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Abstract

Revisiting the Colosseum as a first-century megaproject, this study demonstrates that the
foundational constructs now coined as stakeholder engagement and key performance indicators
were operational in Roman state construction centuries before project management emerged as a
formalized, standalone discipline. Although first-century constructors did not perceive project
management, the Flavian dynasty, through its Colosseum Megaproject, demonstrates how
stakeholder engagement and performance management were institutionalized within the imperial
administration. Leveraging archaeological, inscriptional, numismatic, and engineering data, this
research conceptualizes the Colosseum as a state-funded proto-megaproject organized around
boundaries of scope definition, work packages segmented into staged delivery, and verifiable
performance controls related to cost, schedule, architectural soundness, public security, and
imperial credibility. When interpreted through the lens of contemporary stakeholder theory and
performance management, these mechanisms reveal a level of engagement between the imperial
stakeholders, the military labor forces, the technical experts, and the Roman citizens through
structured accountability and reputation. In this manner, by situating the Colosseum as evidence
of the early manifestation of stakeholder governance and metric-driven management, this research
contends that the contemporary language of project management is merely the codification of
practices that were already in place in ancient projects.

Keywords: ancient megaprojects, stakeholder engagement, Colosseum, performance
measurement systems, key performance indicators

1.0 Introduction
Project management is frequently framed as a modern discipline emerging from twentieth-century

industrial expansion, defense programs, and information technology development. However,
large-scale, complex, and politically significant projects have existed for millennia. Monumental
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undertakings such as pyramids, temples, aqueducts, and amphitheaters required structured
coordination, resource planning, stakeholder alignment, governance oversight, and performance
monitoring long before the formalization of modern project management standards. Despite this
reality, ancient megaprojects are rarely examined systematically through contemporary project
management theory.

Among these historical undertakings, Rome’s Colosseum stands as one of the most ambitious
public works projects of the ancient world. Constructed between A.D. 72 and A.D. 80 under the
Flavian emperors Vespasian and Titus, and later enhanced by Domitian, the Flavian amphitheatre
was more than an architectural achievement. It functioned as a political instrument designed to
restore civic trust after Nero’s reign, erase the memory of the Domus Aurea, consolidate dynastic
legitimacy, and reinforce imperial authority (Elkins, 2014; Hopkins & Beard, 2005). Nero
ascended to power in 54 CE at age seventeen under the guidance of Seneca and Burrus. Emperor’s
early reign, the Quinquennium Neronis 2, was marked by low taxes, expanded grain doles, and
extravagant festivals that won loyalty from both urban and provincial populations (Murray, 1965).
The political instability following Nero’s death in 68 A.D., including rapid imperial succession
and economic disruption, created an urgent need for visible, unifying state action (Morgan, 2006).
The decision to drain Nero’s artificial lake and construct a public amphitheatre on the site
symbolized a strategic reversal of private excess into public benefit (Ball, 1994).

Historical scholarship has extensively analyzed the Colosseum’s architectural innovations,
economic implications, labor systems, and cultural symbolism (Bomgardner, 2000; Lancaster,
2005). Studies have also explored the ideological function of spectacles in reinforcing imperial
authority and religious narratives (Coleman, 1990). However, a clear gap remains in the literature:
the Colosseum has not been systematically examined as a megaproject using the terminology and
analytical frameworks of contemporary project management. While historians describe
organization, labor coordination, financing mechanisms, and political signalling, these elements
have not been explicitly mapped to concepts such as scope definition, stakeholder governance,
phased delivery, resource optimization, risk mitigation, and benefits realization. This article
addresses that gap by analyzing the Colosseum as a megaproject through the lens of modern
project management terminologies.

1.1 Purpose of the Study

The aim of this research is to assess whether the construction of the Roman Colosseum can be
analyzed in a structured, megaproject fashion through the lens of current project management
paradigms. In particular, this research investigates the degree to which stakeholder engagement
processes and key performance measures were incorporated into the Flavian project during A.D.
72-80. By aligning historical data with contemporary project management paradigms, this

2 The first five glorious years of Emperor Nero’s reign between A.D. 54-59
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research will conclude that these terms reflect the institutionalization of long-standing practices
rather than their development in the twentieth century.

1.2 Research Objectives
The study is guided by the following objectives:

1. To seek and analyze evidence of structured stakeholder engagement processes in the
Flavian dynasty’s construction of its Amphitheatre, the Colosseum.

ii.  To analyze the evidence of performance measurement processes similar to current-day
key performance indicators, such as controls for cost, schedule, quality, safety, and
public legitimacy.

iii.  To assess the degree to which these processes and structures confirm that fundamental
project management concepts existed before their formal codification in the twentieth
century.

2.0 Literature Review
2.1 Construction, Organization, and Political Meaning of the Colosseum

The literature on the Colosseum has been largely concerned with the construction process,
engineering, and politics. Technical studies by Adam & Mathews (2005), Lancaster (2005), and
Manieri Elia (2003) investigate materials, construction methods, vaulting, and construction
sequencing, illustrating quadrant-based construction, the use of travertine and opus caementicium,
and complex integration. Claridge (1998) considers the monument in the context of the urban
topography of Rome, focusing on circulation and capacity, while Bomgardner (2000) examines
the amphitheater in the context of the development of Roman arena architecture. Jackson & Marra
(2006) add material science evidence of diverse pozzolana use, supporting interpretations of
planned procurement rather than opportunistic procurement.

The political and symbolic aspects of the Colosseum are also well-represented. Hopkins and Beard
(2005) focus on the funding mechanism ex manubiis and the role of the monument in the
conversion of war spoils to public benefit. Elkins (2014) shows how coinage and imperial imagery
situated the amphitheater as part of a larger process of dynastic validation. Coleman (1990)
focuses on the ideological role of spectacle culture, while Morgan (2006) places the project in the
context of the political turmoil after AD 69. Ball (1994) and Murray (1965) offer contextual
information on Nero’s Domus Aurea and its ideological reversal under the Flavians. Taken
together, these studies represent the Colosseum as a technically challenging and politically fraught
imperial project.
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However, despite this literature’s recognition of the need to coordinate labor, resources,
symbolism, and sequencing, the Colosseum is seldom considered a megaproject managed through
structured performance logic. Instead, the Colosseum is usually studied as a technical
achievement, an ideological tool, or a cultural phenomenon rather than as a project that demands
controlled and differentiated management of authority.

2.2 Projects as Governance Systems: KPIs and Stakeholder Theory

Modern megaproject theory, especially as developed by Flyvbjerg et al. (2003), views
megaprojects as complex, politically visible, long-term, and resource-intensive governance
systems. In this context, project governance is managed through performance measurement and
stakeholder prioritization.

Key Performance Indicators are systematic benchmarks of projects in terms of time, cost, scope,
quality, and operational factors. They establish tolerable levels and facilitate project monitoring
and alignment with strategic goals. Stakeholder theory, especially the Salience Approach
developed by Mitchell, Agle, and Wood (1997), emphasizes the need to differentiate stakeholders
based on power, legitimacy, and urgency. These concepts offer a framework for understanding
the role of power and influence in megaproject outcomes.

While research on megaproject governance is advanced in contemporary projects, there is a lack
of systematic study of past megaprojects employing these conceptual frameworks. Current
literature on the Colosseum describes building methods, sources of finance, employment, and
symbolic communication but does not organize these results within systematic KPI or stakeholder
governance frameworks.

2.3 Research Gap

The intersection of these two bodies of literature indicates a clear research gap. On the one hand,
there is a rich body of archaeological and historical research that describes the materials, sequence,
funding, labor arrangements, and ideological underpinning of the Colosseum in great detail. On
the other hand, there is a body of theory on project governance in contemporary projects that
provides analytical frameworks for understanding performance measurement and stakeholder
prioritization. What is lacking is a systematic project management interpretation of the Colosseum
through these particular lenses.

3.0 Methodology

This study adopts a historical-analytical research approach, combining archaeological, epigraphic,
numismatic, and literary sources to examine the Colosseum as a first-century megaproject. The
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methodology is designed to systematically map ancient Roman construction and governance
practices onto contemporary project management frameworks.

3.1 Research Approach

This research uses a descriptive historical-interpretive approach and not an empirical research
approach. It does not aim to uncover the linguistic history of project management vocabulary but
rather to interpret the construction of the Colosseum using contemporary project management
vocabulary, namely Key Performance Indicators and Stakeholder Management. The aim is to
determine whether the functional logics of these vocabularies can be discerned in first-century
imperial reality on the basis of established historical scholarship.

The research is informed by the following interpretive questions:

i.  How might the building of the Colosseum be interpreted from the perspective of Key
Performance Indicators as defined in contemporary project management?

ii.  How might the differentiated roles and influence patterns of the stakeholders involved in
the building of the Colosseum be interpreted from stakeholder management
perspectives?

3.2 Source and Evidence Base

The reconstruction relies mainly on peer-reviewed articles, academic books, and archaeological
research. The technical and structural aspects of construction are informed by architectural and
engineering studies, such as Adam and Mathews (2005), Lancaster (2005), Manieri Elia (2003),
Jackson and Marra (2006), and Claridge (1998). These studies offer a close analysis of materials,
vaulting systems, masonry, and construction processes.

The political, symbolic, and institutional aspects are informed by Hopkins and Beard (2005),
Elkins (2014), Coleman (1990), Morgan (2006), and Murray (1965), which study imperial
ideology, symbolic politics, coin iconography, and the senatorial context. The systems of labor
and social organization are interpreted through Bradley (1994) and Harper (2017), which offer
historical analyses of Roman systems of labor and coercion.

The theoretical frameworks used in the analysis are drawn from current research on project
governance and stakeholder theory, including Mitchell et al. (1997) and Flyvbjerg et al. (2003).
These studies offer the conceptual language through which historical data is organized and
interpreted. There are no extant primary documents of administrative projects related to the
Colosseum. The research is based on secondary sources that interpret archaeological, epigraphic,
numismatic, and literary data. The sources selected for analysis were considered for their
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disciplinary rigor, methodological clarity, and relevance to construction, administration, and
socio-political context.

3.3 Analytical Strategy

The approach involves correlating the historical practices with modern analytical frameworks.
The evidence for schedule constraints, budget arrangements, seating capacity, tolerance levels for
structural integrity, material procurement, manpower allocation, and public communication is
analyzed for signs of measurable goals, resource constraints, tolerance levels, and management
control. Likewise, the evidence for imperial power, senatorial engagement, military presence,
public display, and urban governance is analyzed for signs of differential impact and priority. The
models of Key Performance Indicators and stakeholder salience are employed heuristically. These
models serve as analytical devices for making sense of the patterns in the historical record, not as
a hypothesis that the Roman administrators were aware of and implemented modern management
theory.

4.0 Results

4.1 Strategic Key Performance Indicators

Key Performance Indicators are benchmarks for project performance that measure the project’s
achievement of its intended objectives over quadruple constraints and operational aspects. They
are instrumental in determining the project management and project success. In the case of large-
scale imperial projects such as the Colosseum, these indicators were necessary for project
governance in order to ensure that commitments on schedule, budget, structural integrity, capacity,
and resource performance were commensurate with political expectations. While not explicitly
stated in modern parlance, the reconstruction of these indicators from inscriptional,
archaeological, and literary sources is justified in that the sources show a consistent pattern of
measurable performance criteria, tolerance levels, and monitoring. The KPI framework outlined
below is therefore an analytical construct based on the evidence to illuminate the performance
logic underlying the project’s implementation.

Table 1. Key Performance Indicators

KPI Ancient formulation Target/tolerance How it was tracked
(modern & evidence
wording)
Schedule “Open in time for Substantial completion | Quadrant foremen
adherence Titus’s inaugural games” | < 8 years (72 to 80 CE) | reported weekly to the
(dedication fixed for
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summer 80 CE)
(Morgan, 2006)

curator operum®; imperial
site visits and coin issues
showing rising tiers acted
as public milestones
(Elkins, 2014).

Budget discipline

Spend only the Judaean
war-booty purse (ex
manubiis) = 100 M
sestertii (Hopkins &
Beard, 2005)

0 % overshoot; no new
taxes

Treasurer checked
quadrant payment dockets;
the inscription would
expose cost overruns to
public shame.

Seating capacity

Amphitheatre designed

to accommodate at least
50,000 spectators, later

estimates approaching

70,000 (Claridge, 1998).

Fit the plebs urbana
within four
superimposed tiers.

Marble seating blocks
numerically organized by
tier and section; structural
layout of cavea confirms
calculated capacity
distribution (Claridge,
1998).

Egress safety

Evacuate crowd in < 15
minutes through 76
vomitoria (Lancaster,
2005)

Full-scale drill during
construction; accepted
only when the target
was met

Circulation efficiency
inferred from radial
corridor geometry and
vomitoria sequencing
(Lancaster, 2005; Hopkins
& Beard, 2005).

(Lancaster, 2005)

Firmitas® Vaults must bear arena | Plumb-line deviation < | Daily plumb checks from
loads and resist quakes; | 1:500; no settlement central sight-mast (Adam
facade to remain plumb | cracks > 1 cm & Matthews, 2005)
(Manieri Elia, 2003)

Architectural Restore land “to the Positive crowd response | Grain-dole queues and

Symbolism / people” and showcase at inaugural 100-day crowd chants monitored

legitimacy Flavian bounty (coinage | games by the urban prefect;
legend S C° + arena unrest flagged to the
image) (Elkins, 2014) emperor.

Employment & Provide work for Rome | Peak labor < 30 k; pay Paymasters reconciled

wage flow & Latium trades issued in silver monthly | muster rolls with quarry

and transport logs.

3 Imperial administrator tasked with the supervision of public works, such as large-scale construction projects, like
the Colosseum. He was responsible for the technical implementation, coordination of foremen and labor divisions,
allocation of resources, and ensuring that the imperial construction projects were implemented as per the political
and structural requirements.
4 Roman architectural principle of structural strength and durability, articulated by Vitruvius as one of the three
foundational criteria of good building alongside utilitas and venustas
5 The presence of the inscription S C (Senatus Consulto) indicated that the construction was done through the decree
of the Senate, thus establishing the connection between the Colosseum and the Senate of Rome.

www.pmworldlibrary.net

© 2026 Idris A. Adelakun & Arvin Prem Kumar

Page 7 of 18



http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/

PM World Journal (ISSN: 2330-4480)
Vol. X1V, Issue III — March 2026

www.pmworldjournal.com

Peer-Reviewed Paper

Reassessing the Origins of Project Management
through the Colosseum Proto-Megaproject

by Idris A. Adelakun and Arvin Prem Kumar

by roughly one-third
(Lancaster, 2005).

demand.

Material supply Travertine moved from | Maintain uninterrupted | Pre-squared blocks sorted
continuity Tibur via the Aniene— stone flow for quadrant | by course height to
Tiber barge route builds. streamline placement
(Claridge, 1998; (Manieri Elia, 2003;
Lancaster, 2005). Lancaster, 2005).
Resource Opus caementicium® Preserve fagade quality | Ashlar reserved for visible
optimization reduced travertine use while minimizing ashlar | elements; concrete used

for vault cells to allow
concurrent build phases
(Lancaster, 2005; Manieri
Elia, 2003).

Supply-chain risk
mitigation

Mortar analysis shows at
least three pozzolana
sources (Jackson &
Marra, 2006).

Avoid single-source
dependency.

Variations in mortar
composition indicate
diversified procurement
(Jackson & Marra, 2006).

Fiscal efficiency /
reuse

Reused materials from
Domus Aurea; project
funded ex manubiis

Reduce capital strain
and reinforce
legitimacy.

Material redeployment
and inscriptional
attribution to spoils

(Harper, 2017).

(Hopkins & Beard, funding (Hopkins &
2005). Beard, 2005; Elkins,
2014).
Workforce 20,000-40,000 workers | Balanced advancement | Parallel quadrant
productivity under curator and of all sectors. supervision reflecting
quadrant foremen modular sequencing
(Lancaster, 2005; (Lancaster, 2005;
Bomgardner, 2000). Bomgardner, 2000).
Skilled labor 4-5 denarii daily wages; | Retain skilled Wage differentiation and
retention manumission incentives | craftsmen. documented manumission
(Bradley, 1994). practices (Bradley, 1994).
Performance Muster rolls compared Maintain schedule Attendance and task-
oversight to output measures discipline. output comparison under
(Bomgardner, 2000). overseer hierarchy
(Bomgardner, 2000).
Labor risk Quarry morbidity and Prevent productivity Camp regulation and
management disease risks recorded collapse. ration maintenance to

sustain labor capacity
(Harper, 2017).

Site efficiency
coordination

Pre-shaped stone and
multi-level scaffolding
(Manieri Elia, 2003).

Avoid congestion and
enable vertical
concurrency.

Archaeological evidence
of corbels and distributed
scaffolding systems
(Manieri Elia, 2003).

Source: Author’s Construction based on inference from secondary sources

¢ Roman hydraulic concrete composed of lime mortar, water, rubble aggregate, and pozzolanic volcanic ash, which
allowed it to set underwater and achieve high compressive strength (Lancaster, 2005). In the Colosseum, it formed
the structural core of vaults and radial walls, enabling large-scale load distribution and reduced dependence on

costly travertine ashlar (Lancaster, 2005; Jackson & Marra, 2006).
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Table 1 breaks down historical and archaeological evidence into specific performance indicators
that cumulatively indicate the presence of complex control mechanisms in the construction of the
Colosseum. Adherence to the schedule was linked to the political timeline of the inaugural games
of 80 A.D., indicating planning and delivery over time. Staying within budget was linked to the
specific allocation of funds ex manubiis, which indicated defined capital budgets. Capacity
planning and routing indicated specific functional performance measures, while the architectural
integration of travertine and concrete indicated specific quality performance measures, as would
be indicated by Vitruvian firmitas.

Operational controls extended to material flow, labor deployment, and productivity oversight,
where modular sequencing, wage differentiation, muster rolls, and multi-sourcing of aggregates
indicate systematic monitoring of inputs and outputs. Although these mechanisms were not
expressed in modern managerial vocabulary, they collectively exhibit the functional
characteristics of key performance indicators: defined targets, tolerance thresholds, observable
metrics, and supervisory verification. The cumulative pattern supports the interpretation that
performance measurement and control were embedded in the execution logic of the Colosseum
project, reinforcing the argument that KPI-oriented governance practices predate their twentieth-
century formalization.

4.2. Stakeholder Management

Stakeholder management in ancient megaprojects was carried out through hierarchical authority
structures, political symbolism, and resource management rather than through formalized
managerial ideologies. In large-scale state projects such as the Colosseum, the emperors, senators,
military, citizens, contractors, and workers were categorized based on their ability to provide
legitimacy, mobilize resources, and create instability. The stakeholder management practices
included public inscriptions, coin iconography, ceremonial openings, donatives, contractual
assurances, and grain distributions, which served as alignment and risk-mitigation mechanisms.
Even though the stakeholder management practices in ancient megaprojects were not couched in
modern terminology, they exhibited systematic prioritization, influence management, and
accountability structures that align with modern stakeholder management principles. To
analytically examine this prioritization and engagement logic, the study applies two frameworks:
Mendelow’s Power—Interest Grid and Stakeholder Salience Model.

4.2.1 Mendelow’s Power Interest Grid

To evaluate stakeholder prioritization in the construction of the Colosseum, Mendelow’s Power
Interest Grid is initially used as a structural mapping technique. This tool helps classify
stakeholders by their level of power to influence project outcomes and their degree of interest in
project implementation.
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Stakeholder Core project Relative Potential Management
interest power influence on approach
outcome

Emperor(s) Political legitimacy, | High (ultimate | High —can Direct oversight;

(Vespasian, public order, sponsor & add scope, inscription and coin

Titus, Domitian) | dynastic brand fund-holder) change types link their names
equity, and budget, direct | to the build (Hopkins
demonstration of labor & Beard, 2005).
spoils from Judaca

Senate & urban Restore prestige High (can Medium to Keep informed with

magistrates eroded under Nero, | obstruct High progress reports; offer
assure fiscal decrees, control | if alienated private boxes and
prudence, and gain treasury flows) naming rights to build
patronage visibility buy-in (Elkins, 2014).

Praetorian Guard | Public order during | Medium Medium — Tie bonus payments to

& city cohort construction and strikes or milestones; highlight
games, donatives unrest could crowd-control
tied to the delay works upgrades (Morgan,
inauguration 2006).

Plebs urbana’ Free games, Low High Continuous bread
employment, individually, reputational dole; public displays
symbolic “return” of | High risk if of progress; promise
Nero’s Lake collectively dissatisfied grand inaugural

(riots) spectacles (Coleman,
1990).

Merchants & Steady contracts, Medium Medium Four-quadrant

contractors prompt payment (supply schedule contracting, staged

(builders, quarry disruptions) impact payments in silver,

owners, imperial guarantees

teamsters) (Lancaster, 2005).

Enslaved & free | Survival, potential Low Low to Adequate rations and

labour force manumission, Medium medical care;
humane conditions (escape, manumission for

sabotage) skilled slaves on

completion (Lancaster,
2005).

7 The non-senatorial and non-equestrian free citizens of Rome, living in the city. During the Flavian Emperors, the
plebs urbana was a significant political stakeholder group because emperors Vespasian and Titus, among others,
used public works, grain distribution, and entertainment events, such as those staged in the Colosseum, to gain their
support. They represented an important socially influential group within the Roman Empire whose support was
crucial to the stability of the empire.
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Provincial Demonstrate war Medium Medium — Publicize ex manubiis
governors & booty use; ensure could divert funding; maintain
legions (esp. grain flows resources or grain-fleet security
Egypt, Judaea, unimpeded troops (Hopkins & Beard,
Danube) 2005).
Classis Operate velarium,; Low Low technical | Provide housing near
Misenensis 8 prestige postings risk site; showcase their
engineering prowess
during demos
(Claridge, 1998).
Arena performers | Safe facilities, fair Low Low Build state-of-the-art
(gladiators, beast | appearance fees, holding pens, medical
handlers) fame staff, and promote
through bill-posters
(Coleman, 1990).
Religious & Limit perceived Medium Low to Emphasize civic
moral critics cruelty & fiscal intellectual Medium benefits and ritual
(Stoic faction, extravagance sway public opinion | aspects; stage
some senators) mythological shows
with moral framing
(Coleman, 1990).

Source: Author’s Construction based on inference from secondary sources

The characteristics of the stakeholders are summarized in Table 2, and their positioning is shown
in Figure 1. From Figure 1, it can be seen that the Emperor and the Senate are positioned in the
quadrant of high power and high interest, and they need to be carefully managed due to their
financial power, control over scope, and the fact that project success is directly linked to their
political credibility. The provincial governors and religious critics are positioned in the quadrant
where there is high power but low operational interest, and they need to be kept satisfied but not
necessarily involved in the day-to-day operations. The operational stakeholders, like plebs urbana,
merchants, and the Praetorian Guard, are positioned in the “keep informed” quadrant because they
have a high interest but relatively lower structural power. The laborers, performers in the arena,
and the Classis Misenensis are positioned in the monitoring quadrant because they have relatively
lower strategic power despite having high operational interest.

8 The main fleet of the Roman Imperial Navy, founded during the reign of Augustus and based in Misenum, was the
main naval force in the Western Mediterranean. During the Flavian Dynasty (AD 69-96), its personnel not only
oversaw maritime defense but also assisted with imperial infrastructure, including the technical and operational
aspects of the Colosseum, particularly rigging, hydraulics, and logistics. In the context of the Roman Empire, the
fleet was both a military security tool and a state-controlled technical resource that could be harnessed for political
purposes.
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t MANAGE CLOSELY

—

Religious & Moral Critics
2. Provincial Governors &
Legions

. Emperor(s)
2. Senate & Urban Magistrates

MONITOR KEEP INFORMED

=
g Enslaved & Free Labor Force Plebs Urbana
Q? 2. Arena Performers Merchants & Contractors
Classis Misenensis Praetorian Guard
Low

Low Interest

v

High

Figure 1. Mendelow’s Power-Interest Matrix Grid for the Colosseum Megaproject

4.2.2 Salience Model

Although Mendelow’s grid provides a way to identify stakeholders on the basis of power and
interest, it fails to provide reasons for which stakeholders attract the manager’s interest at a given
time. To further enhance understanding, the Stakeholder Salience Model proposed by Mitchell et
al. (1997) is used. This model identifies stakeholders on the basis of three characteristics: power,
legitimacy, and urgency. Salience increases as these characteristics accumulate.

Figure 2 reclassifies the same stakeholders using this tri-attribute Salience Model of power,
legitimacy, and urgency. The emperor held the sole definitive stakeholder status, with the ability
to decide, fund, and set timelines, and facing direct political repercussions if the project failed.
The Senate and provincial governors are considered dominant stakeholders, as they had
institutional legitimacy and fiscal or administrative power, although their claims escalated mainly
when their political legitimacy or resource allocation was at stake. The Praetorian Guard belongs
to the dangerous group because of its force capabilities and the sense of urgency linked to
donatives and urban security; payments on time before the A.D. 80 inauguration reduced this
danger. The plebs urbana, merchants, and performers in the arena are dependent stakeholders,
who have both legitimacy and urgency but lack decision-making power, thus being dependent on
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the emperor's response to meet their demands. Religious and moral critics belong to the
discretionary group, which has moral legitimacy but lacks direct force, power, and urgency.
Lastly, the enslaved and free workforce are considered demanding stakeholders, who have
urgency related to working conditions and survival but lack recognized institutional power and
legitimacy in the Roman political system, as reflected in Figure 2.

POWER LEGITIMACY

1. Senate
orman 2. Provincial

Discretionary

Governors

Classis Religious &
Misenensis Moral Critics
Definitive
Emperor(s)
Dangerous
1. Plebs Urbana
Praetorian Guard 2. Merchants

3. Arena Performers

Demandin,

Enslaved & Free
Labor Force

URGENCY

Figure 2. Salience Model for the Colosseum Megaproject

The analytical use of Figure 2 may be in its capacity to explain the patterns of prioritization visible
in Figure 1. Stakeholders located in the “manage closely” quadrant of Mendelow’s model seem
to generally relate to the definite or dominant groups in the Salience Model, while those located
in the “keep informed” or “monitor” group seem to relate more to dependent, discretionary, or
demanding groups. In this respect, Figure 1 might be seen to structurally represent the distribution
of power and interest, while Figure 2 might represent an attribute-based explanation for power,
legitimacy, and urgency.

Together, the two models appear to indicate that the Flavian administration may have treated
stakeholders not merely on the basis of influence, but on a complex evaluation of authority,
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legitimacy, and urgency of claim. While necessarily interpretive and based on secondary historical
sources, the data appears consistent with what would be expected of structured stakeholder
prioritization as understood in contemporary scholarship. This consistency provides tentative
support for the claim that first-century imperial projects were embedded with systematic
stakeholder management practices, even if not couched in the language of formal management.

5.0 Discussion

On the basis of the secondary sources and the framework of analysis used in this research, it can
be inferred that the process of building the Colosseum functioned within a planned governance
context that included performance criteria. The presence of the fixed inauguration date in A.D.
80, the use of the funding formula in the inscription as ex manubiis, and the architectural accuracy
apparent in the vaulting and fagcade alignment all point towards the presence of implicit tolerance
levels for the variables of time, money, and structure. Although the sources do not provide
information about performance dashboards or reporting systems, the intersection of
archaeological sequence, material supply, and inscriptional communication points towards the
presence of performance criteria and monitoring in the process.

From this interpretive perspective, the Colosseum seems to have been not only a monumental
construction project but also a politically nuanced endeavor in which performance results were
closely linked to the credibility of the imperial administration. Capacity optimization and
evacuation planning could have been informed by quantified functional requirements, whereas
material substitution strategies and labor optimization suggest resource optimization. These
indicators, inferred from architectural analyses and administrative mentions, are consistent with
the presence of performance controls, although these controls may have been expressed in political
and military terms rather than managerial discourse.

The stakeholder analysis also indicates that prioritization could be structured rather than
happenstance. Secondary texts on senatorial supervision, imperial patronage, public performance,
donatives, and urban governance imply varying levels of influence, legitimacy, and urgency on
the part of different stakeholders. With the benefit of hindsight and the tools of analysis provided
by Mendelow and Mitchell, the emperor is clearly a definitive stakeholder, while others such as
the Senate, the Praetorian Guard, and plebs urbana may have been subject to varying degrees of
pressure or expectation. While these tools are of course post-classical constructs, they do
nevertheless highlight patterns in the data that look very much like stakeholder differentiation.

It is, however, important to recognize the interpretive character of this reconstruction. The
argument is based on the correlation of material evidence, literary testimony, and inscriptional
mention with modern categories of governance. The lack of procedural records necessitates a
cautious reading. Moreover, the Roman system of governance was characterized by imperial,

© 2026 Idris A. Adelakun & Arvin Prem Kumar
www.pmworldlibrary.net Page 14 of 18



http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/

PM World Journal (ISSN: 2330-4480) Reassessing the Origins of Project Management
Vol. X1V, Issue III — March 2026 through the Colosseum Proto-Megaproject
www.pmworldjournal.com Peer-Reviewed Paper by Idris A. Adelakun and Arvin Prem Kumar

coercive, and patronage systems that are very different from modern organizational settings. The
analytical lexicon used in this argument is, therefore, heuristic.

Despite these constraints, the overall significance of the evidence appears to be that the Flavian
Amphitheatre, the Colosseum could have been informed by performance expectations and
authority dynamics. In the framework of this research, the Colosseum may be understood as
exemplifying proto-governance logics in which outcomes, resource alignment, and differentiated
engagement were realities. These results appear to offer provisional support for the general
assertion that the functional components later formalized as key performance indicators and
stakeholder management were part of first-century imperial practice, even if they were not
conceptually articulated as such.

6.0 Conclusion

The evidence reviewed in this research appears to indicate that the building of the Colosseum was
facilitated by performance controls and differentiated authority relations that, in terms of function,
correspond to more contemporary formulations of key performance indicators and stakeholder
governance. Although such concepts were not framed in the language of modern management,
the intersection of inscriptional, archaeological, and literary evidence suggests the presence of
measurable goals, defined resources, staged implementation, and prioritized engagement. In terms
that are carefully considered and contextualized, the Colosseum thus appears not only as an
example of architectural innovation but also as a reflection of the presence of governance logics
in first-century imperial undertakings before the formal codification of such theories.

Limitations and Future Research:

o Retrospective mapping may introduce interpretive bias; historical evidence is incomplete
and partially inferential.

o Focusing on a single case limits generalizability; quantitative estimates are approximate.

o Future research could conduct comparative studies of other ancient megaprojects,
examine the historical evolution of governance structures, explore legitimacy-centered
benefits frameworks, assess the ethical implications of coerced labor, and apply systems
modeling to ancient supply chains.
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