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Traditional versus holistic Stakeholdermanagement

* A way to deliver on time, on money and » Way to challenge thinking processes,
quality by fulfilling the main contractual striving for more innovation & excellence.
obligations towards stakeholders.

» Promotion of a space for structured and

» Sub-optimal use of result oriented dialogue that aims for win-
(a) knowledge management win-win (project, company, society) and
(b) human potential sustainability.

(c) synergies: within the project; within

the organisation & beyond the company » Mobilization of human intelligence and

competence wherever they are.

* A limited space for dialogue. _ _
 An attitude towards synergies and

A defensive approach and a repetition of common goal building.

past habits.
» Blank page approach

* More administrative than interactive. N _ _
 Facilitated human interactions

» High degree of personal development of
the project manager
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Traditional Stakeholder Management is still dominat Ing

Analysis of IPMA PE Award 2002-2006 shows that complete stakeholder
management including clear actions & frequent monitoring is missing.
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Objectives of the paper and approach

Proposing an approach to map informal structures in projects and to
understand stakeholder behaviour better.

Showing importance of combining all types of intelligence (1Q, EQ and SQ) to
successfully manage complex projects.

Arguing that the state of mind of the project manager is a key critical success factor.

Suggesting ideas to analyse and stimulate Stakeholder interaction.

Suggesting a vision on how Stakeholder Management can evolve from a traditional to a
holistic approach.
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Integration of project network and environment

Corporate Social Responsibility
Organizational targets

Project target system

A~W\§ —V
Sub-targets can be competitive

or exclude one another
- Defection, conflicts and synergies S

@
- \
@ Routines, Management:

@ Values, Norms, Rules
] Reciprocity.and Learning °

Stakeholder: Competitors, based on Cooperation b Internal embeddedness

communities of interest, state, and Stakeholders
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Methodological Approach

=

Awareness Adaptation

Method: Method: Method:

(1) Initital identification of the Interpretation of analytical results Adapt findings by Theory U application

stakeholder environment, e.g. through through application of Spiral (Scharmer, 2009).

a Workshop Dynamics (Beck, Cowan, 1996).

(2) Social Network Analysis

Goal: Goal: Goal:

Get an initial idea of the Stakeholder Identify different value systems in Adapt findings in projects, foster

environment. projects and increase awareness of processes through collective

Analyze complex informal structures inner processes of key personnel and intelligence.

and value systems in projects. work with this knowledge. Integrate team and environment and
Identify healthy and unhealthy states further facilitators in the project, make

Use of Theory U and Spiral Dynamics in projects and interpret situations. use of the collective intelligence to

for questionnaire design. create win-win situations.
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Analysis Step 1: Initial Project Stakeholder Identi  fication

(a): Allocation of Project Stakeholders in the Stakeholder Portfolio.

(b): Description of the Stakeholders
and their goals and action planning.

Internal | External | Consort tial

Name of Stakeholder Role Stakeh. | Stakeh. Partn.

Mark

Insert Name Insert role internal/external/consortial

low (1) edi (2) high (3) >
neutral (0) e Measures Date Monitoring-Turnus responsible Teammember

(c) Use results from initial Stakeholder analysis to
perform Social Network Analysis.
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Analysis Step 2: Social Network Analysis (SNA)

Social network analysis provides a method to measure social behavior:

Overall integration of individuals, communication, transfer of information, routines and
1 norms, friendship, respect and trust can be measured and visualized through this
method (Jansen, 2006; Wasserman and Faust, 1994)

Social network analysis goes beyond the information contained in organigrams or
contract structures and is able to identify critical relationships in projects.

Results are twofold: (a) Individual behavior and (b) group behavior become visible and
measurable. Thus, conclusions can be drawn regarding existing interaction and value

systems of the agents in the network and conclusions regarding development states of
the whole project are also possible.

Interpretation / Interpretation of the findings is done in dialogue with the team and further
Implementation Stakeholders!
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Analysis Step 2: SNA — Communication Flows

Q Important Brokers in the O Important
project (=bridge towards communicators in the
parts of the network) — project (high indegree
Bottlenecks or centrality = many
integrators ? incoming contacts)

HI = core team member— A’O Q

and Broker towards the
external stakeholder
DK. As this is the sole
point of contact, this is a
very critical and
eventually risky

position. O O

Caption

o Example for questionnaire design

1) How often do you communicate with the following persons in your project?.
Graph shows communication structures between actors (>6nce a week) indicated by arrows.
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Analysis Step 2: SNA — Trust >

HI is the bridge of the /

project team towards the
external Stakeholder DK.

HI DK no arrow = not a
critical relationship.

DK  HI = arrow, critical
relationship

Caption

2) My goals with respect to this project coincide with the goals of this person.
Graph only depicts critical relations, indicated by arrows.
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Awareness: Spiral Dynamics —
|dentify different value systems in projects — Inter pretation Scheme
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Five movements of the U Process to access a holisti C awareness —
individual consciousness, dialogue, action research

1.CO-INITIATING 5. CO-EVOLVING

Grow innovation ecosystems
by seeing and acting from the
emerging whole

Listen to others and to
what life calls you to do

2. CO-SENSING 4. CO-CREATING

Go to the place of most
potential and listen with your
mind and heart wide open

Prototype a microcosm of the
new to explore the future by
doing

3. Co-PRESENCING

Retreat and reflect, allow the
inner knowing to emerge
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DOWNLOADING ACCESS PERFORMING
patterns of the past YOUR... achieve results through

practces, Infrastruc

VOC REDIRECTING OPEN ENACTING
SENSING HEART CRYSTALLIZING
from the field vision and intention
VOF OPEN
LETTING GO WILL LETTING COME
CO-SENSING: PRESENCING CO-CREATING:

Places and
practices of
prototyping

Connecting to source
WHO IS MY SELF?

WHAT IS MY WORK?

CO-PRESENCING:
laces and practices of stillness and presence

Places and practices of
connecting and seeing
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Connection of Theory U and Spiral Dynamics
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Outlook and Conclusion

Stakeholder Analysis has to be a very open approach, downloading of information from
the past should only happen, where it increases the knowledge base, yet the horizon

‘8 should be open and widened for arising complexity challenges in the Stakeholder
environment that cannot be foreseen by conventional methods.

Innovative analytical methods, such as open Workshop concepts followed by Social
network analysis for deeper analysis of stakeholder value systems allow for a holistic
dialogue and inspiration of the Stakeholder environment. Spiral dynamics serves as an
interpretative frame.

Facilitation techniques to access people’s deepest value systems have to be
developed further to strengthen and further develop our suggested approach

3 towards a holistic Stakeholdermanagement. Theory U provides the basic thinking
construct to collectively bring forth such process.
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Backup
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Example for questionnaire Design
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