scree plot was ambiguous and showed inflections that would justify retaining the four factors. The process/
project management, project success, and entrepreneurial orientation subscales each had high reliability; all Cronbach’s alphas exceeded 
.80. The relationship subscale also had relatively high reliability, with Cronbach’s alpha of .74. Table A1 shows the descriptive statistics of 
the pilot study data. Table A2 shows the factor loadings after rotation.

Table A1. Descriptive Statistics of Pilot Data (N=47)

Construct (Reference) Item Code Model Item Mean SD a

P3 Project Success 
Santos et al. (2019)

PS_1

PS_2

PS_3

PS_4

PS_5

Project Efficiency

Organizational Benefits

Project Impact

Stakeholder Satisfaction

Future Potential

4.06

4.09

4.00

N/A

N/A

1.10

.97

1.00

N/A

N/A

.83

N/A

N/A

Relationship 
Seghal and Dubey (2019)

REL_CSF2_1

REL_CSF2_2

REL_CSF2_3

REL_CSF2_4

Unanimous Endeavor of Parties

Mutual Understanding Amongst Parties

Shared Responsibility

Societal Aspect of Project

N/A

4.40

4.09

N/A

N/A

.58

.90

N/A

N/A

.74

N/A

Project Management  
Seghal and Dubey (2019)       

PM_CSF3_1 

PM_CSF3_2

PM_CSF3_3

PM_CSF3_4

PM_CSF3_5

PM_CSF3_6

PM_CSF3_7

PM_CSF3_8

PM_CSF3_9

Managerial Competence 

Project Administration

Analysis of Cost

Traits of the Private Sector

Evaluation of Risk

Operational Efficiency

Lawful Conglomerate

Qualified and Skilled Staff

Agency Reputation

4.26 

4.15

N/A

N/A

4.15

N/A

4.13

N/A

N/A

.92

.91

N/A

N/A

.96

N/A

1.01

N/A

N/A

.92

N/A

N/A

N/A

N/A

Entrepreneurial Orientation 
Dwivedi and Weerawardena (2019)

ENT_1 

ENT_2

ENT_3

ENT_4

ENT_5

Innovativeness

Proactiveness

Risk Management

Effectual Orientation

Public Mission Orientation

4.21 

4.34

N/A

N/A

4.19

.86

.73

N/A

N/A

.88

.80 

N/A

N/A

Note. Items italicized and with N/A are subscale items; they did not load well in the presence of the other items in the factor analysis and are not factored in α of the scale.
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Table A2. Exploratory Factor Analysis Pilot Questionnairea

Factor

Item Code
Project  
Management

Project  
Success

Entrepreneurial 
Orientation Relationship

PM_CSF3_1 .90 .21 .16 .10

PM_CSF3_2 .82 .16 .25 .17

PM_CSF3_7 .73 .29 .26 .03

PM_CSF3_5 .71 .20 .23 .26

PS_1 .14 .86 .24 .21

PS_2 .29 .82 .19 .01

PS_3 .27  .47b .18 .22

ENT_2 .30 .11 .74 .06

ENT_1 .15 .33 .70 .11

ENT_5 .25 .23 .61 .32

REL_CSF2_3 .01 .20 .25 .92

REL_CSF2_2 .38 .09 .04 .65

N = 47. The extraction method was principal axis factoring with an oblique (Varimax with Kaiser Normalization) rotation. Factor loadings above .4 are in bold.

Although, PS_3 value was low, it was retained due to the small and limited sample size and evidence from existing literature that the item will hold well in a bigger sample.

The pilot study displayed a factor structure validating the measures for four main factors influencing P3 success: P3 project success, rela-
tionship, process/project management, and entrepreneurial orientation.
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