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PREFACE

The International Scientific Project Management Conference organized by the
Professional Association of Project Managers of Latvia iromeration with theResearch
Institute of the Project Management of the FacultyBoiness, Management and
EconomicsUniversity of Latvia has now become a proven value fothgear in a row. Its
international recognition has considerably grown and similarly has the quality of the submitted
articles.

The articles in the proceedingse aimed at both theory and practice. They present
extensive depiction of the contemporary situation in project management by covering the
internationally applied methods and tools, the standards project management methodology is
currently based on andwidopments expected in the field in the nearest future.

In the articles professionals set forecasts for the future project practice. The forecasts
underline the importance of project manager so
as a project wdrorganizer, leader and competent implementer cannot be overestimated. Project
success defineteley depends on project team. Several articles of the proceedings deal with such
project management part as human resource management and competencies in project
management.

I n project management processes itods i mpor
management what was topical for several aut hor ¢

For the last decade we can see significant increase in IT project managemeng practic
development. Recent studies have paid attention also to practical and theoretical aspects for
application ofAgile methods in IT project managemed also this year increased research in
the field of social aspects in the IT project management

Proje¢ management is closely connected with the risks influencing the project
time-span, costs and quality. The issue of coping with project risks, implementation of risk
planning and supervision of the subsequent process is disouibad construction andQT
industry This year for the first time also study in the field of Defence has been introduced.

Project management applies not only for business environment. In the global context
those tools and methods have been implemented also in public admimist®aieral research
results for project management in the public sector have been presented also in this publication.

All above mentioned practical study cases makes a conference content and will be wide
discussed by project management experts, practisi@mal scientists from different countries.

We are thankful to all involved persons and supporters what invested their time to
organize this important event. We wish to all participants and readers of this book reach new
practical horizons in the projestanagement field.

Prof. emer)Dr . oec. Ganeta ||

Chairman of the board of the Professional
Association of Project Managers

Preface 5
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PRODUCTIVITY & INNOVATION ASA SUPPORT IN PROJECT
MANAGEMENT: A STUDY THROUGH CONSTRUCTION INDUSTRY IN
BRAZIL

Adriano A. R. Barbosa, Professor aFederal Institute of Sao Paulo, Brazil;
Postdoctoral student at Riga Technical University, Latvia

Abstract

Construction in Brazil occupies an important role in the economy, with direct participation in the GDP and
acting on an extensive productive chain of suppliers, commercializativices and maintenance. The sector

has undergone major changes in recent years, facilitated by factors such as the resumption of public
investments, the creation of laws that facilitate the construction of real estate, investments and funding of
externalresources. However, the sector faces problems of productivity that can meet the growth needs of the
sector. The aspects of lack of skilled labour, nonconformity, low quality, high tax burden, outsourcing and
informality of the workforce were not yet adedgly addressed and resolved. This article illustrated the
economics Brazilian construction scenario. Through the use of indicators of innovation, productivity, economic
growth and project management actions, the main challenges of construction imBeetiyiare reported. A
proposal for implanting productivity and innovation steps in construction sites is presented, searching for
possible paths for the sector allow their improvement, in times of increasing productivity and competitiveness
in the globakconomy.

Key words: Productivity Innovation; Construction; Developing Countries Economidanagement;
JEL code: O1; O2

Introduction
Brazilian Construction Scenario of the Last Decade: Economic growth of the sector

Civil construction in Brazil, starting in 2000, once again plays a leading role in the
national economy and is on the road to a new and important virtuous cycle of growth.
Construction as a development lever has important smginomic standpoints, helgjrio cope
with the housing shortage, as well as contributing to infrastructure solutions, which constrain
the country's rapid growth. The industry continues to be one of the leaders of the current pattern
of economic growth in the count(ginduscon, 2015)

The construction sector has a significant seetmnomic role in Brazil, with a formal
participation of 5.6% of total salaries paid to workers in the Brazilian economy and 9% of
employed persons. The building industry needs more growth. In 2010, ak#éidr housing
shortage was estimated at 6,273 million households, of which 82.6% are concentrated in urban
areas (IBGE, 2015).

Data on the expansion of construction indicates that there is robust growth in the sector.
Between 2006 and 2018pnstruction investments totalled more than 39.3% of the country's
gross fixed capital formation (FGV, 2011). Fig. 1 shows the evolution of cement consumption
in construction in Brazil in the last years. However, in comparison with the growth of the
country, it can be seen that Brazilian construction has not been following the real growth of its
GDP in relation to National GDP (Fig. 2). Although improving compared to the previous
period, the proportion of growth in relation to national growth is smallhéodetriment of
achieving better results and proportional development.

8 Barbosa A.R. Adriano
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Figure 1.Jobs generated in construction. Figure 2.National growth in relation
to Construction GDP in Brazil.

Factors impeding faster development of the sector

It is also considered that the sector has high indices of informality andnselbyed
professionals that amounts to around 40% of workers in some regions, which can be explained
by the large amourof light construction, maintenance and repair, where a great part of the
workers exercise their professional activity as-eeatployed (Dieese, 2011). The construction
industry has different characteristics to other industrial sectors, including thre pathe raw
material and associated products, as peculiarities of its production process. In Brazil, the
products are variable and complex and may vary according to region, with a long useful life,
while the production process involves a large numbeplayers and a large quantity and
diversity of inputs. It has a high staff turnover and low education level of workers. Currently, it
is oriented by the decentralization of activities and by the discontinuity of the productive
process, as the services angtsourced and the worker does not participate in the whole
construction process of the project (Isoldi; Sattler; Gutierrez, 2009). Since 2015, Brazil has
faced a scenario marked by fiscal deterioration, political uncertainties, economic recession and
inflation exceeding government targets, construction has been recording falls that will slow the
growth of the sector.

Productivity in Brazilian Construction
The patrticularities of the sector

The production process in construction is a relevant aspeananagement and
productivity analysis. No two construction projects are exactly the same and vary in many ways
such as design, size, capacity, utilities, location, orientation, and so on. When projects are
planned and budgeted based on historical datjrtportant to consider the differentiators and
variables unique to the project and factor them accordingly. All projects are unique and have
some variables. In this way, the construction requires management indices associated to the type
of project, to tle workers and production methodology to obtain reference results.
Productivity measurement in construction

Productivity is influenced by many external factors. These can be related to the quality
and comfort of the workplace, with the quality and quardftyork tools, with the motivation
and number of workers, with the climatic conditions and with the degree of difficulty associated
with the productive process, among others.

Barbosa A.R. Adriano 9
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The productivity evaluation models are derived from the mass productionrinduisere
most of the working conditions are predictable unlike the construction industry, where the
number of unknowns is immense and impossible to know previously. Measurement provides
performance information to workers, ensuring greater control andsabgity of improvement
in those aspects that have not demonstrated the maximum yield. It is only possible to improve a
task when there is a physical evaluation of it, which makes the measurement of productivity an
indispensable part of any industry.

In this way, the basic tool for productivity management is measurement, resulting in
several methods of measuring productivity in recent years. In Brazil, the adoption of
measurement of sector productivity by construction companies is limited. Measurement is
basically based on productivity on a global basis and on the financial results obtained in the
activities and stages. However, global market demand, and the competitiveness and demand of
customers and investors, have altered the conception of some cesipetihave been looking
for alternatives to structure the management of production and to to reduce the number of
workers in constructions sites
Construction Productivity in the Brazilian Economy

The use of a productivity measurement of a process idasito the evaluation of the
performance of a work model, for a later analysis before other similar processes. Productivity
indicators are present in most organizations that are active in several activities, since the
measurement and control of this iratior is a guiding factor for the achievement of high
performance results, continuous improvement, cost reduction, quality improvement and
maintenance of the organization's sustainability.

According to the World Economic Forum (WEF, 2015), even withettenomic growth

of the last years, an analysis of industry productivity in Brazilian economy identifies the low
levels of productivity of the workers in relation to other countries (Fig. 3).

19.764

Colombia 699 23.208
Peru 662 24.054
Mexico 52¢ 35.579
Chile 519 35.864
Argentina 489 37.589
USA 32 105.969

Figure 3.Productivity of each worker in the countries (US$ ¥ear).

10 Barbosa A.R. Adriano
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From the point of view of the growth of production and the economy (WEF, 2015),
Brazil's productivity in relation to other developing countries in the last decades (Fig.4).

China

India
Russia
Argentina
Indonesia
South Korea

Brazil )
0 1 2 3 4 . 6 7 8 9 10
Brazil South Indonesia Argentina  Russia India China
Korea
2001-2011 1,2 2,8 3,7 4 4, 5,5 9,7
1999-2000 15 51 2,7 37 04 35 9,1

Figure 4.Productivity Growth: Average rates by selected countries (%)

There is a consensus in the identification of the main factors that influence productivity,
but there remains no clear answer to the correct correlation between them, although there are
some mathematical models that propose to explain this complex relation, but that are unable to
respond satisfactorily to some phenomena. However, China may be cited as an example of a
country that invests in education and the maintenance of an environmens gadtemely
conducive to the implementation of new business, and however questionable the policies
adopted by this nation to achieve and maintain high economic growth and productivity, its
success is irrefutable.

Quality development in construction sites

The introduction of new management models by the construction companies, which
consider quality from a strategic perspective, is the result of a series of factors that characterize
the <current situation of Br azi kctoa ISO qualityst r uct i
standards have not been developed focused on the construction industry; it is fundamental to
undertake a discussion of their requirements in order to enable their implementation in the
sector. An efficient construction site project, ihddion to ensuring the safety of its workers,
brings in its core qualities that reflect in the total performance of the enterprise, such as:

1 Better use of the energy expended by the worker;
1 Rational use of equipment;

1 Optimization of time (human amdaterial resources);
1 Rationalization of activities and use of spaces;

1 Minimizing interference that can cause waste.

In Brazil, a growing increase has been observed in the introduction of improvements in
the search for quality in construction sites. Mooepanies have developed checklists, work
orders, logistics and material storage, accessibility, quality tools, compliance with safety
standards in workplaces, implementation of ISO certifications, Integrated Management System
and the implementation of thBrazilian Program of Quality and Productivity (PBO®R.

Barbosa A.R. Adriano 11



. Project Management Development Practice and Perspectives

| Sixth International Scientific Conference on Project Management in the Baltic Countries
| April 27-28, 2017, Riga, University of Latvia
‘ . ISSN 22560513 e-ISSN 2501-:0263

Even though initially the awareness and training reside in the top management of the
companies, through the directors and managers in search of a lean model, it is perceived that the
demand for poductivity is essential for development of the sector.

Project Management in Brazilian construction companies

Productivity measurement

An increasing number of studies on management and quality have been observed in
recent years in order to identify defincies in the process and propose solutions for
performance improvement in Brazilian construction. Modern construction technology is
employed by companies that use technical and scientific knowledge to develop their systems
and constructive processes. tlme Brazilian construction industry, it is evident in the last
decades that it has presented an increasing technological demand, mainly related to the
productive processes. This growing demand is reflected in the gradual replacement of artisanal
processedy mechanized activities that incorporate a higher level of industrial technology.
Thus, the acquisition or development of technologies, and the awareness and training of workers
for industry become an essential issue for the competitiveness of comdauiss, 2013).

However, it is observed that the adoption of measurement of sector productivity by
construction companies is limited. Measurement is basically based on productivity on a global
basis and on the financial results obtained in thevitied and stages. These of productivity
indicators in Brazilian construction is illustrated in the figure 5

Do not use indicators

in a systematic way
41% m? / man-hours

m?2 / equipment

mm m?/day

20% mm Other indicators

Figure 5.Use of productivity indicators in Brazilian construction.
Source:EY Brazil, 2014.

Project management maturity

The maturity of project management refers to the continued development in the process
for strategic analysis and decision making in the company. The appropriate level of maturity
may vary for each organization based on its goals, strategies and capaldlitaysis of
Project Management Maturity can help the company identify gaps and take important
operational steps to improve its entire culture around project management.

In Brazil, the construction sector has sought to adapt concepts, methods arglteschni
developed for industrial production environments. However, these systems are not always able
to adapt to situations that occur in civil construction, causing them to end up generating
inadequate and inefficient systems (Martins, 2013).

A continuing stidy on the maturity of project management by companies in the
Brazilian construction sector involving medium and large companies that have project
12 Barbosa A.R. Adriano
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management models accompanied by qualified professionals illustrate the scenario of the
construction industrylts latest indicators involve 415 organizations in 7,885 projects. Of this
universe, 15.2% are from the Engineering and Construction areas (Archibald & Prado, 2014).

Fig. 6 illustrates the Construction average cost overrun of the companies sasd

shown.
30%

30%
& 21%
§ 20%
%
e
§ 12%
5 10% - S
: -
| .
&

0%

Level 1 Level 2 Level 3 Level 4 Level 5

Maturity Level

Figure 6.Construction average cost overrur(Archibald & Prado, 2014).

In engineering and construction companies studied, it is observed that only 11% of them
reach 80% (level 4/5 maturity), representing a maturity average 2.9 (Leveb&3p of the
maximum allowed in the analysis. This value can be considered good, considering the short
time in which the Project Management subject became popular in Brazil. But it is certainly a
low score considering how much still has to be done (ArtthikaéPrado, 2014).

The proposed maturity study of project management also addresses the analysis of the
types of organization and the distinct differences observed in the private and governmental
sectors. Fig. 7 shows the cost overrun by Brazilian orgamizgype, as illustrated below.

40%

30%

20%

11%

Percentual Average Cost Overrun

10%

O% +
Private Organizations Government - Direct Government - Indirect Non Government
Administration Administration Organizations

Organization Type

Figure 7.Cost overrun by Brazilian organization type(Archibald & Prado, 2014).

Barbosa A.R. Adriano 13
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According to the organization type, it is observed that the Government reaches a
percentage more than 100% of differentiation with resfoeitte private organizations.

Importance of innovation in strengthening growthness

There is broad consensus on the role of innovation as a major source for countries'
economic growth. The relationship between innovation and economic growth has been
demonstrated by several studies over several decades that have found positive correlations
between various measures of innovative performance and economic growth.

It is through innovation that productive knowledge and creative ideas are transformed by
companies into products and services with greater added value and novelty. It is notdey chan
that several governments have recognized that innovation has been playing an increasing role in
the growth of their countries. For example, over the last 25 years, innovation has accounted for
more than 60% of UK economic growth. Innovation appearsnasod the main drivers of
development and main motivation for the need for industrial policy. Precisely because of this,
the competitiveness indicators try to capture this dimension of countries' economic development
processes. The Index of Industrial Caatifiveness Development released by the United
Nations Industrial Development Organization measures industrial competitiveness as the
capacity of countries to increase their presence in international and domestic niarkets
including indicators that seek tmeasure the success of nations in diverting their productive
structure towards sectors that would be more innovatimsive.

Fig. 8 compares research and development (R&D) spending in some countries. Typically,
more developed countries have relagvilgher expenditures as a proportion of GDP. South
Korea, with an R&D expenditure of 3.6%, is larger than the developed countries selected in the
sample. Another highlight is the substantial increase of this variable for China. Brazil has made
little progress in the last decade and it is small compared to emerging countries like Russia.

South Korea
Japan
Germany
USA

France
China
Russia

Brazil

o0 1 2 3 4
Figure 8.R&D investments in relation to GDP by selected countries (%).
However, innovation should not be related only tolR&r patents. For companies in

emerging countries, although R&D labs are rarer, many innovative activities can be found in the
practical and commercial application of ideas not necessarily linked to eattgegtechnology.

14 Barbosa A.R. Adriano
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At the same time, significaribnovations can emerge not only from sophisticated labs,
but also from engineering areas. Therefore, a broad concept of innovation encompasses the
implementation of changes in products and services, processes and organizational systems. In
emerging countds, innovative activities often lie in engineering and design. In a second step,
they can form the foundation and preconditions for achieving vabales R&D activities.
Enterprises from the emerging higgch world have begun their trajectory with dupiva
imitation. Imitation practices can be preconditions for the implementation of more sophisticated
engineering and R&D activities, including the expressive generation of patents (Martins, 2013).

Much of the innovation does not depend on science, lamdeicombination of existing
technologies accounts for a large part of innovative activity over the past 50 years. Fig. 9
illustrates thescales of types and degrees of innovation, as shown.

Relatively Creation of
Creative corn'ple?( Non-original New technologies
fnsiasticas (Admodlflpation designand and production systems
val?ced m-cremental develooment (Breakthroughs)
innovations) ) + Engineering (¢ R&D +E
—T
Relatively Complex Original
Simple modification (1l,(,‘,{,,1‘,,‘(1
Adaptation (MOC{“’U’ and development
Imitation (Basics incremental architectural o s
innovations) innovations)

Much of the successful innovations
in the world are derived from
recombination of existing technologies

(incremental change)

Figure 9.Scales of types and degrees of innovation.

In the longer term, rather than focusing on innovative activities, it is important to
strengthen the technological capabilities that allow companies to move from innovation to an
advanced R & D. Technological capabilities are a stock of resources based on hpitan ¢
technicalphysical systems (software, hardware, labs, databases) and organizational systems,
such as routines, procedures, standards, etc. The accumulation of technological capabilities, at
the level of companies and industries, is fundamentadonomic growth.

Challenges of construction companies in Brazil and proposals for actions

Although Brazil has obtained good economic growth rates, the literature indicates that
there are several aspects to be faced. Studies indicate Latin America'solmomé growth
relative to other developing countries. Differences in growth rates of labour participation or the
accumulation of capital (human in the form of labour skills and physical in the form of capital
per worker) typically pale in comparison witthe gap opened by lagging productivity
improvements, or reversals, in the typical Latin American country (Ungor, 2016). The
productivity failure can be traced to distortions in the workings of the economy that drive
aggregate efficiency below the technatag frontier (Blyde & Arias, 2006).

Among the main challenges in civil construction, the following stand out:

Barbosa A.R. Adriano 15
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reducing the informality of the workforce;

statutory, labour and social security reforms for companies;

government investments to increase andrbve professional education;
encourage to raise level in small and medisimed construction companies;
partnership between companies and educational institutions to promote R&T;
continuous training in companies;

insertion of management tools and indrat

tax incentives for companies to invest in management and knowledge management;
continued monitoring of indicators and tools for sector improvements;
insertion and innovation indicators.

Proposal of actions based on productivity and innovation availabl

A control option is planning is through actions based on productivity and innovation
available in the company or in the market, which is known to those involved.

The productivity control associated with the value added in the activity and the
innovationsavailable in the company can be managed in the construction industry through the
API Tool. It is a proposal for simplified control of the priority actions to be provided by the
company, focusing on productivity optimizations in the most significant itdragnificant
value added, which have alternatives and / or innovative solutions available in the company or
in the market. Figure 10 illustrates the proposed API Tool, as shown.

= =4 -4 -_a_-8_8_9a_9_-2_-2

Actlons based on available productivity and innovation APl Tool

Productivity 4> |Productivity \ [Productivity 7 | Productivity
Added Value v |Added Value ¥ |Added Value 1 | Added Value
Innovation ¥ |Innovation ¥ |Innovation V| Innovation ¥

Priority
Productivity / |Productivity \ |Productivity 2 | Productivity ::::I':m
Added Value \ (Added Value V' |Added Value 1 [ Added Value 1 Good
Innovation % |Innovation * |innovation * |  Innovation * Innovation Line |deal

Productivity Line

Figure 10.Proposal of a management tool that identifies priorityactions based on productivity,
associated with added value and available innovationAPI Tool.

From worksheets to job productivity and value added, options for implementing
improvements through innovative solutions known to those involved and applitable
processes are indicated. It is a simplified option especially for companies that are unfamiliar or
specialists in project management, but need to be guided by indicators for decision making in
the planning and development of processes.

The main objectie is not to use this tool, but to suggest the adoption of degisiding
that adopt the productivity and added value associated as parameters and using methodologies
already tried by the involved ones. Making the actions available to professionalsaea m
pleasant beginning and does not change the daily routine of professionals. In Brazil, especially
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in the construction industry, it is observed that the traditionally high margin of gains and
coefficients of safety make the control global, which makesfitult to act in Gaps. With the
globalization and advent of information technology expanded today, the industry needs
transformation, which is felt especially in times of crisis, as today.

Conclusions

Planning and control are interlaced processes fttrat a continuous cycle. While
planning is a praction decisiormaking process and aims to set goals and course, control is a
process that ensures that the course of action is maintained and that desired goals are being
achieved and how much margin Expeet and unforeseen events. Brazil needs to overcome
difficulties and restore growth in order to converge with the socioeconomic pattern of developed
countries. It is of the utmost importance for construction firms to increase competitiveness,
which depend®n raising productivity and developing innovative technological capabilities.

In view of the literature, the size of the Brazilian challenge in the pursuit of higher
productivity is clear, and that it incorporates the necessary innovation, both effactive
lasting, since success depends on changes to the main structural problems of Brazil, such as
social and cultural limitations due to the low quality of Brazilian education, lack of
infrastructure, excessive bureaucracy, levels of informality in thefarmek high tax rates and
little investment in technologies.

In addition, it is not only the government that needs to leave its comfort zone and seek
new actions to promote efficiency, companies must invest in the renewal of their productive
processes ahin the development of really effective management processes, but such actions
derive from increased competition. Therefore, there will only be productivity growth if we work
in partnership. An action proposal for improvements would be the adoption ahagement
that uses productivity and its added value associated as parameters and using innovative
methodologies and solutions already tried by those involved.

The success of a construction compargnnot be basically defined in terms of
profitability andsuccess in the project. Control and planning to support strategies and support in
the competitiveness of the sector, make companies have a need for strategic indicators, such as
those involving productivity and innovation, in line with the interests etttmpany.
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STAKEHOLDERS COMMUNICATION APPROACH: A NEW ERA

Bragantini Damiano, PMF, Megareti SpA
Licciardi Matteo, Megareti SpA

Abstract

The aim of this paper is to demonstrate that as communication must be transparent and clear and
democratic, this means know why and with whom we are communicating. Are stakeholders all equal? Do
theyneed the same strategic communication approach?

Throughouta literature review that suggestsw to identify the stakeholders and how to manage them, it
is proposed a new communication oriented approach as it is established thavayteommunication
approach is the business model for the future.

It is suggested to investigate relationship agteement attributes to help the project manager in
categorize the stakeholders from the point of view of communication approach. These attributes are
strictly connected with communication strategy as they could be modified through the right
communicatom ppr oach. Al so ités suggested to share the id
identification phase of the risks, in order to buikksgstakeholders matrix that should be integrated with
relationship and agreement attribute for each stdéeho

For eachstakeholdeshould be ethical to shape the more appropriate communication approach.
By using a new paradigm of the wéthown rhetorical triangle, pathos, logos and overall ethos are the
constraints to solve to build the right communicatproach for each stakeholder.

The results of this study reveals that the application of the new attributes, relationship and
agreement throughout tistakeholder shapeol, combined with the rengineered rhetorical triangle will
drive the project manger toward the right communication approach for each stakeholder and a successful
communicatiorplan.

Key words: stakeholders, communication, ethipsoject management
JEL code: 015, D8

Introduction
In literature there are many definitions on what stakeholder, indeed the debate is very
open, sometime confuse and contested (Miles, 2012). One of the most accepted definition is by

Freeman (Freeman, 1984) fany group or individ
achievement of btileetarvgasmi 2adtaitorndés qui te similar
AAn individual, group or organization who may
affected by a decision, activity or outcome of

These definitions are, indd, very widely and without any doubt, to stay alive, the
project manager needs to assign attributes to each stakeholder to manage him/her in the best
way.

In literature the most used attributes to analyze and prioritize the stakeholders are:

Apower,

Alegitimacy

Aurgency

Aproximity
where (Snauwaert, 2012):
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AhPower is the ability of those who possess
desire (Salancik & Pfeffer, 1977)
ALegitimacy is a generalized perception or assumption that the actionseotignare
desirable, proper, or appropriate within some socially constructed system of norms,
values, beliefs, and definitions (Suchman, 1995, p. 574)
AUrgency is the degree to which stakeholder claims call for immediate attention (Mitchel
et al., 1997)
AProximity is the degree to which stakeholders are closely associated or relatively remote
to the organization/ project (Bourne & Wal k.

Al so, there are different models for <cl assi!
passive, depemtitandnoss t akehol der 6 ( Mai nardes et al ., 201

In the vision of Mitchell et al. (1997), the classification options are: dormant stakeholder,
discretionary stakeholder, demanding stakeholder, dominant stakeholder, dangerous
stakeholder, and dependerakstholder.

In addition, stakeholder classification is not confined only to human beings. Maheshwari
and Pill ai (2004s)ocailaslod scu gagsessitf iac aimom i n whic
flora as well.

As we can see, still, there are many waystarditure to identify stakeholders but always
with the aim for the company fAof which of them

strategic issues, as all sides wild/l not al ways
(Maheshwari et al. 2004) . N e v emayt dorarhurication a@ndh\ codpevaiion with
stakeholders represents the business model of t

Stakeholder classification is a very complex topic and it is fundamental that the project
manager (and program gortfolio manager) classify them in order first of all to rightly
communicate with each stakeholder.

With the aim of a better focus on stakehol de
was presented called the StakeholderShape (StSh) (Bragantinii 2Bd#antini, Ferrante,
2014).

Basically the tool suggest to integrate the identification phase of stakeholders and risks in
order to build a new stakeholders/risks matrix, that is one of the element to shape the right
communication approach for each sth&lder (Table 1).

Table 1
Stakeholdershape tool activities

Initiating Identify Stakeholders Collect also agreement and relationship values (absolute values from 0

While compiling riskgegister also introduce for each stakeholder the

Pl ety [RIEes influence for that risk comes true (percentage)

Source: Bragantini (2014)

The attributes used in the stakeholdershape tool, relationship and agreement, were chosen
because are strictly correlated anfiuenced by the communication activities that the project
manager can take over the project.
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In this way the stakeholdershape tool grants the mapping of each stakeholder as part of a
broader vision (systemic). Each stakeholder has his/her own shapesamapped, firstly,
considering relationship and agreement that are attributes much more important to build the
correct communication plan.

The mapping of the stakeholders is, in this paradigm, functional to the building of the
communication plan (Figurg, Bragantini and Caccamese, 2015).

Shedute
Gm| < w
Ar——
/ managerment
rd N\
Stakeholders dashboard ,

Rishs/stakehalders matrix

Attract

The Stakeholdershape Cngagement Cycle

Fig. 1.Stakeholdershape iterative process (Bragantini and Caccamese)

No doubt, therefore, that communication is not only a personal competence or skill, but
also and overall, should be recognized that communiciiarprime mover in the execution of

a project

(or

program or portfolio):

AWi thout

or even life. Human is a social creature, so he/she lives in a group, which demands continuous

exchange of

Communication

i Nnt £8okr angakt 0i , 0 N200 1(1VYz. i

In common practice at least 70% of project manager time is dedicated to communication,
and some sources suggest a higher percentage close to 90% (Bourne, 2009). Communication
(from the Latincum= with, andmunire= bind, build, and always from the Lattcommunico=
to share, to participate) is sharing something with someone, and stakeholders are precisely those
with whom such sharing should be implemented. It is therefore evident that stakeholder
management is strictlyrlked with communication. And vice versa, communication is sharing
information to and from stakeholders.

As stated

in A Guide to the Project

Manageme

T Fifth Edition, one of the interpersonal skills of a project managerommunication. In

addition, The Standard for Program Managenie® e c o n d

Bragantini Damiano, Licciardi Matteo
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i mportant competence, however, i's communicatio
tool for managing stakeholderso (PMI, 2008).
The communicatio process is undoubtedly complicated and it is for this reason that
many projects fail. The communication is the prime mover for a successful project: fostering
communication between stakeholders can lead to better understanding (Jensen and Uddameri,
2009) And without doubt, communication is a process and an activity common to all
stakeholders (Stephens et al ., 2005) : ACompet ¢
communi cation behaviors to organize their work
Communiation is also matter of corporate social performance (CSP). Barnett and
Salomon (2012) in a study on the relationship between corporate social performance (CSP) and
corporate financial performance (CFP) found t hc¢
fi rms with moderate CSP, but firms with high CS
the right communication approach raises the CSP value of the firm so each organization must
put special emphasize on communication themes (Figure 2, Bragantini20&nd fl-n | ar ge
profit and notfor-profit organizations, communications most definitely have ethical
i mplicationsod (Dekay, 2011).

N

Communieation Communieation

leﬂ_lm :
Communication

Fig. 2.CSRi Communication cycle (Bragantini)

Al so, in Barkse and Pullin cited by Keyton e
demonstrated the importance of positive seemabtional communication in overcoming
communication problems (especially in creating walktionshipd . Ultimatesy, this
into a communication plan that will include the
such as onen-one meetings, conference calls, group meetings, focusing the messages, the
Awhat 6, in terms of caring an chips,thatésorepfthe o I mpr

attributes in the stakeholdershape tool.

In this case the communication plan should be focused on an interactive scheme, keeping
in mind that, according to the Center for Risk Communication (Carpenter, 2012), one of the key
elemen s, the fAwhato, are caring and empathy.

22 Bragantini Damiano, Licciardi Matteo



. Project Management Development Practice and Perspectives
Sixth International Scientific Conference on Project Management in the Baltic Countries
| April 27-28, 2017, Riga, University of Latvia
. ISSN 22560513 e-ISSN 2501-:0263

If, instead, the communication plan needs is more weighted towards the stakeholders
agreement, this translates into a communication plan that will include the use of certain
communi cati on c¢hannel-srronetneatings) boofevance cadtgouph as on
meetings, focusing the messages, the fAwhato, [
the stakeholders of the value of the project and its benefits (Pritchard, 2004).

In 2012 Caccamese and Bragantini suggested the existence of a softpgranive the
project, in contrast with the old conception of the iron triangle (Atkinson, 18 nroider et

al.,,2011i Toor and el ., 2010). The theory presented
in a constrained envoi)r osnhnmoeunltd (ctohnep | fesmoefntt ptyhrea nii
managing fAhardod factors in a constrained envir

Bragantini, 2012).

The spaces for the softs factors are:

Ahmotivational space. Th ojecttd astivate hhe costgxtdfor e a v a i
individual motivation. For example, like working conditions, job security, advancement,
growth, power, affiliation, esteem, decisioraking processes, rewarding systems
(Verma, 1995);

Asocial space. This is the space &lde for the project to activate the protocols for
acceptable behaviour. These are made of bothrédated rules as well as social rules,
like punctuality in task completion, agreed time to read and respond to messages,
respect of consensus decisiongndsty, truth, preparation for and attendance to
meetings, punctuality on meetings (Whatley, 2009);

Aanalytic/holistic space. This is the space available for the project to foster and facilitate
the development of individual thinking models. The analpizdel is centered upon
analysis, linearity, sequentiality, reductionism and places high value upon expansion,
competition, quantity and assertiveness. The holistic model is centered upon synthesis,
nortlinearity, parallelism, holism and places high valpemw preservation, cooperation,
guality and associationism (Capra, 1982).0

If it is true that coordinating a project, thought in an iron triangle logic, require a great
effort from the project manager in term of communication it is more true that tors mifist be
surely heighten in a soft pyramid paradigm where the soft spaces are all strictly correlated with
the etymology of the word communication.

Therefore,communication is the real core of the project, not the quality, not the scope,
not the time o cost, not even the soft factors: just communication is the seed for a successful
growth of the project.

Al so from the comparison from PM 1.0 and PN
Aistakehol ders are expected tuostmaakney i dnefcoirsnmeodn sd. e
this view we must adopt a two way communication approach (Table 2).
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Table 2
PM 2.0 communication approach

Overall communications Localized Everywhere

Access to information Localized and restricted RERITTE, UIITHES SEREES 200

globalized
Amount of documentation Extensive Minimal
Communication media Reports Dashboards
Frequency of metrics measurement Periodically Continuously, in real time
Role of software As needed Mandatory
Software tookomplexity Highly complex tools Easy to use tools

Source: Kerzner (2014)

An interesting survey demonstrates how the most important criteria for effective
communication is the depth and accuracy of content (Table 3).

Table 3
Ranking of criteria for effective communication

Depth and accuracy of content 50% 35% 11% 4%
Tailoring content of target audiences 39% 32% 17% 12%
Grammatical/mechanical correctness 6% 27%  49% 18%

Proper format 4% 8% 26% 62%

Source: House et al. (2009)

And what about the Awhyo?

The project manager mu st be ethically r
communicating, because the answer to the
ethical content and with ethical principles. That means the right accuracy and depighaind
approach to each target audience (stakeholders).

| f you know the fAwhyo you know the Awhat o and

In this view it is proposed a very easy to use tool, the-kvedivn rhetorical triangle re
engineered (Figure 3, Bragantini, 2017), that iAM 2.0 world, helps the project managers to
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find the right communication approach for each stakeholder. Solving the triangle for each
stakeholder would address the project manager toward a successful communication plan.

HOW

channel

frequency

WHAT WHY

argumenis/topics

comp etence/expertise strategy

caring/empathy

Fig. 3.Re-engineered communication triangle (Bragantini)

Conclusions

Especially in contexts that are becoming on time and on demand, the response of the
project manager must be timely and therefore requires a suite of tools that with limited data (the
attributes of stakeholders) can be updated quickly in order to considenityfy with whom
(stakeholders), how, what and overall why communicate.

Corporate Social Responsibility increases through ethical communication approach and in

a PM 2.0frameworksi t 6s mor e and more important to cl eatl
communi cati on: t he Awhy o (et hos) we ar e comn
stakeholder.

The use of the stakeholdershape tool combined with Hemgmeered communication
triangle would drive the project manager to the right strategic approacken tor collect the
Awhat o and the Ahowo information to build a suc
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COOPERATION AND COMPETITION IN PROJECT TEAMS

Cewinska Joanna University of Lodz;
Krasnova Anna, University of Lodz

Abstract

The topic of cooperation and competition in the workplace is the subject of discussions between
representatives of social sciences, including sociology, psychology and management. Among researchers
there is no clear pd#n on the superiority of one over the other. Either concept can in certain
circumstances be effective, or on the contrary, it might have an opposite effect. Although there have been
many studies on cooperation and competition within various groups dneedrethem, there is no
research available on cooperative and competitive behaviour in project teams. For this reason, authors
decided to take a look at the relationships between members of such groups in order to find answers to
our questions: how do respdents define the concepts of cooperation and competition (what words do
they use to describe them?), have they experienced cooperation and rivalry, and if so, which do they think
occurs more frequently: what promotes cooperation and teamwork? Why duopstition occur, and
how does it manifest itself? The aim of this article is to present the results of our study on cooperation and
rivalry in project teams. The subjects of authors study are individuals working in project teams who are
also students of thFaculty of Management at the University of Lodz. Authors used the biographical
method to collect the data. Authors asked respondents to describe a situation from work within the scope
of relevant information according to our instructions. The presentafithe results of study is preceded
by a brief literature review, and a description of the methodology used (introduction). At the end of
authors presentation a summary of author observations included. Although the results of this study are not
subject b generalization for the entire population, it shows that employees working in project teams more
often cooperate than compete with each other. Their attitude is largely due to keeping the focus on the
goal of the team, and the belief that each membespesific skills, which may affect the results of the

teamds wor k. The results of the preliminary study

research: a survey and interview questionnaire.

Key words: project team, cooperation, competition
JEL code: M54 Labor Management

Introduction

The topic of cooperation and competition in the workplace is the subject of discussions
between representatives of social sciences, including sociology, psychology and management. The
question of which ofhese concepts is more effective in the workplace seems to remain without a
clear answer. In some situations, cooperative attitude might dominate, while in others, the
competitive approach has an edge. The issue of cooperation and competition is dimparticu
importance when it comes to the new, more flexible organisational structures where project teams
are utilised.

A project team is a unit composed of employees who, on a daily basis, work in different
organisational units, but for the duration of thejgrbare given specific tasks associated with it,

\

and are responsible for completing them. (rJdHB?®

are characterised by their temporary naiufeey are appointed for the duration of the project and
dissolve #&er its completion. They function on the basis of subject specialisation, selecting
participants based on their expertise, which is often specialised and unique. It is also important to
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direct the focus of all team members to the goal of the projecterswute the complementary
knowledge and skills of all participants.

Project teams constitute certain communities, in which interactions occur between their
members and reveal a variety of behaviours, such as "they may seek to maximize their dominance
over their partner (rivalry, competition), or to gain mutual benefitbéth themselves and their
partner (cooperation)o (Pajestka G., 2012). I n
atindividuals uccess that i s the att i twedeenanfes' iwvhile 6s mo st
in the second case we seélifferent attitude: "we are here for each other, we need each other to
achieve the goal". Although subiject literature presents views on cooperation and competition in
teamwork within the organization, there is no discussion regarding these issuegdhtpeos.

Due to the subject and purpose of this article we have concentrated éadntecooperation and
competition.

The analysis of available subject literature (Benndorf V., Rau H. A., 2012 Kip, 2014,

Nai doo S. , Sutherl and | M. gls P@dzf?. , v juofCGdifrisf BY dalis.o O R
$ wi NBargldka 2016), shows that cooperation is generally seen as positive. We noted that many

authors emphasise that internal cooperation can lead to effective problem solving through the
exchange of knowledge andnovation, which are the source of new ideas (Kip, 2014, p. 2,
4Jo0OMls! Wdetsoa © R . 1., d&bjgedd?2 1. 1., wfssmds ¢. 1
(Benndorf V., Rau H. A., 2012, pp 12), and motivate individuals and teams to develop further,
whichmay result in increased productivity (Naidoo S., M. Sutherland, 2016).

Rivalry, the second concept described, causes more controversy. "For many years now, at
least on the basis of social psychology, there is an ongoing dispute between two opposing views
on competition" (Szmajke, Urbanowicz, 2012). W. James and the supporters of his theory
emphasise the economic and tasked benefits (productivity, profit, quality of work, etc.), while
E. Aronson and his researchers (i.e. the Aronson option) attachr dneadetance to the socio
relational costs (hostility towards others, decrease in openness and trust in social relations,
deteriorating social climate, etc.)

Depending on its intensity, competition can be either constructive or destructive
(BarylskaSwiatk, 2016, p 93). In terms of positive aspects, authors can conclude that
competing workers are often faced with the need to confront others, with their views and skills,
which in turn contributes to the development of their own competencies. Competitieasies
the motivation and commitment of employees and
35, $ -Baryldkae2R16, p. 94). Competition is also an antidoteoredom:it invigorates
and brings excitement and joy. Competition creates an emv@ohin which people can fulfil
their need for achievement. During competition success becomes even more attractive (Tyszka,
1998).

On the other hand, (Murayama, Elliot 2012) competition could have negative consequences
if, instead of motivating to improyét leads to evasive motivation, focused only on ensuring that
the quality of work is not inferior to the 1| ev
evoke the fear of failure in the employee, which can mean that his only motive will be mokto w
better than others, but do just enough to not come last in the competition. When competition
arouses fear it leads to the avoidance of ambitious and challenging goals. "Individuals competing
with each other are afraid of losing, and of the social cpesees of failure. A person who
competes may be concerned about their public image and fear the negative emotions of shame,
humiliation, and the inability to free themselves from the thoughts of missed opportunities,
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doubting their own abilities, or letity down the trust of others" (Skruczaj 2016). Poorly
understood and executed competition leads to stress, psychosomatic illnesses, professional
burnout, and relationship breakdowns. Competition causes some people to feel lost, harassed, and
evenforcedtb ehave i n ways they dondt agree with (Skr

"Competition limits the rationality of action, and may cause difficulty in predicting the
negative consequences of actions. Focusing on the desire to win and defeat the opponent, as
opposed to the activity itself, results in competition being considered to be one of the most
important factors that reduces intrinsic motivation. " (Skruczaj 2016).

"Focusing on the desire to prove themselves better dtiarsresults in fewer available
cognitive resources, which the individuals could use to achieve their objectilies leads to
decreased creativity, originality of thinking, and hinders learning. At the same time, persons
behaving in a very competitive way are perceived by others igative light when it comes to
their interpersonal skillso. (Doli GBGki, 1998).

Due to the fact that it is difficult to conclusively determine the advantages and
disadvantages of intéeam cooperation and competition, choosing between the two concepts is
often described in scientific publications as a dilemma. To solve it, we need to study the
conditions of these concepts and their consequences, in order to combine both to achieve the
optimal performance of teams, which means determining the level of igtehsioperation and
competition that will be beneficial for the organisation (Naidoo S., Sutherland M., 2016).

A content analysis of the literature led us to conduct a pilot study (preliminary). Our
intention was to find out whether employees will warggeak about cooperation and competition
in project teams, and if so, what will they focus on. In addition, authors assumed that the results of
the pilot study will be used to prepare the tools for use in complex studies: (a survey and interview
questionnae).

The aim of our study was to gather information on the relationship between employees at
their place of employment, and the behaviours of individuals that affect the nature of these
relationships. One aspect was the issue of cooperation and competiticork. Based on the
literature review we formulated questions for which we wanted to find answers in the course of
our study: how do respondents define the concepts of cooperation and competition (what words do
they use to describe them?), have thgyeeienced cooperation and rivalry, and if so, which do
them think occurs more frequently: what promotes cooperation and teamwork? Why does
competition occur, and how does it manifest itself?

Authors decided to use the biographical approach in our res@edharz=Gu c z e ws k a ,
Gu c z e ws kWe agkédIrésfondents to describe a situation from work within the scope of
relevant information according to our instructions. Choosing this method to collect information
allowed the respondents to remain anonymousgand them a sense of security, which seemed
important due to the sensitivity of the issues discussed.

The subjects of our study were working students of the Faculty of Management at the
University of Lodz (studying in the areas of Management and Logisiicspart i me Mast er s 6
Degree students), who demonstrated an understanding of the issues, and declared their
willingness to participate in the study, which increased the likelihood of obtaining reliable data.
Authors of this research collected the biodpiapl stories in December 2016 and January 2017.

In total, we received 134 stories ranging in length from 4 to 12 stastad pages. For further
analysis, for the purpose of this article, we chose only those stories, in which the authors
declared theiexperience working in project teams in private companies representing various
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industries. The samples were therefore selected on purpose. In the following table we
summarizedthe authors of the biographical stories (gender, age, job tenure in the company
described, and job title), as well as the companies in which their experiences took place. Not
everyone provided all the required information, but from the point of view of the aim of our
study, the lack of some data was not an issue.

Table 1
Characteristics of the authors of biographical stories
No. Author information  Company characteristics

1 Female, 24 years olc A small, private transport company operating since 200
employed for 1.5 the Lodz Province, oneowner, employs 12 people |

years as an international freight forwarders, one administrative emplo
International Freight and 9 drivers); providing transport and shipping serv
Forwarder throughout Poland and Europe (Germany, Austria, Belgi

the Netherlands, France, Italy, Switzerland, theecb
Republic and Slovakia).

2 Male, employed for 1 The company belongs to a capital group of a large gl
year as a purchasing telecommunications operator, and is engaged in
Logistics Specialist construction and maintenance of  fibre e

telecommuitations infrastructure. The main area of busin
is to provide customers from the B2B and B2C sec
cuttingedge telecommunications and ICT solutions. On
basis of the key skills of specialists and own resources
company also offers comprehersigervices in the areas
consulting, concept development, design, construc
maintenance and servicihg of a wide range

telecommunication infrastructure, electronic security syst
and monitoring; a manufacturer and distributor of pas
and actie components to build ICT infrastructure. More tt
7,000 employees throughout the country.

3 Male, 24 years old, A private company with foreign capital operating in 1
employed for 8 beauty industry, known on the Polish agidbal markets. It
months as a is a trade and production company. It has been operatir
warehouse worker  the Polish market for over 20 years, but her parent com|

has existed for over 100 years. The corporation employs
77,500 employees worldwide, and about 900 worker:
Poland.
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4 Female, 23 years olc A private limited company with two owners, employing
employed for workers - 15 office employees working esite, and 10

_employees working remotely; media agency
6 months as a Media

Analyst

5 Female, 24 years olc A private company managed by one owner, operating ¢
employedfor 2 years 2002, engaged in designing marketing materials, employ
as a Customer people.

Advisor

6 Female, 24 years olc Trading company in the fastashion clothing industry

operating as a franchise since 2006, employs 32 people.
employed for 1.5

years as Assistant
Manager

7 Male, works as a A large, familyowned private company producing cerar
Manager tiles, employs about 1,700 workers.

8 Female, 36 years olc A firm belonging to the international consulting company
Legal Counsel, the secalled Big Four, provides wordide services in the
employed fo9 areas of audit, economic and financial consulting,
years, currently as a management ahtax consulting, as well as legal advic
Manager in the firm operates in more than 150 countries and employs
in the regional office 200,000 specialists, including 2,200 people in Polanc

which 100 work at the firm.

9 Female, 24 years olc The company, which | present in this paper, is a lim

employed for 1.5 liability company dedicated to developing software.
years, first as specialises in creating mobile and web applications.
Assistant to the company was founded i8010 in Lodz, starting with twc

Management Board, employees, it currently employs 40 developers and tester
and for the past 2

months as Quality

Manager.

10 Male, 24 years old, A private distribution and production company, employ
employed for 7 people; modern, rapidlgrowing company engaged in il
months as a creation, production and distribution of weight loss produ
Warehouse Logistics and functional, dietary, and healthy foods.
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Specialist

11 Man, 43 yearsold, A private company operating as a jastdck company, one
owner, mostly engaged in research and development in tl
field of social sciences and humanities. The company
employs 15 workers. In addition, it works with more than i
dozen people on the basis of civil law contracts.

employed for less
than a year as a
Project Manager

12 Female A private German company managed by two Polish citize
Operating on the Polish market for over 15 years, employ
approx. 200 workers, produces plastic components for thi
construction industry.

Source: based on own studies

As the table shows, we analysed #ist® provided by women and 5 given to us by men.
Most of the respondents are betweer22@3years old, which is most likely due to the fact that
theydre graduate student s. Respondents describ
measured by theumber of employees, as well as the specific business operations of the
company. The differences in these operations affect the nature of the projects implemented.
However, at the preliminary research stage, we decided not to analyse the relationship betwee
the specificity of the project teams6é work and
In this article we presented the results of qualitative analysis. In the text we referred to the
statements we received from responders. In the parentfakeging these statements we
included the Arabic numerals indicating the particular citation from which the biographical
story comes from.

Research resultsand discussion

The study suggests that cooperation is viewed as being associated with working to
achieve common goals, sharing resources necessary to achieve these goals, mutual respect,
perceiving all members of the project team as competent and motivated to work, and mutual
trust. The words used to describe cooperation are positive (e.g. worketheqgmotivating,
helping and supporting each other, solving problems together, pleasant atmosphere,
camaraderie). Competition, on the other hand, is understood as a desire to be better than others,
to stand out from the group, and receive higher awandtuding the possibility of faster
promotion. When writing about competition, respondents use words like: disagreement,
resentment, fighting, game, conflict, conflict of interests, race, hostility, and usually give the
term Ocompetiti Onme®dfte authergaf B biagephitabstoey .admitted that
competition is everywhere, and it results from the need to secure the best possible living
conditions for oneself, "everyone wants to live as best and as comfortable as possible, which is
whytheyty t o get the best results. I do t he same
After all, this is why | come to work (3).
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Most of the respondents claim that, in the project teams in which they worked, or are still

a part of, relationships are badacgely on cooperation as many as 11 people. They support
this with the following statements: "We have many projects that are multidimensional (...)
completing these projects is only possible thanks to a very strong collaboration between
employees (8)or "cooperation is most important here, and the success of the project mainly
depends on it"(10). When writing about cooperation in project teams, they mention mutual help,
especially in difficult situations, e.g.: "Of course, if necessary, every oneaafnusount on the

hel p or support of anot her per son. Wedre happ
it"(1); "There was never a time in which an employee was left alone with a problem. Everyone
was willing to help in order to solve the problegtet her . Very often | &d&m not

all my tasks, because there are so many of them. Then | can always count on the support of the
people | work with. As a member of the team, | also offer support to people who need help
while working on projects?).

Willingness to cooperate may be based on personal characteristics. One of the authors of

the analysed stories admitted that, in her case, the unwillingness to compete most definitely
stems from her limited experience and short tenure at the company "(4

The authors of these stories emphasize that cooperation is possible thanks to focusing on

goals and achieving desired results. This is evidenced by the following statements:

34

1
1

"We support and help each other on various levels because we know that wesane a

and we want to achieve the best results of our work" (1).

"What 6s most i mportant at our company i s
strive to complete our tasks together. Our work is based on teamwork, no one here
works alone and solelyfdr himself," we all strive to reach a common goal”(5).

"The aim is to complete the project together, and without cooperation it would be
difficult” (8).

"Relationships are strongly based on cooperation in order to achieve the best results as a
team. Therés no room for competition here"(10).

"Employees who prepare individual projects or their components are aware that their
daily work contributes to the achievement of the objectives” (11).

The key to cooperation are clear rules of operation, and thethaktproject team
members have specific tasks to perform. We can conclude this from the following
statements:

"There is no competition here. Everyone has their own tasks to perform, which they
focus all their attention on. A clear division of labourelimines competi ti ono
"When assigning tasks, the manager, must familiarise individuals with the project,
explain the business background, describe what needs to be done and what is expected.
Other questions may arise during the project"(8).

"Proper implerantation of specific tasks by individual team members determines the
quality, method and the completion time of tasks by others. The key factors are:
transparent rules and adequate compensation based on results. Using measurable
indicators for achieving géctives has a positive effect on accountability and mutual
trust” (11).

"Due to the small number of employees in the company we have a friendly work
atmosphere. In last year's quarterly talks, 90% of staff specified our work atmosphere as
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the biggest plu®f working at the company. We know our strengths and weaknesses,
which makes it easier to delegate work and assign specific tasks to the right people"(9).
The essence of cooperation in project teams, according to the respondents, is the
opportunity to suinit ideas, and for relaxed, constructive discussion. One of the respondents, in
support of the above statement, provides an example from their place of work: "A recent
situation can prove that work relationships are based on cooperation. We were wayithgrto
with the department on an advertising campaign for a key client. One of our colleagues had a
different view on how to execute the project from the rest of the group and firmly stood his
ground. We did not c¢ o mgeh;enthe toptrary, &g listenéd tocallaf c ol | e
his recommendations and even implemented some in the project. Our colleague took into
account the opinions of other members of the group, and thanks to the joint compromise we
were able to communicate without competingl amguing whose idea is better. Together we
have achieved our goal. The important thing is that we are able to listen to each other and
understand different points of view" (5). Another respondent who shared her experience said:
"Communication with the pfect manager is a twway street, he is open to the exchange of
opinions, views and ideas of employees. A good example here is the meetings he convenes in
case of problems and to implement projects. During such meetings, employees and their
managers havehé opportunity to present their own ideas, discuss their advantages and
disadvantages, implement them in practice, and to share the responsibility-fasksajbvhich
result in the successful completion of the project "(6). Another respondent also afigsré&oe
advantages of joint consultations, saying: "Most of the tasks that we undertake is done jointly,
and if not, we consult each other at every stage" (12).
In reference to the open exchange of opinions, respondents repeatedly emphasised the
role of lrainstorming as a useful technique when working on projects:
1 "We solved every problem together. Brainstorming always resulted in great solutions"”
).

1 "The head of the project team communicates his ideas in meetings, and everyone else
implements theproject. Cooperation also plays a role when introducing a new product.
During the meetings everyone can express their opinion on a particular product. Every
opinion counts, which results in selecting the best product according to general opinion”
(20).

1 "The project allowed for hotlbng group meetings during working hours in order to
search for ideas, or brainstorm, divide tasks, and establish regular meetings to finalise
the completed areas of the project” (12).

Our study also shows that the key aspeatedoperation in project teams include mutual
respect, understanding, and equal treatment of individuals. The authors draw attention to the
above mentioned issues in the following statements:

T "(...) | worked in a very closknit team made up of professideawith extensive
experience in the construction of telecommunication networks, who had a lot of
compassion and understanding for others.
"We have mutual respect for our work and together we are a team" (4).

"What | like about our workplace relationships is that there is no unhealthy competition
there. Empl oyees dofailres;tthleaymed oenadcth catitdrci fs@
complain to superiors about other team members. Every employee feels safe. He knows

1
1
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that if a problem arises, there will be someone who will help him solve it. All
employees are friendly to each other and treat each other with respect"(6).
1 "In the development and implementation stages of the project everyone on the team is
equally important. Togther we determine who will be responsible for certain parts of
the project: the feasibility study, the functional and utility programme, other
supplements, and the appropriate application. The project manager coordinates the work
and is responsible for ¢hentire project. Individual members support each other in
carrying out tasks, exchange information and insights, and benefit from the experience
of other team members" (11).
Our analysis of the statements wedéwherecol |l ect
there is cooperation between team members has many advantages, including:
1 "Relationships based on cooperation are a huge motivating factor when it comes to
undertaking new projects” (2).
T "I think that such projects and ideas are an interestingtavayork together and get to
know each other while working on various tasks, as well as a welcome break for
employees from everyday responsibilities in order to fully commit and cooperate in a
team setting. Recently for several months we were working onjecp for building a
new web tool for our audiences, which involved most of our departments, and
integrated all employees who expressed their desire to participate in a joint cooperation
working on the project"(9).
1 "This type of work allows foflexibility and autonomy. Employees establish their own
rules for cooperation” (11).
As it turns out, there are also situations that arise in project teams, which the authors
associate with competition. Competition between team members occurs when emptdyee
to gain first place and get the biggest reward. This competition manifests itself in various ways.
In reference to this behaviour, one of our respondents states: "It happens, however, that very
ambitious people compete on the principle of: | witirk more than you, | will take on more
tasks, I'll stay in the office day and night" (8). Another worker notes that "there are people who
wait for someone to make a mistake, and they are quick to report their colleague. | get very
angry when | see this g of behaviour. These people are trying to compete with other
employees. The competition betweervwaarkers involves completing as many tasks as possible
since these determine occasional bonuses for employees. These bonuses tend to be as high as
halfofthe empl oyeeds sal ary, so they are something
seen situations where coordinators have become negotiators between quarrelling employees.
They also had to introduce discipline in the workplace and bring the arguiwgrkers to
order "(3). The same respondent draws attention to the "race" in submitting ideas: "An
employee submitted a concrete solution to a problem, which was applied, then another worker
submitted the same solution for another, but the same type ickdend it was the latter got
credit for the idea and received a cash prize. | see this as a manifestation of unhealthy
competition. |, myself, presented an idea to my supervisor and have recently learned that this
idea is one of the points of strategictian, though it is no longer my idea but my
supervisoros" (3). Anot her mani festation of co
knowl edge: " dondt I ike the fact that some pe
themselves and use it at tmght time to “"get their spotlight” (7). In turn, one woman
experienced a lack of willingness to cooperate several times, which, in her opinion, was due to a
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| arge age difference. Sever al ol der workers ma
by someone so young, and a woman to boot. (4).

Conclusions

In today's competitive work environment, both competition and cooperation often occur
simultaneously. This is demonstrated by other research as well as our study, which we present
in this article.

The aim of our study was to gather information on the cooperation and competition
between employees at their place of employment. In preparation for the study, we formulated
questions for which we were seeking answers. First of all, we wanted to undemstand
respondents viewed cooperation and competition. It turned out that the terms used to describe
cooperation within the project teams were associated with something positive, while those used
in describing competition had negative connotations. Nondeoféspondents mentioned any
positive aspects of competition in a project team. We therefore assumed that cooperation is seen
as a factor influencing the results of work of a project team, while competition is seen as a
destructive factor, which hindersssh ac hi evement of the teambdbs obj e

Moreover, we were interested in whether the respondents experienced cooperation and
competition, and if so, which of those occurred more frequently. It turned out that the majority
of people (11) more frequently caeated with others in project teams. One person admitted to
being competitive. Of the 11 people proclaiming they experienced cooperation more frequently
than competition, 4 provided examples of competitive behaviour that occur during interaction
within theteams. Because respondents provided more examples of cooperation within project
teams than situations in which there was competition between participants, we concluded that
project team members, due to the nature of these organisational formats, canpegatéten
than they compete.

Another question we asked was what fosters cooperation? On the basis of our study we
concluded that the need for cooperation is mainly due to the desire to achieve goals and see the
effects of the work performed, and the belihat obtaining better results is due to the joint
efforts of all team members, often providing different skills. The importance of goal awareness,
which determines the high level of commitment, is also noted by K. Kip (2014 p 3). Clear rules
of operatim and assigning specific tasks to team members are conducive to cooperation, as is
the method of "assessing the actual contribution of each member of the project team"
(t sB3Odetso ©, 2011) .

Research shows that the reasons for competition may be: strivingeioerea higher
award, the desire to prove yourself better than others, and to gain universal recognition. These
reasons cause team members to strive to do "more work", lay claim to someone else's ideas, and
be reluctant to share knowledge. Other authas alention the problem of sharing knowledge
and competing for superiority of one solution over another. Team members in project teams
composed of skilled workers who have a high level of education and expertise, and have the
ability to apply their skillsd identify and solve unique problems, often consider themselves
experts, which could lead to conflicts and, consequently, competing for their individual
solutions to be implemented (d4jo0Ofmls: wdzsoa® R. [
The same ahors also refer to competing for skills. They write: employees are aware that
unique skills are highly valued in the market and that the joint project will require a
combination of these skills, prompting them to engage in joint action. On the otheiteamd,
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cause unhealthy competition for these wunique

glsicedd?2 1. 1., swfftsmds ¢. 1 .teath@dcnpPelition maghethanot her
temporary nature of the project. This awareness leads to a losgsspkgptive and a sense of

uncertainty about the future ([JGeOjo . 2012,
sftsmdse ¢. 1 .98), which can cause a tendency to

tensions and misunderstandings. This internalpztition may give rise to conflicts. Colleagues
competing with each other are fighting for projects in which they may be involved in the future.
This, in turn, is the cause of mutual dislikét causes an unpleasant workplace atmosphere in
which coworker s donot trust or respect each other. C
research we found that competition can be driven by diversity in terms of age and experience of
team members.

In conclusion, the cooperation of participants in project teamssisnéial, and is the key
to the success of these teams and todaybés busi
the following is needed: understanding of the
communication (constructive discussiexchange of knowledge and information). Cooperation
appears to be especially important in the case of difficult, complex, and complicated projects
that require high competence of the people who will implement them.

Our study focused on qualitative analysiad the results are not subject to generalization
for the entire population. They results can provide inspiration for further research. For example,
it may be interesting to conduct a study on whether there is a relationship between work
experience and deication of project participants and their preferences with regards to
cooperation versus competition, as well as the relationship between the specificities of the
company and the tendency of its employees to focus on either cooperation or competition. We
intend to use the results of both the literature analyses and this study to prepare a complex study
(including the use of a survey and interview questionnaire).
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