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Project Environment- / Stakeholder Management

The Project as an Open System — Systemic View

A project is based on interests, should enforce interests
and following provokes conflicts of interests

A project can be considered as an open system with the
following characteristics:

Persons act in subsystems and elements

internal and external factors

direct and indirect factors

Interaction from elements (subsystems) to the project and
among each other

high complexity (chaotic system in the physical sense)
Project Environment Management is part of an integrated

Project Management System and aims towards conflict
solution and compliant objectives to a large extend
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Project Environment- / Stakeholder Management

The Project as an Open System — Systemic View
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Project Environment- / Stakeholder Management

Classification of Project Environment (patzak, rattay)

natural environment
technical environment
economical environment

legal-political environment

soclal-cultural environment

The authors subsume project related external and internal Stakeholder under social
environment {contradictory to my definition; see below).

Customers
Employees
Entrepreneurs
suppliers
society / Public

This classification may not be unambiguous but could be helpful as
basis for an environment factor checklist
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Project Environment- / Stakeholder Management

Definition

Project Environment comprises all external
factors which influence a project

Project Environment Management (PEM) is the
active management of the set of external but
project related interactions and connections

Stakeholder (Mason 1980):"... all those
claimants inside and outside the project who
have a vested Interest in the project and its
outcome”
social-factor-subset of project environment
social-factor-subset of project internal factors
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Project Environment- / Stakeholder Management

Project Influence Factors
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Project Environment- / Stakeholder Management

Classification of Stakeholder

Stakeholder Classes
Stakeholder with concernment

objective concern
subjective concern

Stakeholder with interests
conflicts
synergy

Stakeholder with power
decision
manipulation

Remarks
A mix of these classes is applicable in general.

Finding possible measures to make stakeholder to project
promoters is facilitated wit this classification.
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Project Environment- / Stakeholder Management

Elements of PE Management

PE Management is an integrated management and leadership
task with the elements:

Analysis

Planning

Monitoring

Controlling
PE Management utilizes elements of other (project)
management functions

Stakeholder Management

Team development, Team Management

Human Resources Management

Risk Management

Project Marketing

Conflict Management (see part Il)
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Project Environment- / Stakeholder Management

Main Characteristic of PE-/S-Management Elements
in different project phases

Project Phases

Element of
Management | Start up/ . N Verification /
Planning Realization
Concept Close Out
Analyais PE-/S-Analysis Analysis update | Analysis update none
Detailed analysis Update of Verification of
Plan ning none planning of measures by feed measures for
measures back future projects
r . . Generating feed Feed back for
Monitoring none First reactions back verification
Feed back to Agﬂgf:;;; 4 Target group
Controling | rene |~ lamed | “copier” | ltedcose o
management
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Project Environment- / Stakeholder Management

Approach

Systematic environmental scanning
Fields of interest
Fields of problems
Scanning search fields for environmental factors

Analysis and judgment of environmental factors
General :
Definition of critena
Setting of scales
mathematical exact approach:
Weighing factors
Project related performance degree
Priority indicator, priority list
Pragmatic approach:
Generation of Project Environment- / Stakeholder Portfolios

Development of strategies, measures and actions

Dr. Meyer,
Censullting



Project Environment- / Stakeholder Management

Example for a search field checklist

« Flugvertindungen (Ent- |+ durchschnittiche Tempe- || + landeswelte und lokale (GEUTQE, PEM)
fernung 2um Flughaten) | ratur Parteien
* Eisenbahnverbindungen 'W”"’“ « innenpoliische Stabilltil
* Aulo uﬂhm" m%“““ » Aegenwahrschainiich- | » staatiche Subventionen
var tnd -Andiingen kit bzw. Farderprogramme
« Antinclungen an Wasser- | » durchschrittiche
straflen (Kandle, groBe Fiis-|  Miederschiage | * AuPerwinischanspolilk
se, Entlarnung zum Halen) | . siumvwahmschein- [+ Handelsbeschrnkungen
= Blakirizitalsve rsomunyg lichbit {25lla, Einfuhrquotan usw. |
« Bodenbeschal-
* Frisciwassarvarsonung fenest {hOgaliy, * Steuergesatze
g (2. B. Genshmigungsvertahran)
= Miveau des Gasundhalis-

WEEENs

+ Entwickiungen der Grund-
Rationerata lagerdorschung und der
»In angewandten Forschung
= Entwickiung des Brutio-
inlandsprodukis « Tagungan und Kongresss
» Arbeitsiosenrate » Forschungeinetitute und
» Rohsioffpreise Universitatan
* tachnischer Forschritt und
* Fnssatrs, Jinsnhveau und Einstelungsn Entwickiungen aul projakt
* Wachsalkirsverhdinissa relevanten baw, benach-
baren Geblalan
= polantiols Kundan
bew. Listerantan » Bevdlkenngsst +in Projekien anwend-
(realigidse und athnische bare Ta chnologien
CEruppan) Dr- M E Er ]
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Project Environment- / Stakeholder Management

Methods (exemplary)

Analysis / Planning
systematic environmental / stakeholder scanning
Strength-weakness analysis
Concernment analysis
involvement analysis
Stakeholder Portfolio

Monitoring / Controlling
all kinds of leadership and HR management strategies e.g.
by participation
by discourse
by repression
Conflict management (see part I}
Verification / Close Out Phase
check and break up environment relations
Customer satisfaction enquiry
Employee / project team member enguiry
Verification of planning vs. results
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Project Environment- / Stakeholder Management

e i i i, | Stakeholder Assessement Checklist
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(Patzak, Rattay: PEM)
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Project Environment- / Stakeholder Management

Stakeholder Portfolio (exemplary, according to Abresch, PMF)
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Project Environment- / Stakeholder Management
Close Out Checklist

(Patzak, Rattay: PEM)
) Was Kosten Ma- Verant-
U_“""'I"J' indert (-) nahme in | wortliche
gruppe sich der Mach

durch das | Mutzen Projekt-

Projekt? Ji+) phase

Abb 4.2 6-10: Umbeldanalvse fum Progekiende
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Project Environment- / Stakeholder Management

Customer Satisfaction Checklist (Close Out Phase)

(Patzak, Rattay: PEM)

Erbchung der hendenoafriedenbels mbi dems Projeke

1. On weliher Form warvs Sie am Propeki beieibigd?

X Wik zuldedlen waren Sk il dem Projelsian. der fiellernialleriing
umed dlen Projekipkimen?

@ [ E E 14 E C

Anmer bungen

| ©

A Wik palrloden waresm Sk mill der Asignben. anil Kompeleno erielbang sewle
deim LnlormabhmsMul?

| ©

@ [i O NN PR CRN

Anmerkungen

4. Wik palricden warem Sle mll dem Llnestz wnid der Arbellswelse des Teams?

. Wik sulrieden warom Sle mii dor Bedrenumg durch die Projekilofiamg?

=) ENS EX EN R EN—

AT Lungzn

| ©

& Wik gl warden dis Tell-'Frajokizide crreicld?

=) [N FR— ER— — CI—

Anmerkungn

| ©

T. Wik schlipen Sle das Projekn heilghich des crbrncion Lol el
kaosiennuiannds sewle dis ervelchien bew, 2o crwarienden Evgehnioes enT

@ [1 2 E [4 C [+

| ©

Anmerkungzn

. Welche Verlwsserunpem salllen beh der Reslisloramg wellerer Prsjelie
herticksichiigt werden?

Abb 4.2.6-11 Fragebogen Kunensed:nhel
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Project Environment- / Stakeholder Management

Conclusion

Project environment and stakeholder management are
essential success factors in all project phases

Phase related management elements to be applied

Application of methods and strategies in a flexible manner
according to target group and stakeholder intention

Checklists help to formalize the procedure
Situation adapted detailing

Successful PE-/Stakeholder Management requires
Top (Project) Management attention
High management skills of the Project Manager
Leadership
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Project Environment- / Stakeholder Management
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Part Il
Conflict Management

Emergence of conflicts
Escalation of Conflicts
Conflict as a Chance
Conflict Solving Strategies
Conflicts and Synergies
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Conflict Management

Emergence of Conflicts |

Differences in needs and interests
Different expectations
Fear of changes in the current situation

Insufficient arrangement of interaction:
Product design process
Project management process
Team development process
Decision process

Technical differences
Team development storming phase (conflict phase)
Unclear decision and power situation

Overvaluation of
speed factor
competition orientation
technocratic approach
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Conflict Management

Emergence of Conflicts Il

Situations with conflict potential (exemplary)
lengthy discussions in meetings
project manager enforces his own opinion
none satisfactory results
continuous technical disputes
Impatience among certain team members
denigration and/or distrust within the team

Conflicts are relationship disturbances and appear on the
two levels

logical / technical level
emotional level
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Conflict Management

Escalation of Conflicts

hardening of positions

logical/technical conflicts become increasingly emotional
dispute

personal attacks

scapegoats instead of logical problem solving

create facts against other’s opinions

gathering of “troops”

loss of face

threads and ultimatums

total confrontation
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Conflict Management

Conflict as a chance

Conflicts emerge in any relationship, let it be private or
business

Conflicts cannot be prevented, but can be managed, that it
does not come to an uncontrolled escalation,

Active management of conflicts bears the chance to
improve
personal relationships between team members
project organization
decision process
project results in general
organization / corporation structure
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Conflict Management

Conflict Solving Strategies

Strategies depend on conflict category and escalation
level

solving of low escalation level conflicts is prevention of
higher level conflicts and is part of the (project) management
tasks

high escalated conflicts require professional treatment by
specialists

Strategies comprise personnel management techniques:
by participation
by discourse
by repression

Strategy of communication improvement (active listening)

Cooperative conflict management
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Conflict Management

Conflict and Synergies

Conflict solving activates a personal change process in
personal needs, expectations and attitude

Fears can be changed in active arrangement with a new
situation

A change in attitude opens the mind for new ideas

Conclusion
The process of conflict solving sets free synergies
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Conflict Management

References

Johannes K. Triebe, Marion Wittstock:
Konfliktmanagement (PMF 7. Auflage)

Daniela Mayrshofer, Stefanie Ahrens: Konflikte im Projekt
(PEM, 23.Akt.)

Giunther Raberger: Konfliktmanagement in der Bau- und
Anlagenindustrie (PEM, 23. Akt.)

Dr. Meyer,
Censullting



