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THIS NOTICE MUST ACCOMPANY EVERY COPY OF THIS DOCUMENT

IMPORTANT NOTICE

This document, (“Document”) is the exclusive property of the Expenditure Efficiency & Projects Authority (“Expro”).

This Document should be read in its entirety including the terms of this Important Notice. The government entities may disclose
this Document or extracts of this Document to their respective consultants and/or contractors, provided that such disclosure

includes this Important Notice.

Any use or reliance on this Document, or extracts thereof, by any party, including government entities and their respective
consultants and/or contractors, is at that third party’s sole risk and responsibility. Expro, to the maximum extent permitted by law,
disclaim all liability (including for losses or damages of whatsoever nature claimed on whatsoever basis including negligence or
otherwise) to any third party howsoever arising with respect to or in connection with the use of this Document including any liability

caused by negligent acts or omissions.

This Document and its contents are valid only for the conditions reported in it and as of the date of this Document.
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1.0 PURPOSE

This procedure describes the process for preparing a Stakeholder Engagement Plan. The Stakeholder Engagement Plan
identifies the project’s stakeholders, defines the interfaces between the stakeholders and the project and describes
how the stakeholders and interfaces will be managed. The Stakeholder Engagement Plan should be prepared during

Stage 2 (Project Initial Planning) of the project and should be specific to that project.

This procedure applies to all Government infrastructure projects that are planned and executed within the Kingdom

of Saudi Arabia (KSA).

2.0 SCOPE

A project external stakeholder (“stakeholder”) is any party external to the project organization, impacted by, has an
influence on or an interest in, the project. This procedure does not cover internal project stakeholders such as the Entity
itself or any parties directly engaged in the delivery of the project (e.g. consultants, specialist sub-consultants,

Contractors of sub-contractors, etc). The Stakeholder Engagement Plan for a Project contains:

e List of all relevant stakeholders;
e A mechanism to define interfaces between the different stakeholders within a Project;
e Assignment of the responsibility for managing stakeholders and interfaces, and

e Description of the activities and tools required to manage stakeholders and interfaces.

3.0 DEFINITIONS

Definitions Description

External Project | A party that is external to the project organization. This party has a role to play in the
Stakeholder success of the project. This party may be a Government Ministry, entity, agency, semi-

government company, private company or an individual.
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Interface An action placed on the Project organization or a Stakeholder that requires input from
the other party for successful completion. Interfaces include:

e Agreement or permits;

o Utilities or Services, and

 Physical Scope and Connections.

All the above examples require both parties to provide input to each other.

KSA Kingdom of Saudi Arabia.

Stage 2: Project | Once an infrastructure project has been registered and a Expro project registration
Initial Planning | number awarded, it may proceed to Stage 2: Project Initial Planning. The primary
objective of this stage is to reduce project risks by further planning, developing, testing,
and refining the initial project parameters, established during the Entity's 5-Year Projects

Portfolio Planning stage.

4.0 REFERENCES

e EPM-EQO-PR-000001 - Project Stage Gate Procedure
e ENT-S00-MN-000001 - Entity 5-Year Projects Portfolio Planning Guide

e EPM-S00-GL-000003 - Projects Initial Planning Introduction
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5.0 RESPONSIBILITIES

The project team is responsible for stakeholder management. An individual from within the project team should be
assigned the overall responsibility for stakeholder management. That individual, should be a senior manager that has
broad project management experience and is skilled at interfacing with various government, semi-government and
private entities. The size and structure of the stakeholder management team should be agreed once the extent of the

stakeholder management effort is determined from the number, extent and complexity of stakeholder interfaces.
The key responsibilities of the stakeholder management team are:

¢ Implementing the Stakeholder Engagement Plan;

e Interfacing with all external stakeholders, including meetings and communications;

e Assigning and following-up all actions associated with stakeholder interfaces;

e Leading the preparation of any required stakeholder interface charters, memorandums of understanding
and agreements;

e Coordinating the preparation of permit applications, licenses and other required approvals, and

e Monitoring and reporting on the progress of stakeholder interface projects.

The responsibilities of the stakeholder management team shall be described in the Stakeholder Engagement Plan.

6.0 PROCESS

6.1 Introduction

The Stakeholder Engagement Plan describes how the project would interface with its external stakeholders
(“stakeholder management”). Stakeholder engagement starts at the beginning of a project and continues throughout

its lifecycle.
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The stakeholder engagement process is illustrated above and further described in the following sections.

6.2 Identification of Project Stakeholders

Early in Stage 2 of the project, a working session should be held to identify and confirm all concerned stakeholders.
The session should be attended by representatives from each of the Entity’s project departments and representatives

from any previous projects that were of a similar type or were located in similar areas.

Stakeholders would be identified using a combination of the following methods:

1. Feedback from previous projects. The stakeholders that interfaced with previous projects are a good
indication of the stakeholders that could interface with the Project.
2. Areview of the Project’s scope and requirements. Consider the following:
a. Land acquisition, permits or approvals for planning, design, construction and permanent use;
b. Utility provision (e.g. power or water), and
¢. Infrastructure requirements (e.g. road or rail links, power connections).

3. Across-check against a list of potential stakeholders.

Please Note: A list of potential stakeholders, for infrastructure related projects within KSA, is provided in Section 7 of
this procedure.

The output from this working session should be a list of confirmed stakeholders that interface with the project. This
list should be progressed and amended as the project proceeds. Once the stakeholders are identified, the project /

stakeholder interfaces should then be defined.

6.3 Defining Stakeholder / Project Interfaces
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The interface between each stakeholder identified and the project would be defined in a team working session.

Defining the interface between the project and its stakeholders is critical as it establishes the requirements and

responsibilities of the stakeholder engagement and management team. Typical types of project interfaces include the

following:

Interface Type

Description

Examples

Land Agreement /

Permit

Provides the Project with formal
approval to use land on a permanent
basis or access land on a temporary

basis for planning or construction.

e Land Use Permit from the relevant Entity
or Authority.
e Encroachment Permit from the relevant

Entity or Authority.

Utility / Service

Provides the Project with approval for

the supply of a commodity or service.

e Power Supply Implementation
Agreement from Saudi Electricity
Company.

e  Water Supply Agreement from the

National Water Company.

Physical Works

Stakeholder is required to construct
infrastructure or facilities to serve the

Project.

e Road/s connecting the Project to the
existing or planned surrounding network.

e Power or water line connecting the
Project to the existing or planned

surrounding network.

Physical Connection

The point at which a Stakeholder’s
physical works or existing utilities /

infrastructure connects to the Project

e Power, water, gas, sewage,
telecommunications and road

connections etc.

Requirements

Neighbour Party that is located adjacent to ornear | e  Local landowners and Municipalities.
the Project site.

Mandatory Government requests related to the e Local Content & Government

Governmental Project or Procurements or Contracts Procurement Authority

e The General Authority of Meteorology

and Environmental Protection (GAMEP)
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High Importance General Secretariat of National Risk e Royal Court Letter No. 8320 -
National Counsil Requirements 05/02/1445 H

Requirements

At this stage, the Project’s stakeholders and their interfaces with the project should be defined with sufficient detail to

assess the magnitude of the effort required to successfully manage them.

6.4 Assigning Roles and Responsibilities to the Project Team

Once the Project’s stakeholders are identified and the interfaces defined, the Project team should agree on the
resources required to manage them. Projects with minimal stakeholder interfaces may only require one stakeholder
manager working within the main project team. However, projects with significant stakeholder interfaces, especially if
these interfaces include physical works and connections are likely to require a team of stakeholder managers. Entities
with multiple Projects with a high degree of stakeholder interfaces, should consider establishing a separate

department with the sole responsibility for managing stakeholder engagement.

It may be useful to categorize the stakeholders according to their relative level of interests in the project or influence
on/over the project. Because stakeholders have differing levels of influence and interest in the Project, the strategy for
managing interfaces will differ depending on these levels (which may change during the lifecycle of the project). An

outline of the approach to be taken, is further described below.

At the stage, the responsibility for stakeholder engagement / interface management should be assigned.

6.5 Stakeholder Interface Management Activities and Tools

The Stakeholder Engagement Plan should include descriptions of the following activities and tools to be deployed to

manage stakeholder interfaces.

6.5.1 Initial Contact
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A point of contact should be identified for each stakeholder. This is typically achieved by a formal request to the
stakeholder’'s management. The stakeholder engagement team should prepare a letter describing the Project and the
envisaged interface and request that the stakeholder formally nominate a point of contact. This letter could also invite

the stakeholder to the kick-off meeting.

6.5.2 Kick-off Meeting

A kick-off meeting should be held with each stakeholder to provide a brief on the project and confirm the interfaces.
Kick-off meetings can be held with individual stakeholders, groups of stakeholders or with all stakeholders at once. The
stakeholder management team should determine the timing of the meetings and confirm which stakeholders should

attend.

6.5.3 Formal Stakeholder Relationships

Depending on the criticality of the interface with the Project, it may be necessary to enter into a formal relationship
with the stakeholder. This provides a basis for managing the interface. Depending on the nature of the interface, this
relationship may be a charter, memorandum of understanding or agreement. The stakeholder management team is

responsible for determining the requirement for such a formal relationship.

6.5.4 Keeping Stakeholders Informed

During the Project, regular meetings should be held to keep stakeholders informed of Project progress, complete
actions and resolve issues related to the stakeholder interfaces. The relevant stakeholders shall be kept informed of

any changes to the Project that could impact their interfaces and at key milestones.

6.5.5 Managing Stakeholder Interfaces
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During the kick-off meeting, at progress update meetings and at other times, actions would be generated by the
Project and the stakeholders. Completing these actions are the key to successful stakeholder interface management.

The stakeholder management team should develop tools to capture, monitor, report and resolve the actions.
Please Note: It is important to build strong relationships with stakeholders, and manage them as closely as the Project

manages its consultants and contractors. Actions arising from stakeholder interfaces should be managed as closely as

any other Project action.
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7.0 LIST OF POTENTIAL STAKEHOLDERS

The following is a non-exhaustive list of potential stakeholders for infrastructure related projects within the Kingdom

Project Stakeholder Engagement Plan Procedure

of Saudi Arabia. It can be used as an initial check list for potential stakeholders.
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