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Abstract: Every project is implemented in a certain environ-
ment. In the external environment there are users and other
stakeholders, who can be connected with a social, natural or
economic force. In order to reach the purposes of project the
needs and requirements should be known still the problem is that
the needs changes continuously. Apart from that, each group of
stakeholders has an individual way of perceiving and express-
ing their thoughts. It is important to find a common language
in order to assure project’s success. In this article, the author
examines this issue in detail.

1. Introduction

An internal environment of a project and its surroundings can be identified in every
enterprise. In the literature and by the professionals each interest’s groups of people
and units is called stakeholders. Main players in these areas are project executors
(internal environment) and receivers (external environment). Each of these groups has
its specified non-financial or financial requirements and purposes. It can take diverse
forms for instance the projects makers have expectation regarding the work time
and salaries, the authorities control each step and approve each important decision,
suppliers also mix deliveries and negotiate prices similarly as customers (Eskerod and
Lund Jepsen, 2013).

Contractors have limitations dictated by sponsors and customers, while receivers
expect to obtain, as a result of a project, a final product that will satisfy their needs.
The stakeholders management implies the effort and costs but it can help or harm
the success of project. In fact the success of the project is defined as the execution
of the needs of the stakeholders so the final product should be a sign of contractors’
understanding of its future users’ experienced and detailed needs.

2. Understanding the needs

Stakeholders of the project execution only experience negative consequences and do
not understand the reasons for contractors’ choices and conduct, they feel dissatisfied.
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Lack of understanding and will for accepting negative consequences occurs.

2.1. Language of communication in different environments

Words and actions of the construction experts can not be correctly interpreted by
infrastructure’s users without enough explanation. That makes their lives harder and
is an obstacle in project realization, and not as an answer to their need.

Subjects that observe a need’s existence and desire to satisfy it have no precise
idea how it should be realized and therefore fulfilled.,They can precisely state their
needs, commonly referred to as functional. Experts who formulate technical require-
ments stemming from functional needs use different terminology and syntax. e.g. a
customer’s need ’I want to commute from home to work faster ’ is formulated in a
more measured way (numerically formulated goals) ’shortening of commuting time
by 30km/h by building a city bypass on JK route in a 2 year period.’ The language
experts’ and people’s who cannot individually satisfy their needs (since they do not
have proper knowledge and opportunities) use is different. Users specifying their
needs require specialists’ help in order to carry out a project (Budner, 2003).

Oftentimes, experts do not realize that society has no comprehension regarding
choice of solutions generated by them. They express lack of understanding and get
surprised when conflicts and protests arise. Specialists do realize that a few month
lasting difficulties in traffic on a certain section of a road serve the purpose of reaching
compensating advantages, but they are also aware of the fact that they have chosen
the most advantageous opportunity for transition, and that the variant was elected
in a process of analyses conducted by a wide circle of experts. Moreover, building
companies often make their own work more difficult by allowing minimum traffic in
the roadwork area. This action often remains unappreciated by road users who see
difficulties without pondering that a full road closure would make refurbishing and
building works less complicated, which in turn would shorten the time allotted for
the project and could decrease direct costs.

2.2. Cost of external stakeholders

Contractors have problems identifying and understanding receivers and other external
stakeholders’ needs by default. There are biggest difficulties in creating constructive
dialogue between them. Unfortunately, it often turns out that people declaring a need
for introducing improvements cannot accept negative internal costs, especially those
concerning the execution stage of a project. They do not focus on identifying future
advantages of an incentive - that is a way to make their desires come true, but only
focus on current difficulties. It may happen that stakeholders who bear the costs of
a venture’s execution are not often stakeholders of a particular product so they see
only obstructions.

Conflicts and protests that may stop project’s realization arise. That is why it
seems necessary to direct contractors’ attention not only to recognize needs, but also to
explain to receivers the possibilities of satisfying those needs and their consequences.
It decreases the probability of conflicts arising and enables getting information which
may increase the likelihood of project’s success.
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3. To the consensus

3.1. The resistances in the changes

For fear of negative consequences that can occur or simply of a change of the sta-
tus quo, these people raise objections. Projects mean change, and according to K.
Adamiecki’s law of inertia of habits ’every change gives rise to resistance’. People
experiencing discomfort find it difficult to accept changes that are not entirely un-
derstandable by them and are caused by decisions based on reasons unbeknownst to
them. They do not agree on solutions that make their functioning even more difficult
than it already is.

Some attempts to ensure mutual understanding of interested parties should be
made in order to reach consensus. It is most advantageous for the dialogue to be
conducted before the stage of project execution and establishing main construction
assumptions, so that it is possible to make changes at a cost that is smaller in compar-
ison to altering works that have already started. Apart from that, a receiver who has
actually agreed for the project to start in a particular form is less likely to withdraw
their declaration. This in turn decreases the risk of altering or stopping the project,
and makes it well tailored to suit both receiver’s and client’s requirements. Following
this way of reasoning, using a language that will enable mutual understanding and
effective dialogue is encouraged. It is of utmost importance during the time of plan-
ning the project, so that society is not presented with a fait accompli and is left some
room to influence the plans. If conclusions are drawn while planning, and not during
construction and resource allocation, costs of implementing changes will be smaller
(Żmigała, 2007).

3.2. Possibility of cooperation by dialog

Various ways of communicating among project’s executors, product’s receivers and
other influenced subjects may be used. Society and other potential lobbies usually do
not have the choice of available options. Solution is designed and dictated by a circle
of experts. Contemporary information society wants to know what is happening. It
wants to be informed and to participate in making decisions that affect their func-
tioning, or it only wants to influence the state of object in question. E.g. in the case
of a bypass around Augustów subjects unrelated with this particular region, more
focused on environmental than economic issues, became interested and stopped the
construction despite the fact that those directly interested and in favor of the project
expressed a radically different opinion.

Currently, public projects use so-called social consults. They verify external stake-
holders’ needs and are usually one-sided. They serve the purpose of collecting data,
but it is not obligatory to draw any conclusions and take them into consideration in
further planning. Practically, society is rarely informed about executor and sponsor’s
motives, and about changes introduced to the project after a consult.

The first action to be taken by executors before the execution itself starts is to un-
derstand stakeholders’ requirements in order to properly plan resources and activities.
So as to live up to both internal and external stakeholders’ expectations, goals of key
stakeholders, inter alia external ones and project’s sponsors, should be formulated.
To do so, it is necessary to recognize needs and characteristics of the environment
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in which they arose (origin of requirements’ shaping). This can be done through a
focused interview with a group of people representing stakeholders, although focusing
participants’ attention on ways of solving a problem instead of current difficulties may
pose a big challenge for the moderator. Special webpages devoted to the particular
issues and enabling the discussions are also created. Expert consults use the Delphic
method it means the consultation with independent specialists. This analogy for col-
lecting independent objections can be used in gathering and selecting opinions, fears,
wishes and other elements connected with project’s key stakeholders’ demands.

4. Creating society-owned infrastructure

In case of publicly funded projects aiming at creating society-owned goods, some
difficulties in identifying all the external stakeholders may arise. Then, apart from
sponsors, only a few key interested parties which possess proper resources and means,
and can hinder or stop project’s realization are identified. In case of the projects whose
budget anticipates social consults and other soft measures, it is possible to extend the
needs identification process to contain more subjects – those definitely interested and
also those who can potentially impact the process and its results. This helps in
adjusting project and its product’s execution to needs of a wide circle of stakeholders.
Negligent verification of external stakeholders’ needs and inattentive consults at the
particular stages of project’s realization, coupled with failure to take conclusions into
consideration and inappropriately scoped social consults may increase the risk of
changes after the project has started, do harm to goal accomplishment and cause it
to not fall within its limitations or turn out to be a not only a financial waste. Thus
the project will not be successful in fulfillment, with budget and time limitations,
and with specified scope, the demands of stakeholders who were identified as key
in consecutive stages. Should social consults undertaken be too extensive, project
activities may become unnecessarily complicated. Diagnosis of the environment and
its conditions comprises stakeholder analysis. It consists of identifying stakeholders
that are directly and non-directly involved in the project and separating those of
key importance. Roles of the interested parties are to be determined in the next
stage. Various methods can be used here, e.g. Ameba method (Ameba – IT tools for
diffusion of innovation – Alan AtKisson, Believing Cassandra, 1999) which singles out
innovators, change agents, reformers, conformists and reactionaries. Role description
is done based on their participation analysis in each area of work and can be completed
with a description of their possible ways of influencing the project. Such an analysis
should take into consideration possibility of impact and type of project-stakeholder
relationship, therefore outlining particular stakeholder’s attitude towards the project
and its product, as well as its strength of influence.

4.1. Conclusions

The project is formed in the environment, which can either have positive or negative
attitude towards the project, and therefore have a corresponding effect on the ability
to deliver it with success. In accordance with the present course of conduct in order
to meet the demands of internal and external stakeholders, should, in particular, to
formulate the objectives of the project sponsor and external stakeholders. Achiving
this goal would be to first understand the needs and describe the environment in
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which they arise. Then check the level of their understanding of the project team.
Harmonization of both internal and external stakeholders’ expectations is vital. It
means that projects should neither be contradictory with expectations and suggestions
of key groups (collected as a result of mutual communication) nor undermine their
knowledge, but should make solutions that are ready or in the works (depending on
the stage) complete. This should result in deepening the knowledge about particular
issues and adapting already existing ideas, therefore providing additional information
concerning specification of aforementioned issues (Jakubczyk and Wirkus, 2013).
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