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Cooperation with stakeholders is the key attribute of
organizations having no boundaries and open to innova-
tions. In order to be successful in a very competitive and
unstable environment companies must have ‘pervious’
boundaries and be open to information, ideas and people.
This will enable to see the straight direction for the fast
and effective performance. Such ‘boundarless’ organiza-
tions are very dependant on relationships.

How should such an organization look like? Firstly,
top managers establish conditions and secure relation-
ships nurturing such values as reciprocity and trust. Sec-
ondly, open and fair interrelation is promoted together
with minimization of red-tape whereas employees’ par-
ticipation in inter-functional or cross-functional groups
is understood as a part of daily work. The groups are set
up of different organizational levels and departments.
They identify and mobilize resources and liaise with or-
ganization. Authorization of taking a decision is dele-
gated into the hands of people that are directly related
with this activity. Thirdly, employees present ideas on
how to increase efficiency of organization performance.

The presented model in this research highlights not
only internal processes but also the measurement of all
pack of processes that corresponds balanced-scorecard
theory. Processes describe the numerous connections that
cut across the organization, the interaction of staff and
departmental activity and the flow of work that actually
occurs, to ultimately deliver stakeholder satisfaction.

The model includes both proactive and reactive im-
provement elements where qualitative and quantitative
indicators are used. Successful implementation of total
quality management depends on infrastructure, i.e. on
organizations promoting total quality management, le-
gal environment, scientific research, establishment of
new methods, dissemination of information, practical
training, etc.

Keywords:  stakeholders, harmonization of needs, satis-
faction of interests, total quality management,
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Introduction

Mutually beneficial cooperation with stakeholders is
a metacapacity leading to a new competitive advantage
(Liedtka, 1996; Ashkenas et al., 1995; Margolis et al.,
2001). Cooperation joins minds and opinions allowing to
create collective strategy to solve arising problems. This
is a process when parties with the different view on the
aspects of the problem can positively scrutinize differ-

20

ences and find solutions that are not limited within the
one party’s vision. Such kind of relationship begins from
the share of information (Pfeffer, 1998; Grant, 1996;
Beccerra and Gupta, 1999; Kumar, 1996), definition of a
problem or possibility, aggregate work or contribution
allowing to change preconception and enabling to find as
well as implement joint solutions. Cooperation always
allows to find creative solutions of the problems though
this is not the case of finding the compromise or dominat-
ing upon others, this is the case of finding mutually bene-
ficial solution. It can be concluded that mutual beneficial
relationships are based on the search of creative solution,
synthesis and integration of ideas and information
(Peteraf, 1993; Post, 1978; Limerick et al., 1998, Post et
al., 2002).

Organization thrives when it is aligned by joint inter-
ests, vision and cooperation with its all stakeholders.
However stakeholders have a power that must be prop-
erly balanced (Waddock and Graves, 1997; Windsor,
1999). Not taking into account some of the interests re-
sults in having unsatisfied customers or/and other stake-
holders.

Scientific problem: can stakeholder interests be bal-
anced and integrated into the organization performance.

Research object: stakeholder interests and needs and
their influence on the organization activity.

The goal of the paper: designing the model of or-
ganization activity integrating stakeholder needs and
interests and based on principles of total quality man-
agement

Research methods: scientific literature review, the
analysis of analytical and empirical studies.

Measurement and evaluation of organization
processes

General goal of organization evaluation is to define
internal processes where the company can improve its
performance (Wang and Dewhirst, 1992). Approach that
is focused on the processes which can determine success-
ful financial results and satisfaction of stakeholders joins
realization of organization goals and satisfaction of
stakeholders expectations.

Achieving high performance requires a strategic ap-
proach in managing the organization, its people, resources
and processes that should be all aligned to meet stake-
holder needs and expectations. Often organizations appear
dysfunctional and from as senior management perspective



different departments or function can appear:

« pursue different or conflicting objectives;

e become focused on initiative performance rather
than business performance;

o be fragmented;

o lack meaningful key performance indicators and

Design strategies to
satisfy stakeholders...

by defining goals and
objectives to
deliver strategy...

other measures;
o be focused on department or function performance
rather than on stakeholder experience.

Organization models abound but often have a common
theme. For example high performance organizations can be
seen as(The HPO, 2005):

Stakeholders

—
Goals/Objectives

Delivered by aligning
people, resources and — > Processes People/and
processes resources

Figure 1. Organization management focused on the satisfaction of stakeholder needs

There are many inter-related processes that must be
seen and measured (Priem and Butler, 2001). However
only measurement and management of separate processes
cannot have straight influence on the strategic organiza-
tion management. The presented model in this research
highlights not only internal processes but also the meas-
urement of all pack of processes that corresponds bal-
anced-scorecard theory. Processes describe the numerous
connections that cut across the organization, the interac-
tion of staff and departmental activity and the flow of
work that actually occurs, to ultimately deliver stake-
holder satisfaction.

Process
Model

Processes
What ‘we’ do

-

Procedure
How ‘I’ do it

Nl

Figure 2. Format of processes

Thereby all the organization performance is meas-
ured in this case — from identification of stakeholder
needs and interests to the final implementation of them.

Designing the management model of organization

There are six components in the organization model:

1. identification of stakeholders needs and expecta-
tions;

2. strategic planning;

3. management of processes;

4. measurement and evaluation of processes;
5. revision of management;

6. system of continuous improvement.

This model comprises focus on stakeholders (step 1),
compatibility of inner processes (step 2,3,4), continuous
progress revision and evaluation (step 5) and the devel-
opment of the model and its structure (step 6).

Stagel: identification of stakeholder needs and ex-
pectations

All processes are closely connected with the knowl-
edge and satisfaction of stakeholders needs. Stakeholders
can be identified according to these criteria (Kochan and
Rubensten, 2000; Svendsen, 1998):

1. They supply resources that are critical to the suc-
cess of the company.

2. They place something of value at risk; that is, their
own welfare is directly affected by the fate of the
enterprise.

3. They have sufficient power to affect the perform-
ance of the company, either favourably or unfa-
vourably.

Every stakeholder must satisfy at least two of these
criteria. Needs and interests are identified through the
informal talks or with the help of questionnaires. This is
the time for private contacts where all the stakeholders
are involved in the dialogue. Following step in this stage
would be harmonization of processes in the direction to
satisfy stakeholders needs but not to sub optimize sepa-
rate stages to create value. A good example of this could
be when purchasing department thinks that its primary
objective is to find cheap raw materials though the main
requirement of customers’ is delivery of goods on time.
Also it is necessary to secure that all company depart-
ments know the needs of stakeholders and can harmonize
their goals (Vercshoor, 1998). The results of identifica-
tion of stakeholders ‘needs are used in stage 2 where data
are transformed into implementation of strategies.



Stage 2: strategic planning

This stage undergoes integration of stakeholders
needs into the most important concerns of the company
(cash flow, inventory, efficiency, decrease of rejects,
automation, etc.). In this stage cooperation with the
stakeholders is identified as a strategic direction and
stakeholder approach is reflected in the organization mis-
sion. It is inevitable to involve employees into this proc-
ess and to ensure their participation (Waddock and
Graves, 1997; Windsor, 1998). This stage is time for

benchmarking, prioritization, sorting out of goals, estab-
lishing strategies and action plans.

The results of strategic planning are used in manag-
ing the processes and design of general plan where all sub
processes (purchasing, management, manufacture, mar-
keting, engineering) are joined.

One mistake should be avoided in this stage when the stra-
tegic plan of every different process is designed and later
they are put together and called as a strategic plan of the
company.

DEVICES / METHODS
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e Revision of strategies and their implementation criteri
o Analysis of stakeholder responses.
o Finding the answer to theses issues:
o were the set goals achieved;
o are goals and strategies harmonized with the stakeholder
needs,
o is there a need for more/less objectives to
o achieve results.

N

Figure 3. The model of organization performance comprising
the relationships with stakeholders from the aspect of total quality management

Stage 3: management of processes

In this stage process “trustees“are assigned to each
strategy. Process trustees are people who are responsible
for pursue of strategy and take part in the revision of
management as well as steps in correction of organization

action strategy and performance. Hereby organization
readiness for satisfaction of stakeholder needs is moni-
tored (measured), current systems and structures are re-
viewed, employees’ attitudes and skills are assessed. If
process trustee defines that functions of departments or
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divisions overlap in the strategy implementation process
then multifunctional team from relevant representatives is
formed. In this way interests of the department simulta-
neously striving for satisfaction of stakeholder needs are
assured. Information exchange, harmonization of inter-
ests and goals with all the stakeholders is very important
at this stage.

Stage 4: measurement and evaluation of processes

Measuring and evaluation criteria should be envis-
aged in this stage. They would be used to evaluate per-
formance of every strategy. Strategy evaluation criteria
enables abstract satisfaction of stakeholders needs con-
vert into tangible result (Tipping, 1999) which can be
measured and evaluated by questionnaires, tests or stake-
holder audit. Permanent channels for relationships with
the stakeholders are established, harmonization of inter-
ests/values is tuned between stakeholders and organiza-
tion. It is very important to notice success and learn from
mistakes (Steger, 1998; Porter, 1998).

Stage 5: revision of management

Revision of management is stimulus in business
(Mitchell et al., 1997; Morgan, 1983). Strategy imple-
mentation criteria, response from customers and other
stakeholders are reviewed in this stage. It is needed for
assurance of organization right performance direction and
pace. During the revision of management these points
must be cleared:

o Were the set goals achieved?

e Are goals and strategies harmonized with the
needs of stakeholders?

o Is there a need of more/less objectives to achieve
results?

The results of this stage are used in strategic planning
and identification of needs.

Stage 6: system of continuous improvement
This stage must assure that when there is a change of

conditions not only implementation of the model but the
model itself can be adjusted. Continuous improvement of
relationships and intensive consultations are typical for
this stage.

Aligning internal systems and structures requires an
ongoing effort (Svendsen, 1998; Jensen, 2000; Grimble,
1996; Granroos, 1992). No organization will ever be
completely ready for collaboration because organiza-
tional readiness is multidimensional. Senior management
must visibly and consistently support stakeholder col-
laboration, employees must understand their role in rela-
tionship building, multiway communication systems must
be accessible, and rewards and recognition must be tied
to the success of stakeholder relationships, not just to
short-term financial indicators.

Integration of total quality management
principles into the model

Designed model comprises fundamental principles of
total quality management:

o Satisfaction of current and anticipatory needs of
stakeholders.

o Total participation (determination to take actions;
development of organization joint vision and val-
ues; focus on employees; provision of action free-
dom for employees, promotion if initiative; recog-
nition and reward; team work; staff training).

e Continuous improvement (problem solution in
teams; initiative; communication of employees;
pursue of innovations).

The model includes both proactive and reactive im-
provement elements where qualitative and quantitative
indicators are used. Successful implementation of total
quality management depends on infrastructure, i.e. on
organization promotion of total quality management, le-
gal environment, scientific research, establishment of
new methods, dissemination of information, practical
training, etc. (Vanagas, 2004).

Satisfaction of Current
and Anticipatory Needs
of Stakeholders

Total Quality

Continuous
Improvement

Management

Total
Participation

Infrastructure

Figure 4. Constituencies of total quality management (Shiba, et al, 1993)

An employee attitude survey and a review of exist-
ing structures, systems, and policies can help to further
refine the answers to the questions and identify where
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changes are needed (Jones, 1992; Kano, 1996). The in-
formation can be used to build senior management sup-
port for stakeholder collaboration, map out process for



addressing gaps and inconsistencies, and identify areas
where new policies or programs are needed such as
training for staff, policies governing resources for part-
nerships, or a review of community-relations strategies
and budgets.

The results can also be used as important input into a
process for developing the company’s social mission.
Knowing more about employee attitudes and values and
their role in building stakeholder relationships can help in
organization to plan an appropriate process for develop-
ing an organization mission and goals.

The following are the tasks involved in assessing
and evaluating the state of relationships within an or-
ganization:

1. Organization should identify the measurement in-
formation to meet the needs of stakeholders (other
than customers), in relation to the processes of the
organization in order to balance the allocation of
resources. Such information should include meas-
urements relating to the people in the organization,
owners and investors, suppliers and partners, as
well as society (Lietuvos standartas LST EN ISO
9004. Kokybés vadybos sistemos. Veiklos gerini-
mas. Rekomendacijos (ISO 9007:2000).

2. Employee attitude survey. An employee survey
can provide useful information about employee at-
titudes toward collaboration and employee aware-
ness and understanding of relationship building
approaches and techniques. Various research tech-
niques can be used, ranging from a self-completed
questionnaire distributed to all employees to a se-
ries of focus groups with a sample of employees or
series of in-depth interviews with employees from
all levels of the organization. The choice of which
technique to use depend on your time frame,
budget, and the size of organization.

3. Review of organization systems, policies, and
practices. A review of organization practices and
policies related to relationships with key stake-
holder groups such as employees, suppliers, and
communities provides an indication of where the
organization has placed the greatest effort and at-
tention and where more effort is needed. Usually,
companies have well-developed employee rela-
tions policies and a host of practices that support
collaboration between employees. Policies govern-
ing relationships with external stakeholders such
as suppliers and community members are often
less developed.

4. Identifying gaps and inconsistencies. With the re-
sults of employee survey and the review of poli-
cies and programs, organization should be able to
identify any major gaps and inconsistencies in
policies and practices. This information will help
to determine what needs to be changed to foster
collaboration.

Conclusions

1. Mutually beneficial cooperation with stakeholders
increases competitive advantage.
2. Cooperation always allows to find creative solu-
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tions of the problems and show the way how to
satisfy stakeholder needs.

3. Achieving high performance requires a strategic
approach in managing the organization, its people,
resources and processes that should be all aligned
to meet stakeholder needs and expectations.

4. There are six components in the model of organi-
zation performance comprising the relationships
with stakeholders from the aspect of total quality
management: identification of stakeholder needs
and expectations; strategic planning; process man-
agement; revision of management; system of con-
tinuous improvement.

5. Alignment of internal systems and structures is a
permanent continuous process.

6. In order to evaluate the level of organization rela-
tionships with the stakeholders employee and
management survey, review of organization sys-
tems, policies, and practices, identification of
gaps and inconsistencies should be carried out. It
is also obligatory to clearly define what informa-
tion for measurement of satisfaction of stake-
holder needs concerning organizational processes
is needed.

7. No organization will ever be completely ready for
collaboration because it is a continuous and multi-
dimensional process.
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Organizacijos rysiy su suinteresuotosiomis $alimis veiklos modelis
visuotinés kokybés vadybos aspektu

Santrauka

Abipusiskai palankus organizacijos bendradarbiavimas su su-
interesuotosiomis S$alimis suteikia organizacijai naujy konkuren-
tiniy pranaSumy (Liedtka, 1996, Ashkenas ir kt., 1995, Margolis ir
kt., 2001). Bendradarbiavimas sujungia protus bei nuomones ir
leidzia sukurti kolektyving strategija problemoms sprgsti. Tai
procesas, kurio metu Salys, matancios skirtingus problemos aspek-
tus, gali konstruktyviai iSnagrinéti Siuos skirtumus ir ieskoti
sprendimy, kurie neapsiriboja tik vienos Salies vizija. Tikras ben-
dradarbiavimas visada prasideda nuo pasidalijimo informacija
(Pfeffer, 1998), problemos ar galimybés apibrézimu, bendru darbu

ar indéliu, o tai pakeiéia iSankstinj nusistatyma ir leidzia surasti ir
igyvendinti bendrus sprendimus. Bendradarbiavimas visada leidzia
surasti kiirybinius problemy sprendimus. Tai néra kompromiso
ieSkojimas ar kai kuriy nariy dominavimas vir§ kity, — tai
abipusiS$kai naudingo sprendimo ie$kojimas. Bendradarbiavimas —
tai kirybinis sprendimo ie$kojimas, pagristas idéjy ir informacijos
sinteze bei integracija (Peteraf, 1993; Post, 1978; Limerick ir kt.,
1998, Post ir kt., 2002).

Organizacija klesti, jei ja vienija bendri interesai, vizija ir ben-
dradarbiavimas su suinteresuotosiomis $alimis. Taciau suinteresuoto-
sios Salys turi galia, kurig reikia tinkamai subalansuoti (Waddock,
Graves, 1997; Windsor, 1999). Neatsizvelgiant | kurios nors intere-
sus, organizacijoje trinka veikla, atsiranda nepatenkinty vartotojy ir
kity suinteresuotyjy Saliy.

Moksliné problema: ar galima harmonizuoti suinteresuotyjy
Saliy interesus ir integruoti juos | organizacijos veiklos procesus.

Tyrimo objektas: suinteresuotyjy Saliy interesai ir poreikiai bei
ju itaka organizacijos veiklai.

Tyrimo tikslas: organizacijos veiklos modelio sukiirimas su-
interesuotyjy Saliy tarpusavio ry$iy ir interesy harmonizavimo pozi-
tiriu visuotinés kokybés vadybos aspektu.

Tyrimo metodai: mokslinés literatiros apzvalga, analitiniy ir
empiriniy tyrimy analizeé.

Kiekvienoje organizacijoje yra daugybé vidiniy procesy, kurie
turi biti matomi ir vertinami (Priem, Butler, 2001). Taciau atskiry
procesy vertinimas ir valdymas negali turéti svarios jtakos strate-
giniam organizacijos valdymui. Siame darbe pateiktame modelyje
akcentuojamas ne tik atskiry vidiniy procesy, bet ir visos organi-
zaciniy procesy grandies vertinimas, nes organizacija yra tarpusavyje
susijusiy procesy visuma, o tai atitinka subalansuoty verslo rodikliy
sistemos teorija. Procesus uztikrina rySiai organizacijos viduje, t.y.
rySiai tarp darbuotoju, skyriy ir darby, ir galutinis Sito rezultatas
leidzia uZtikrinti suinteresuotyjuy Saliy pasitenkinima. Siame tyrime
vertinama visa organizacijos veikla: nuo suinteresuotyju Saliy
poreikiy ir interesy iki galutinio jy igyvendinimo Organizacijos
vadybos modelj sudaro $esi komponentai:

1. suinteresuotyjy Saliy ir juy poreikiy identifikavimas;

2 strateginis planavimas;

3. procesy valdymas;

4. procesy jvertinimas;

5 vadybos perziira;

6. nuolatinio tobulinimo sistema.

Sis modelis apima démesj suinteresuotosioms 3alims (1-as
etapas), vidiniy procesy suderinima siekiant padidinti vartojamaja
vert¢ (2-as, 3-as ir 4-as etapai), nuolating progreso perzilira ir
ivertinima (5-as etapas) bei paties modelio struktiros ir vykdymo
tobulinima (6-as etapas).

1-as etapas — suinteresuotyjy $aliy identifikavimas ir ju poreikiy
nustatymas

Visi verslo procesai yra susijg su vartotojy ir kity suinteresuo-
tyju Saliy poreikiy Zinojimu ir juy patenkinimu. Suinteresuotosios
Salys turi buti identifikuojamos remiantis Siais kriterijais (Kochan,
Rubensten, 2000; Svendsen, 1998):

1. Jie teikia iSteklius, kurie butini kompanijos sékmei.

2. lJie rizikuoja kazkuo vertingu, t.y. ju gerovg tiesiogiai veikia
kompanijos likimas.

3. Jie turi pakankamai galios teigiamai ar neigiamai paveikti
kompanijos veikla.

Kiekviena suinteresuotoji Salis turi atitikti bent du Siuos kriterijus.

2-as etapas — strateginis planavimas

Siame etape vyksta suinteresuotyjy $aliy poreikiy ir nuolatiniy
imonei ripimy klausimy (pinigy srauto, inventoriaus, efektyvumo,
defekty mazinimo, naujy gaminiy, automatizavimo ir t.t.) integracija.

3-as etapas — procesy valdymas

Siame etape kiekvienai strategijai priskiriami proceso
»igaliotiniai“. Proceso jgaliotiniai — tai asmenys, atsakingi uz strate-
gijos vykdyma, kurie dalyvauja vadybos perziliros procese ir imasi
reikalingy veiksmy strategijai ar imonés veiklos sritims koreguoti.
Tokiu biidu tikrinamas (jvertinamas) organizacijos pasiruo§imas
tenkinti suinteresuotyjy Saliy poreikius, perzilrimos esamos sistemos
ir struktiiros, vertinamas darbuotojuy pozitris bei jgudziai.



4-as etapas — procesy jvertinimas

Siame etape turi biiti numatyta, kokiais ivertinimo ar matavimo
kriterijais bus naudojamasi vertinant kiekvienos strategijos vykdyma.
Strategijos {vertinimo kriterijai leidzia paversti abstrakty suinteresuo-
tyju Saliy pasitenkinima { apCiuopiama rezultata, kuri pamatuoti gali
buti pasitelktos jvairios apklausos ir tyrimai, suinteresuotuyjy Saliy
auditas.

5-as etapas — vadybos perzitira

Vadybos perziira yra verslo modelio variklis (Mitchell ir kt.,
1997; Morgan, 1983). Sioje fazéje nuolatos perzidirimi strategijy
igyvendinimo kriterijai, pacios strategijos, vartotojy bei kity suintere-
suotyjy Saliy atsiliepimai ir pan.

6-as etapas — verslo tobulinimo sistema

Sis komponentas turi uztikrinti, kad kei¢iantis salygoms, gali
biti koreguojamas ir pats modelis, o ne tik jo jgyvendinimas. Vyksta
konsultacijos su suinteresuotosiomis S$alimis, nuolat tobulinami
rysiai.

Sudarytas modelis apima pagrindinius visuotinés kokybés vady-
bos principus: suinteresuotyjuy Saliy esamy ir numatomy poreikiy
tenkinima, visuotinj dalyvavima (vadovy pasiryzimas veikti; bendros
vizijos ir organizacijos vertybiy suktrimas; démesys darbuotojams;
atsakomybés ir veiklos laisvés darbuotojams suteikimas, iniciatyvos
skatinimas; apdovanojimas, skatinimas, kompensavimas; komandinis
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darbas, darbuotojuy itraukimas { produktyvia veikla; darbuotojy mo-
kymas) bei nuolatinj tobulé¢jima (komandinis problemy sprendimas;
iniciatyva; darbuotojy bendravimas; naujoviy sieckimas). Siame mode-
lyje procesai apima tiek proaktyvinio, tiek reaktyvinio tobulinimo
elementus, naudojant kokybinius ir kiekybinius rodiklius. Sékmingas
visuotinés kokybés vadybos igyvendinimas priklauso nuo infrastruk-
tiros, t.y. nuo visuoting kokybés vadyba propaguojanéiy organi-
zacijy, socialinés propagavimo veiklos, teisinio reglamentavimo,
moksliniy tyrimy, nauju metody kuarimo, informacijos skleidimo,
praktinio mokymo ir kt. (Vanagas, 2004).

Darbuotojy ir vadovy pozilirio, nuomoniy apklausa bei esamy
struktiiry, sistemy ir politikos apzvalga gali duoti atsakymus i daugeli
iSkylanéiy klausimy ir nustatyti, kokiy reikia poky¢iu (Jones, 1992;
Kano, 1996). Surinkta informacija galima naudoti patraukiant vadovy
démesj i pozityvy bendradarbiavimo su suinteresuotosiomis Salimis
aspekta, planuoti procesus, padedancius jveikti spragas ir neatitiki-
mus bei identifikuoti sritis, reikalaujancias naujos politikos ar pro-
gramy, pvz., darbuotojy mokymas, istekliy valdymo politika, susijusi
su partnerystés rysiais, perzvelgiant ry$iy su bendruomenémis strate-
gija bei biudzeta. Gauti rezultatai taip pat gali buiti svarbus jnaSas
formuojant kompanijos visuomening misija.

Raktazodziai: suinteresuotosios Salys, poreikiy harmonizavimas,
interesy patenkinimas, visuotiné kokybés vadyba, organizacijos
procesai ir modelis.

The article has been reviewed.

Received in November, 2005; accepted in February, 2006.
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