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The importance of stakeholders and how to manage them during the
negotiations in project management %2

Tiphaine Helene Couanau

This paper is carried out as part of the International Contracts class led by Dr. Paul D. Giammalvo,
within the MSc Programme and Project Management & Business Development in SKEMA
Business School. The purpose of this paper is to take a deep look intldtienship between
stakeholders, negotiations and contracts. In this paper, several questions will be answered: why
are there so many stakeholdeelated failures in negotiations? Why are negotiations crucial for
contracts in project management? What atbe best tools to be used for successful
negotiations?

The nonrcompensatory model and the mulittribute decisioamaking model will be used to

guantify, assess and rank the different possible alternatives. Ultimately, the findings of this
research shovthatthe keyto Y I Yy 3Ay 3 aidl {1 SK2f RSNA Ay O2yail N
in collaboration.

Key words: Conflict of interest, Influence, Construction Industry, Compromise,
Disagreement, Impact, Power

INTRODUCTION

The first attempt of the construction project of the Channel Tunnel between the United Kingdom

and France between 1957 and 1975 was finally abandoned by the British government for several
NBl d2yad® LYRSSRX | & D2 dzNIDA dh&twaotgveraniehtsitGpRetlige G ¢ K S
unequivocal support for the project tried the patience of businesspeople used to a more
a0NI AIKG T2 ND 3NRe sieyifidity dfEhig iiegapiinjece derived from the multiplicity

lEditordés note: This paper was prepared for the course
D. Giammalvo of PT Mitratata Cagraha, Jakarta, Indonesia as an Adjunct Professor under contract to SKEMA

Business School for the program Master of Science in Project and Programme Management and Business
Development.http://www.skema.edu/programmes/mastefrscience For more information on this global

program (Lille and Paris in France; Belo Horizonte in Brazil), contact Dr Paul Gardiner, Global Rraggram

Director, atpaul.gardiner@skema.edu

2 How to cite this paper: Couanau, T.H. (20IB)e importance of stakeholders and how to manage them during the
negotiations in project managemgniM World Journal Vol. VI, Issue IX, October.

3 Gourvish, T. (2006). The Official History of Britain and the Channel Turhetl Edition) London, United
Kingdom : Routledge.
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of the stakeholders, namely two differegovernments with different levels of intervention,

private construction companies and railways companies. Finally, a last indirect stakeholder
played a decisive role in the future of the project: the public opinion. At the time, the crisis was
plungingtls | YQa SO2y2Yeée |yR GKS 'Y 328SNYYSyid KIF
avoid a conflict with the population.

This example is the living proof that stakeholders, as many as they are, play a crucial role for the
future success of theprojectt. As the Max Wideman Glossary states, a stakeholder is

a | yhdividual groupor organizatiorthat canaffect, beaffected by, or perceive itself to be
FFF¥FSOGSR 0 &°Thdiryiumbey, pdivar | influest& amd interests vary and determine
their position during the negotiation of the contract. The Guild of Project Controls Compendium

identifies 6 usual catpries of stakeholders:

1. Beneficiaries
Negative Beneficiaries
Implementers
Decision Makers
Financiers

Regulator$

o gk wN

5dzNAyYy 3 ySI20A1 A2y LKFaS:z (KS& aNBIFOK Fy I OC
O 2 Y LINF YThisinte@ns that the negotiation phase is a decisive step because it will determine

the final contract, and thus the future obligations deriving from this contract. Construction
contracts are particularly concerned with this stage, considering that ienofinvolves
subcontractors and a multiplicity of stakeholders, whether they are direct or indirect. However,

as we know, negotiations are sometimes neeeding, or even worse, they do fail. To ensure
peaceful and successful negotiations, we need to untdedswhy they can turn into failures.

4Karlsen, J.T. (Dee2002). Project Stakeholder Management, Engineering Management Jowinak \Wo. 4,
pp. 1924. Retrieved fronmttps://www.researchgate.net/publication/228934223 Project Stakeholder_Management

5Wideman Comparative Glossary of Project Management Terms v5.5. (n.d.). Retrieved from
http://www.maxwideman.com/pmglossary/PMG_S07.htm

5 Identifying and Engaging Stakeholdéhov-2015), Guid of Project Controls Compendium and Reference,
Planning Planet, retrieved fronttp://www.planningplanet.com/gquild/gpccar/identifyieagagingstakeholders

”Wideman Comparative Glossary of Project Management Terms v5.5. (n.d.). Retrieved from
http://www.maxwideman.com/pmglossary/PMG_NO00.htm
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Figure 1: Ishikawa fishbonfe

In the book Construction Stakeholder Management (2Q1@hen it comes to Stakeholder
YIELIWAY3IE GKS FdziK2NBR YSydGAazy (GKS ayvyz2ad 02YyY?
meaning thedecisive variables to consider when mapping stakeholders. Among those variables,
we can find power, interest, influence, and attitifdehis shows how crucial those factors are
when it comes to negotiation, and, the other way around, that they can be #asan for
negotiations failure. As we already mentioned in the first paragraph, the multiplicity of the
stakeholders can play a role in the failure of negotiations, just like it happened in the first attempt
to build the channel tunné? : in this case, tb positions of state representatives and
businessmen were so distant and their interests proved to be incompatible, or even unrealistic.
As we know, stakeholder management is one of the roles of the Project Manager, so the key to
this issue might lie in #nactions of this person.

8 Fish Bone diagram: root cause analysis based on AB@)/asq.org/learaboutquality/causeanalysis
tools/overview/fishbone.html

Bourne, L., & Weaver, R2010). Mapping Stakeholders. In E. Chinyio, & P. Olomolaiye (E@ajstruction
Stakeholder Managemetid. rev., pp. #4). Retrieved from
https://mosaicprojects.com.au/PDF_Papers/P076_CSM_Ch_7_ Mapping_Stakeholders.pdf

10 Gourvish, T. (2006). The Official History of Britain and the Channel Turtstl Edition) London, United
Kingdom: Routledge

© 2019 Tiphaine Helene Couanau www.pmworldlibrary.net Page 3 of 22
Creative Commons License BY v 4.0.https://creativecommons.org/licenses/by/4.0/



http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/
https://creativecommons.org/licenses/by/4.0/
http://asq.org/learn-about-quality/cause-analysis-tools/overview/fishbone.html
http://asq.org/learn-about-quality/cause-analysis-tools/overview/fishbone.html
https://mosaicprojects.com.au/PDF_Papers/P076_CSM_Ch_7_Mapping_Stakeholders.pdf

PM World Journal

Vol. VI, Issue IX T October 2019

www.pmworldjournal.com

The importance of stakeholders during negotiations

by Tiphaine Couanau

Featured Paper

Enterprise Organizational Strategies
Asset Life Span
Explore Narrow Select the Initiate Create the Exploit the | Dispose Of
'E Several ToaFew Best & Plan the Product Product the 3
9 | Concepts Options Option Proposed Of the Of the Product of | =
< Project Project Project the Project E_’h v
E E | | I | | I [ 2|8
E | 8| peas ~ - - — - — Q9 |B
— ecision Decision Decision Decision Decision Decision Decision =
E =] Support Support Support Support Support Support Support > o
o E Package Package Package Package Package Package Package E' %
S N Nl B S Sl N (N LA
E Go/ Go/ Go/ Gof Go/ Go/ '8
Mo No No No No No n
g_ Go Go Go Go Go Go E.
af S
& E Phase 1 Phase 2 Phase 3 Phase 4 Phase 5 Phase 6 Phase 7 g %
|l o =
Q| o Project Control SME as a Project Life Span (Owner Perspective) Project Control SMEasa | g | .
o g | =
g % Consultant Project Controls (Owner Perspective) Consultant é' E
;E 8 Also : Project Life Span (EPCC Contractor) Also: 9!1 _;';
- Cost Engineer/ ¢t Controls (EPCC Contractor) Cost Engineer/ - |
Quantity Surveyor/ Proje Quantity Surveyor/ o
Systems Engineer/ p""ms"‘ Systems Engineer/ 'r_p‘
o Project Support Services/ Contractor] Project Support Services/ a.
Business Analyst/ Project Cortrals Business Analyst/
{D>88
Contractor)
Organizational Policies, Practices and Procedures

Figure 2: The 10,000 metre view of ASSET, PROJECT and PROJECT CONTROt! Life Spans

This figure helps us understand, within this paper, the position of negotiations in the
management of projects. Indeed, a project is not entirixed in the contract: there is always
room to manage the unexpected and desirable changes in each phase of the contract. However,
some stakeholders will be promoting some changes, will some other stakeholders (like the
owner of the project for instangeor the customer) will be risverse to change. This means that
negotiations will be present in each phase of the project. On the graph, we can see this in the
GD2kDRX O02ESa®

1 Giammalvo, Paul D (2015)he 10,000 metre we of ASSET, PROJECT and PROJECT CONTROL Life Spans.
Course Materials. Contributed Undéreative Commons License BY v 4Retrieved from
http://www.planningplanet.com/quild/gpccar/introductimamanagingprojectcontrols
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Figure 3: McLeamy Curve or Freand Loadingd?

The MacLeamy dzZNIS &dK2¢a (KIFG GKS aoOz2aid AYLIOG 2F Y
phases move forwards. It also shows that early changes that bring additional value to the project
have a small cost impact on the project. We can then deduct that the egdiedl changes are

made, the more likely the project is to avoid costly changes. As for the deaisikimg process,

we can see that the process is firstly split between three phases: Identify, Assess, Select. The
shareholder approval of the decisioncomgéb & I FUSNJ 6 KS aaSt SOlé¢ LKI
YEYyF3SYSyidiz GKS Ay¥FfdzsSyOoS 2F GKS NBfSoOlLyid a
process, so it means that stakeholders have the most power to influence decisions during the
negotiations before final decision has been taken: they are able to influence that decision. That

is why stakeholder management is decisive during that phase

2Concept of AFront End Loadi n g 8ourcer@dmmalio/PauliB (20l t ed ( Ma
Course Materials Contributed Under Creative Commons License BY v 4.0. Retrieved from
http://www.planningplanet.com/qguild/gpccar/iotiuctionto-managingchange
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Figure 4:Project Success VS Failtite

When it comes to Project Management, it is important to draw the line between the outcome

2T GKS LINRP2SOG FyR GKS LINRPRdAzOG 2F GKS LINR2SOi
In the Guild of CompendiundThe project itself was late, over buelyand experienced all kinds

of quality problems, but the product the project created has become the iconic image of Sydney
GAOK dzy G2t R GFy3AofSYU yR Ayuly3aaotsS @ fdzsS I RI
In terms of stakeholder management, the stakes are not the same for the difféypas of
al0F1SK2ft RSNBRY 200Q0A2dzateés GKS 2¢gySNDRDa AyidSNB
contractor€A Y 1 SNBAGaQ YAIKG fAS Ay (GKS LINRP2SOG Y21
dzy RSNRGIFIYRAY 3 2F aill "SK2ft RSNAQ AyiSNBad Aa R
Therebythis paper aims to understand the stakeholdetated causes of failure of negotiations

in construction contracts, why this understanding is crucial for a project, and why this issue is
especially related to construction projects contracts. We will tryind every possible solution

to overcome this issue, and, by the end of this paper, we should be able to know what are the
best tools in project management for successful negotiations in construction contracts.

13 Giammalvo, Paul D (2015) Project Success VS Failure. Course Materials. ContributedCratare Commons
License BY v 4.0Retrieved fromhttp://www.planningplanet.com/quild/gpccar/identifyieggagingstakeholders

14 Giammalvo, Paul D (2015) Project Success VS Failure. Course Mat@iaisibuted UndeCreative Commons
License BY v 4.0Retrieved fromhttp://www.planningplanet.com/quilgpccar/identifyinegengagingstakeholders

15 Giammalvo, Paul D (2015) Project Success VS Failure. Course Materials. ContributedCzatere Commons
License BY v 4.0Retrieved fromhttp://www.planningplanet.com/quild/gpccar/identifyieagagingstakeholders
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METHODOLOGY

The purpose of this paper is to provide the best recommendations to avoid stakeheldérd
causes of failures in the negotiation in construction contracts. Indeed, like the title of the paper
G2 KSy {1 168K2{ 8008 34 KE 9thtes, shikefoBersate Aikelyzdl &udsé
struggles in the negotiations of a contractherefore, understanding the several factors
paramount to the success of negotiations is crucial. Which feasible alternatives can be
implemented to lead peaceful and successful negotiations of contract in the construction
industry? In other words, what are successful tactics to implement in negotiations?

The purpose of this step is to describe, first, the feasible alternatives that we will select and
assess to resolve our problem. Then, we are going to select the attributes used to assess every
feasible alternative.

1. Extreme demanddollowed up by small, slow concessiod$: This is perhaps the most
famous negotiation tactic: you start by demanding a lot, and progressively give up some
points. It lets the other party think you are giving up easily, whereas you really are getting
what you want, or even more, because stakeholders often start by demanding something
extreme and unrealistic.

2. Commitment tactics’®®¢ KS 3I21f 2F GKAa GFrOGAO Aa G2 fSi
have any decisiomaking power (it might not be the tru)hThis can be effective because you
act as if you are not in charge to make concessions and have to get what you want to please
your superior. However, this tactic is risky because if it implies lying, there is a risk that other
stakeholders understand ghscam.

3. Takeit-or-leaveit negotiation strategy.'® This is not really negotiating: basically, one
stakeholder makes an offer, and the other stakeholders either have to accept it, or they are

16 Zidane, Y., Johansen, A., Ekambaram, A., & Hald, L. {2@h5).When Stakeholders Shape Sises or Bring
Failures : A Case Study of an Algerian Megaprojétttrieved November 5, 2018, from
https://www.sciencedirect.com/science/article/pii/S1877050915027726

" Harvard College. (2018, November). 10 H&drgaining Tactics & Negotiation Skills. Retrieved from
https://www.pon.harvard.edu/daily/batna/fifrdbalitacticsin-negotiation/

8 Harvard College. (2018, November). 10 H&adrgaining Tactics & Negotiation Skills. Retrieved from
https://www.pon.harvard.edu/daily/batna/i@rdbalitacticsin-negotiation/

¥ Harvard College. (2018, November). 10 H&drgaining Tactics & Negotiation Skills. Retrieved from
https://www.pon.harvard.edu/daily/batnaffifirdbalitacticsin-negotiation/
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out of the deal. It can be really effective to please your interests, but also a great chance to
fail.

4. Unreciprocateal offers’® This is a subtle techniquéhe contractor has to wait until the other
contractor makes the first demand, and asks directly to change his demand, without
responding to the offer himself. This lets the first stakeholder know where the other
contractor is willing to go

5. Trying to make contractors flinch: This tactic aims at making demands which are always
more difficult and bad for the other party, and wait until the other contractor accepts it,
because they will think the more time is spent, tim@re unacceptable the offer will be.

6. Invitation to collaborate’’ This tactic is meant to put on, first, a good atmosphere to
negotiations, and it allows to let the contractors know that you are not their enemy but their
partner. By collaborating, you amore likely to obtain what you want, because the other
parties will respect you, and discussion will of course be easier.

7. Bluffing, puffing, and lying?® Using unethical tactics can be a great way to win negotiations
but it requires a lot of preparation® Ol dza S &2dz ySSR G2 1y2¢ GKS
power and influence on negotiations.

8. Invite a mediator or third party*: When negotiations seem impossible to achieve, a dispute
expert can be the solution: mediators are specialized in finding midgdéand when
negotiations are never ending or too aggressive.

9. . StAGGEtAy3 GKS 2 (% ShisDdattic aifhsNal @noring theSawir Ipartlesd S a
demand, in order to get what your party wants and guide the discussion to your demands.

20 Harvard College. (2018, November). 10 H&drgaining Tactics & Negotiation Skills. Retrieved from
https://www.pon.harvard.edu/daily/lpat/1 0hardbalitacticsin-negotiation/

2! Harvard College. (2018, November). 10 H&drgaining Tactics & Negotiation Skills. Retrieved from
https://www.pon.harvarédu/daily/batna/l-®ardbalitacticsin-negotiation/

22 settlement Negotiations Pha&pject Controls planning, scheduling, cost management and forensic analysis
Planning Planet. Retrieved frommitp://www.planningplanet.com/quild/gpccar/settlemeagotiationgphase

2 Harvard College. (2018, November). 10 H&argaining Tactics & Negotiation Skills. Retriel/érom
https://www.pon.harvard.edu/daily/batna/fifrdbalitacticsin-negotiation/

24 Formal Disputes Resolution®roject Controls planning, scheduling, cost magement and forensic analysis
Planning Planet. Retrieved frommttp://www.planningplanet.com/quild/gpccar/forrdisputesresolution

25 Harvard College.Z018, November). 10 Harlargaining Tactics & Negotiation Skills. Retrieved from
https://www.pon.harvard.edu/daily/batnaffiirdbalitacticsin-negotiation/
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10.Good cop, bad cofs: This isa tactic used in police departments to make criminals confess.
Why could it be an effectivaegotiation tactic? You can get easily what you want if your
adversary likes you, but you also need to be firm to pass the message that you will not give up
@2dzNJ AYGSNBalaod ¢KS G¢322R O02L)J k 6FR 0O2L¥ Rdz
while confusing the contractors, making him believe that you are doing him a favor.

We are now going to select attributes used to assess the different feasible alternatives.

- Negative impact on the relationship between stakeholdels: this paper, we are
focusing on the stakeholders. According to a research paper written by L. Bourne and D.
Walker,d / 2 YYdzy AOF A2y A& QAGEFE F2NJ LINB2SOG YI
Of 2aS> adzLlILR2 NIAGS Wil YSQ DdiHogtilStl thd pRBiteE 0 dzi
of project goals and visiare’ Good relationships can improve the quality of decision
making and also its efficiency, that is why we need to consider this factor to assess our
feasible alternatives.

- Overall satisfaction of e stakeholders A research papewritten by Waghmarey.,
BhaleraoN., & Wagh{ ® & inlefmS &f thé construction industry, stakeholder
satisfaction can be defined as the achievement of stakeholderghmiject
expectations in the actual performénS 2 ¥ S| OK ZLdNE 8cgddationa (G I 3 S ¢
phase, it would be the satisfaction of their needs, expectations and interests. This
attribute is important to us, because firstly, there are usually many different types of
stakeholders in construction projes; but also because the satisfaction has to be high if
the project manager wants the project to be led effectively and as planned.

- Relevance of the final decisiofhis attribute aims to assess if the negotiation tactic is
suitable to take a relevant agsior?®. This is an important factor because if the majority
of stakeholders are reluctant to the final decision, the project success is put at risk.

26 Harvad College. (2018, November). 10 HaBdrgaining Tactics & Negotiation Skills. Retrieved from
https://www.pon.harvard.edu/daily/batna/i@rdbalitacticsin-negotidion/

27Bourne,L., & Walker, D. (2005, June). Visualising and mapping stakeholder influence. Retrieved from
https://www.researchgate.net/publication/235299660_Visualising_and_mapping_stakeholder_influence

28WaghmareY., BhaleraoN., & Wagh S. (2016, July). Analysis of the Factors Affecting the Stakeholder
Management Process in Building Construction Project. Published intéraational Journal of Innovative Studies
in Sciences and Engineering Technolo@etrieved fromhttp://ijisset.org/wpcontent/uploads/2016/07/IJISSET

020722.pdf

2% Davidson,D. (2017). Measuring Key Stakeholder Satisfaction, PM Times. Retrieved from
https://www.projecttimes.com/dredavison/fromthe-sponsors-deskmeasurinekey-stakeholdessatisfaction.html
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Indeed, people are more likely to follow a decision that they agree to, and less likely to
deviate from tfe initial plan.

- Negative impact on the lasting of negotiation€ne of the definitions of a project in
GKS alE 2ARSYlYy Df2&8&lI NB A& timetg 2NBIF YyAT SR
achievespecificobjectivesp®® We can observe from this definition that the duration of
a projed is not infinite, therefore, time management is crucial to manage the phases of
I LINRP2SOG &dzOO0SaafdzZte {23 G2 | @2AR dzy RSNJ
the duration of the feasible alternative needs to be considered to assess the differe
solutions. Negotiations should not be nexamding.

- Performance to Business C&$eWhen negotiating in a project, it is vital to check if the
final decision deriving from the negotiations is in line with the business plan: indeed,
the business plan pwvides the general outline for what should be achieved, so during
negotiations, contractors should take a suitable decision to the situation, of course, but
this decision should be as close as possible to what is specified in the business case

- Ethics:This attribute aimdo assess the degree of ethics of the chosen negotiation
tactic. This factor may not impact directly the outcome of negotiations, but ethics are
crucial for the longerm reputation of the contractors and the overall climate of
negotiations. This is why one should not disrespect the other contragtors
Furthermore, projectrelated organizations, such as PMI or Planning Planet provide a
general and clear code of ethics that any project manager should abide of.

- Degreeofriskt¢ I OG A O& dzadzl £ & OF NNE gA0GK G3KSY azy
Indeed, when assessing negotiations tactics in project manager, we should be aware of
the degree of risk that they trigger: they might be successful, but if theyikaty to fail
or even backfire, is it really worth the try ?

30Wideman Comparative Glossary of Project Management Terms v5.5. (n.d.). Retrieved from
http://www.maxwideman.com/pmglossary/PMG_P12.htm

slWestland,J. (2015, September). 5 Ways To MeasurgeRt@uccess. Retrieved from
https://www.projectmanager.com/blogdaysto-measurgorojectsuccess

32 Hunter,M. (2010, November). 12 Point Checklist for Successful Natjons. Retrieved from
https://www.businessknowhow.com/marketing/negotiationchecklist.htm

33 Code of Ethics (2017, September). Project Contrplanning, scheduling, comanagement and forensic
analysis Planning Planet. Retrieved frottp://www.planningplanet.com/guild/codd-ethics

34 SchatzkiM. (2002). Negotiation Strategy: Using the Authority Lisnitactics. Retrieved from
http://negotiationdynamics.com/authlim/
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- Realistic®: Is the feasible alternativeealistic?We will assess whether the feasible
alternative is easily achievable and does not require a lot of resources or, in our case, a
lot of specifc skills.

Step 3: Ranking attributes and development of the outcome for each feasible alternative

We are nowgoing to rank our attributes to determine which one is the most important, and
which one is the least important. To do so, we are going to usedhnecompensatory modebf

the Multi-Attribute Decision Making (MADM) methodechnically, we are going to cpare
each attribute with one another and wonder which of the two attributes prevails. Then, a score
of 1 will be given for the most important attribute and a score of O for the least important
attribute.

Impact on the Overall ImBacton tho lastita of Performance Dosyeaof
keholder's isfation of | R 5 S = to Business Ethics gr Realistic Ordinal Ranking
S S negotiations . risk
Impact on the
stakeholder's 0 0 1 0 0 1 1 8
relationship
Overall
satisfaction of 1 0 1 1 0 1 1 5
stakeholders
Relevance 1 1 1 1 0 1 1 6

Impact on the
lasting of 0 0 0 0 0 0 1 1
negotiations
Performance

to Business 1 0 0 1 0 £} 1 4
Case
Ethics 1 1 1 1 ] 1 1 7
Degree of risk 0 0 0 1 0 0 1 2
Realistic 0 0 0 0 0 0 0 0

Table 1: Ranking of the attributes, yuthor®

Thanks to this method, we can conclude that our attributes are ranked followingly:

Ethics > Relevance > Satisfaction of the stakeholders > Performance to Business Case >
bS3IFHGAGBS AYLI OG 2y aidl {SK2f RSNDastingdt | G A2y aKAI
negotiations > Realistic

3% HaugheyD. (n.d.). SMART Goals. Retrieved frohttps://www.projectsmart.co.uk/smagbals.php

3¢ Ranking of scoring attributes, author
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We will now determine the effect of each feasible alternative on each different attribute.

- Green good
- Yellow medium

- [ bad

Exdieme Commitment Take it or leave | Unreciprocated . Collabora Bluffing, Neutral _— aaed
demands & ) . Flinching ) puffing, " Belittling | cop, Bad
tactics it offers tion ) mediator
slow lying cop
Negative impact
antie Low Medium High High High Low High Low High Medium
stakeholder's E e B E B
relationship
Overall
satisfaction of Medium Low Low Low Low High Low Medium Low Medium
stakeholders
Relevance High High Medium Medium High High Medium | Medium Low High
Impact on the
lasting of Low Low Low Low Low Medium | Medium High Low Medium
negotiations
Performanice ty High High Medium High High High | Medium | Medium | Medium | High
Business Case & 8 8 8 = H 8
Ethics Medium High Medium Low High Low High High High Medium
Degree of risk Medium Medium High High High Medium High Low High Low
Realistic High Low Low Low Low Medium Low High Medium Low

Table 2: Assessment of the feasible alternatives, by auffior

Now we will weigh the impact of each alternative with the use of numbers, on the following

basis:

1 = high

0,5 = medium

0 =low

37 Assessment of the feasible alternativ®sauthor
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Extreme demands ) ) Bluffing,
Commitment : .. | Unreciprocated N - Neutral R Good cop,
& slo\.u . Take it or leave it et Flinching Collaboration puffing, nadlatar Belittling Badcop
cor lying
Negative impact on the
stakeholder's ! 0,5 0 0 0 1 0 1 0 0,5
relationship
Overall satisfaction of 0,5 o 0 0 0 1 0 05 o 05
stakeholders
Relevance 1 1 0,5 0,5 1 1 0,5 0,5 0 1
Impact on t-he.lastmg 1 1 1 1 1 0,5 05 0 1 05
of negotiations
Reciomance b 1 1 05 1 1 1 05 05 05 1
Business Case
Ethics 0,5 0 0,5 ik 0 1 0 (1] 0 0,5
Degree of risk 0,3 0,5 0 0 0 0,5 0 1 0 1
Realistic 1 0 0 0 0 0,5 0 1 0,5 0
Total score 6,2 4 2,5 3,5 3 6,5 1,5 4,5 2 5

Table 3: Weighted assessment of the feasible alternatives, by author

We will decide that every feasible alternative that has a cumulative score below 4,5 is not
acceptable. This being said, we can take off the following unacceptable alternatives:

- Take it or leave it strategy

- Unreciprocated offers

- Flinching

- Bluffing, puffing, lying

- Belittling

- Commitment tactics
Those alternatives have in common that they are all not really ethical and arebhaagdining
methods.

The following alternatives are still acceptable in regards to our assessment and criteria:

- Extreme demands & elv concessions

- Neutral Mediator

- Collaboration

- Good cop, bad cop.
These negotiations techniques are softer and are more likely to succeed, whoever the
contractors are and whatever their interests are.

38 Weighted assessment of the feasillieraativespy author
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We still have four remaining feasible alternatives to consider. To determine our final choice, we
are going to use thadditive weighting techniqué®: this technique is even more precise because

it takes into account both the rank of the feasilalkernative and the rank of the attributes, and
combine the two to get an overall ranking.

Extreme demands & slow S .
Step 1 Step 2 5 Neutral mediator Collaboration Good cop, bad cop
concessions
Normalized
Relative ranking weight (A) (B) (A)*(8) (C) A*(C) (D) (A)* (D) ((E) (A)*(E)
T
Negative impact on the
stakeholder's 3 0,3 1 0,3 | 0,3 : | 0,3 0,5 0,15
relationship
Overall satisfaction of 5 0,5 0,5 0,25 0,5 0,25 1 0,5 0,5 0,25
stakeholders
! Relevance 6 0,6 1 0,6 0,5 0,3 1 0,6 1 | 0,6
Impact on t.hellastmg 1 01 1 0,1 0 0 0,5 0,05 0,5 0,05
of negotiations
Perfi t
el t.armance ] a 0,4 1 0,4 0,5 0,2 1 0,4 1 0,4
Business Case
Ethics 7 0,7 0,5 0,35 0 0 1 0,7 0,5 0,35
Degree of risk 2 0,2 0,3 0,15 1 0,2 0,5 0,1 1 0,2
Realistic 0 0 1 0 1 0 0,5 0 0 [ 0
TOTAL 2,15 1,25 2,65 2

Table 4: Additive weighting technique tab, by authSr

What is the conclusion of this technique? The first conclusion we can clearly draw, is that
Collaborationoutweighs the other alternatives by far. Collaboration presents itself, for now, as
the preferred feasible alternative to negotiate successfully witikeholders.

However, after weighting the alternativésxtreme demands & slow concessioasd Good cop
& Bad cophave the same total score &f We are going to distinguish them by deciding in which
cases we can use the alternatives.

The good cop & badoprequires one party to have two people present in the negotiations (one
person to play the good cop, and another one to play bad cop). It can also be considered as a
tricky method because it cannot be used when negotiating with every type of stakebolder

this paper, the spotlight is actually on the stakeholders, and the fact that they have different
interests and level of power. We can also consider two issues with this technique:

39 Sullivan, Wickes & Kroelling (2014Engineering Economick5". Adaptation from planning planet. Retrieved
from: http://www.planningplanet.com/quild/gpccar/managaitangethe-ownersperspective

40 Additive weighting technique tab (2018), by author

© 2019 Tiphaine Helene Couanau www.pmworldlibrary.net Page 14 of 22
Creative Commons License BY v 4.0.https://creativecommons.org/licenses/by/4.0/



http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/
https://creativecommons.org/licenses/by/4.0/
http://www.amazon.com/Engineering-Economy-Edition-William-Sullivan/dp/0132554909
http://www.planningplanet.com/guild/gpccar/managing-change-the-owners-perspective

PM World Journal The importance of stakeholders during negotiations
Vol. VIIl, Issue IX i October 2019 by Tiphaine Couanau
www.pmworldjournal.com Featured Paper

- The adversary contractor decides to speak exclusively with one ofdh® 24kihe
technique is likely to fall apart.

- This technique can confuse the adversary contractérthis tactic can also send the
message that there are internal disagreements in your party, which is putting you in a
vulnerable position.

Extreme demands and slow concessiomsly require one person to do the job. It also has the
advantage to be adapted to all kinds of stakeholders and is an extremely common technique.

Finally, theneutral mediator alternative stands way below the other & alternatives, so we
can eliminate this alternative.

Step 6: Selection of the preferred alternative
Thanks to our additional assessment, we can now consider that the final weighted scores are:

- Collaboration: 2,65
- Extreme demands & slow concessions:QA45) = 2,15
- Good cop & bad cop: 2

Final alternatives ranking

3
25
2
15
1
0.5
0
Collaboration Extreme demandsGood cop & bad
& slow cop
concessions
B Série 1

Figure 5: selection of the preferred alternative, by autHdr

41 Shonk K. (2018, October 9). The Good Cop, Bad Cop Negotiation Strategy, Program on Negotiation at Harvard
Law School. Retrieved frotttps://www.pon.harvard.edigily/batna/thegoodcop-badcop-negotiationstrategy/

42 Shonk,K. (2018, October 9). The Good Cop, Bad Cop Negotiation Strategy, Program on Negotiation at Harvard
Law School. Retrieved fromnttps://www.pon.harvard.edu/daily/batnakheod cop-badcop-negotiationstrateqy/

43 Final ranking of the alternativé2018) by author
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Pareto Analysis:

After step six, the MultAttribute DecisioAMaking method showed tha€Collaborationis the
best negotiation tactics. Yet, how can we prove the real impact of applying this method-to real
life projects?

To do so, we will use a Pareto Analysis. The definition of this mettiodlis t F NE G2 | yI f &
prioritize decisions so leaders know which ones will have the greatest influence on their overall
321 fa FYyR 6KAOK 2ySa gAf® KIFI@S GKS tSFad Y2

To determine how we are going to assess the
problem. This paper aims to understand stakehaotlated failures and how to engage in peaceful
and successful negotiations.

We will compare the situationwithout and with a collaboration of stakeholders during the
negotiations processes.

The first graph will show us the case when stakeholders did NOT use collaboration during
negotiations process. As this paper is focused on the stakehoddtied cause®f issues or
failures, we will cite the different issues (or risks) that can occur without collaboration:

- Conflicts

- Lack of communication

- Reluctance to do concessions

- Poor longterm relationships

- Poor representation of all interests in the contract

44 Chad Brooks (2014, March). What Is a Pareto Analysis? Retrieved from
https://www.businessnewsdaily.com/61Bdreteanalysis.html
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Figure 6: Pareto analysis without collaboratidf

Now, the second draft will show us the change of situation when using collaboration during
negotiations.

Figure 7: Pareto analysis with collaboratitfh

4 Pareto analysis without collaborati(®018) by aithor

46 pareto Analysis with Collaboration (2018), hyttzor
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