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The main justification for this paper is linked to the grow-
ing importance that sustainability has been given in aca-
demia, the business community, and in public opinion. This
perception gradually advances on the connections between
good practices of social responsibility, and sustainability and
business competitiveness (Oliveira, 2013). Stakeholder man-
agement takes on an essential role in the strategic deploy-
ment of sustainability driven by pressure on corporations to
meet the needs and demands of these actors (Freeman and
McVea, 2001; Freeman et al., 2004).

Stakeholders are individuals, groups of individuals, or orga-
nizations that affect and/or could be affected by the activities
of an organization, its products or services, and the perfor-
mance associated with them (Accountability, 2011). Entrepre-
neurs and managers should formulate and implement strate-
gic management processes that satisfy the groups that have
an interest, claim or right in the organization, extending the
growing interest of the companies in managing the stakehold-
ers and integrating their vision into the business (Freeman
and McVea, 2001; Freeman et al., 2004).

Civil construction is the human activity with the greatest
impact on the environment. Its social and economic impacts
are such that they position the sector strategically to serve
as a driver for meeting the global targets of sustainable de-
velopment (Silva, 2003). It is also a large employer of work-
force (CBIC, 2014), one of the largest consumers of materials
(Leite and Awad, 2012), and a generator of waste (John and
Prado, 2010). Civil construction also has an impact on the
use of water and energy, on air quality, as well as on labor
relations (John and Prado, 2010). The entrance of several
companies into the capital markets increases the demand
for transparency, availability of information on the produc-
tion processes, and their environmental and social impacts,
among other aspects. The attention given by companies op-
erating in Brazil to non-financial aspects of management is
mostly restricted to environmental issues (Silva, 2003) and
initiatives linked to unregulated social themes are scarce
(Vieira Neto, 2012).

This research was motivated by the possible lack of a
structured system for stakeholder management for the
construction industry that includes practical approaches to
its implementation (Yang et al., 2011). Although there are
plenty of theories, there are no strategies, plans, methods
or routine processes set up for this purpose (Karlsen, 2002).
The analysis of models, guidelines, and processes with these
characteristics, found in the literature, and the systematiza-
tion of these results, contribute to fill this gap. This research
includes the high-rise construction sub-sector for the condi-
tions in Brazil, taking into account the building project’s life
cycle until it starts its operation.

2. MATERIALS AND METHODS

The research is qualitative (Minayo et al., 1994) and uses
an exploratory and descriptive approach, using literature
review, exploratory research, descriptive research, content
analysis, and the perspective of the analysts (Santos, 2002;
Trivifios, 2015). The theoretical basis involves stakeholder
management, the stakeholder approach, and the Stakehold-
er Theory by R.E. Freeman, published in 1984 (Freeman,
2010), together with recent studies in the sector being con-
sidered. Figure 1, below, summarizes research method steps
and the used approach to enable each of them.

The contents utilized in Steps 1 and 2 (Figure 1) were ob-
tained from identified sources based on keywords. The study
highlights 14 articles on stakeholder management models or
guidelines, 12 of which are related to civil construction (Fig-
ure 2). The objective of these steps was to evidence the
importance of the problem, set the stage of theme develop-
ment and identify guidelines, tools and models already cre-
ated by the academy so that organizations can manage, in a
structured and systematic way, its stakeholders, especially in
the civil construction sector.

Step 3 critically reviews all such content, consolidating it
in a logical sequence of steps required to manage stakehold-
ers in those companies, considering the theoretical model
suggested that will be discussed further in this article.

The main source utilized was the AA1000 Standard.
However, the research method also considered other tools
to support the analysis of the content and the stakeholder
management system proposed, such as GRI and ISO 26000
(ABNT, 2010; GRI, 2013), which, along with the AA1000 stan-
dard (Accountability, 2008; Johnston, 2012), has also helped
to create the structure for its application.

3. LITERATURE REVIEW

A) Civil Construction and Sustainable Construction:

The human activity that has the most impacts on the en-
vironment is civil construction (Silva, 2003). Worldwide it
has the following characteristics (Unep, 2014):

e Provides 5-10% of employment and typically gener-
ates 5-15% of the country’s GDP

e Accounts for the greatest use of natural resources,
land, and extraction of materials

e Buildings account for 40-45% of energy consumption
(Europe)
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Figure 1. Overview of the Research Method
Source: Based on Marques (2013)
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Figure 2. Structure of the Bibliographical Revision, by Key-words.
Source: Based on Marques (2013)
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e The construction sector emits more than 40% of the
greenhouse gases on a global level

The strength of the sector in Brazil can be seen in Table
1 below.

Table 1. Evolution of the Added Value of the Construction in Brazil
compared to national parameters.

2010 2011 2012
(%) (%) (%)
Construction/ Brazil — Gross Added Value 11,6 3,6 1,4
Brazil - Gross Domestic Product (GDP) 7,5 2,7 0,9
Brazil - Gross Added Value 6,9 2,5 0,8

Source: CBIC (2014).

The evolution of the sector’s Gross Value Added (value
that the activity adds to goods and services consumed in
the production process) is higher at the current prices than
the equivalent national parameters. In 2009, the sector em-
ployed 6.9 million people (7.12% of persons employed) in
the country.

The sector is based on projects (Rodriguez-Melo and
Mansouri, 2011). A project “..is a set of temporary activities
carried out in a group so as to produce a product, service or
unique result”. It has a defined beginning and end, as well as
resources and staff. Itis not a routine operation, but a set of
operations aimed at a specific objective (PMI, 2014). Project
management involves the use of knowledge, skills, and tech-
niques in order to obtain effectiveness and efficiency in proj-
ect execution (PMI, 2014). It requires the following process-
es: Initiation, Planning, Execution, Monitoring and Control,
and Closing. It is comprised of ten areas, including an item
on stakeholder management (PMI, 2014). The life cycle stag-
es of a project (Table 2) include an approach of stakeholders.

A construction project is considered sustainable when it
reaches the expected performance with minimal negative
environmental impact, while meeting the environmental re-
quirements, responding to social and cultural demands, and
providing economic improvement (Bal et al., 2013). Efforts
in this direction have focused on indicators related to the
structural unit in general and to environmental indicators,
both globally and in Brazil (Silva and Agopyan, 2003).

Until recently, sustainability was not considered relevant
in the environment of the construction business. Several
factors have contributed to its evolution in Brazil: the cre-
ation of the Brazilian Council for Sustainable Construction
(CBCS) in 2007, the dissemination of green building certifi-
cates such as LEED and HQE Certification (High Environmen-
tal Quality Process), the Vanzolini Foundation, the creation
of the “Casa Azul” Seal for Sustainable Construction in 2010
by Caixa Econ6mica Federal (CEF), and the creation of the
PROCEL seal on energy consumption, from Eletrobras. The

methods of environmental performance evaluation do not
really address the issues related to sustainability indicators
and, in general, are not associated with the scale of a high-
rise building (Silva, 2007).

Table 2. Stages of a Building Project

PHASES | ACTIVITIES

a) Initiation Official startup of the project, preparing a
budget and preliminary schedules, drafting
the initial proposal, defining the building
project’s team and manager, identifying
the stakeholders.

b) Planning Listing the documents prepared in the
previous phase and developing projects
and prototypes. Finishing the plans of the

building project.

Actions and processes to put into practice
the plans drawn up for the project. It in-
volves coordinating people and managing
the project stakeholders.

c) Execution

d) Monitoring and | The project’s progress and performance is

Control monitored, analyzed, and organized, and
its results are measured in order to identify
deviations.
e) Closing Finishing all the activities, delivering the

product or service generated, revising and
filing the documents, and demobilizing the

team.

Source: Based on John and Prado (2010).

B)Social Responsibility (SR) and Sustainability:

Sustainability is a new “mega trend” in business (Lubin
and Esty, 2010), which is a term expressing strong econom-
ic and social changes. These “mega trend” changes require
managers to adopt a strategic approach, where competitive-
ness and even the survival of their companies depend on
their response to the challenge of sustainability. However,
these managers tend to adopt isolated and disjointed ac-
tions without considering the whole (Lubin and Esty, 2010;
Elkington, 2001). Othman (2008) and Schermerhorn Jr. et al.
(2009) defined corporate social responsibility (CSR) as the
obligation of an organization to act in a way so as to serve
the interests of its stakeholders.

The adoption of the CSR concept has been growing in the
business world, including in civil construction, but with few
practical results (Sanders and Eskridge, 1993; Loorbach and
Rotmans, 2006).

The meaning of the expressions “Sustainable Develop-
ment” (SD) (or “Sustainability”) and “Social Responsibility”
(SR) does not have a consensus in academia, in business,



and in society (Hart and Milstein, 2003). Paul (2008) found
that the term most often used by companies to designate
their interaction with sustainability was “Sustainability”, and
after that it was “Social Responsibility” or “Corporate Social
Responsibility” or “Responsibility”, then “Stakeholder”, and,
lastly, “Code of Conduct/Behavior”.

Paul (2008) showed an inverse relationship between the
use of terms derived from “ethics” and “social responsibili-
ty”, suggesting that the more the managers use them, the
more likely they are misleading the public. Contrary to Or-
litzky et al. (2011), who point to the increasing number of
concepts and terms related to the topic, (Elkington, 2001;
Paul, 2008) lean toward its consolidation. For most of the
studies, sustainability can become the preferred term in the
future, a perspective shared by the authors of this paper.

Lubin and Esty (2010) recommend substituting tactical,
random, and isolated approaches for others that are strate-
gic, systematic, and integrated in managing the objectives of
sustainability. Hart and Milstein (2003) propose the model
of “creating sustainable value for the company,” using moti-
vators that will mark out the actions that are needed.

C) Stakeholder Management, Stakeholder Theory, and
Stakeholder Approach:

Stakeholder is “any group or individual who is affected by
or can affect the achievement of an organization’s objectives”
(Freeman and McVea, 2001, p. 4). Stakeholder engagement is
an “activity done to create opportunities for dialog between
an organization and one or more of its interested parties in or-
der to provide a sound basis for the organization’s decisions”
(ABNT, 2010, p. 4). Table 3 below summarizes the literature
review on the subject, which is later developed with a focus
on guidelines and models, especially in civil construction.

“Stakeholder approach” focuses on the management and
integration of the relationships and interests of the stake-
holders and the company’s long-term success. It should be
emphasized the active management of the business envi-
ronment, the relationships involved, and the promotion of
common interests (Freeman and McVea, 2001). The strate-
gic management of the stakeholders is the most advanced
approach (Freeman and McVea, 2001; Carroll and Buch-
holtz, 1999) and it means good management, lower risks,
and strengthening of the image (Freeman and McVea, 2001;
Freeman et al., 2004).

In the case of civil construction companies in general, the
issues related to stakeholders are more linked to the charac-
teristics of the product such as on-time delivery, good qual-
ity, or some “green” attribute. Although subject to social
scrutiny, they do not suffer as much pressure as sectors such
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as oil and gas and mining. Still they are not immune to the
negative effects of a troubled relationship with its stakehold-
ers. The stakeholder approach has an innovative dimension
(Hart and Milstein, 2003) and depends on the creation of
competencies and skills, generating learning, and new oper-
ational routines to support the strategy.
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The definition of objectives of organizations should be
supported by the stakeholders, upon which depends its
long-term success, and the relations with all of them should
be worked through by the managers (Freeman and McVea,
2001). The Stakeholder Approach is based on two questions
(Freeman et al., 2004):

e Whatis the purpose of the company? This encourag-
es the managers to create a sense of shared values,
bringing the key stakeholders closer together and
making it possible to generate an exceptional per-
formance, including the financial result.

e What is the responsibility of the managers with the
stakeholders? It urges the managers to express how
they want to do business and what kind of relation-
ships they need to create and maintain in order to
achieve their purposes.

Concern with the shareholders and with profit should be
a result and not the driver of the value creation process. The
Stakeholder Theory presupposes that the values are part of
the business and rejects the thesis of separation between
ethics and economics. The best deal for everyone is the one
in which the managers seek to create as much value for the
stakeholders as possible, resolving conflicts so that these ac-
tors are not compelled to leave the business or to oppose it
(Freeman et al., 2004).

Codes, principles, and standards are needed to manage
the stakeholders (Leipziger, 2003). Those of greater credibil-
ity tend to be those that have already been tested and have
been developed with the participation of a wide range of
stakeholders. The GRI Guidelines, AA1000, and ISO 26000,
used in this study, meet these requirements.

E) The AA 1000 Series:

It was created by Accountability, which is a global
multi-stakeholder network focused on accountability and
sustainable development. The following standards are con-
sidered for this paper: AA1000OAPS Accountability Principles
Standard and AA1000SES Stakeholder Engagement Standard
(Accountability, 2008).

Accountability means “to recognize and take responsibil-
ity and be transparent with the impacts from the policies,
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Table 3. Summary of the literature revision about stakeholders — General Vision

:g,:l.l-_ PUBLICATION’S TITLE / THEORETICAL REFERENCE AUTHOR AND DATE CONCEPT
Stakeholder Theory and. .The”Corporate Objective Freeman and McVea, 2001 Theoretical reference and Stakeholders Strategic
Revisited Management
A Stakeholder approach to Strategic Management Freeman et al. 2004 Theorefical reference and Stakeholders Strategic
Management
AA1000 Accountability Principles Standard Accountability, 2008 Stakeholder; Pr|nC|pIesr;oerntthe stakeholder engage-
AA1000 Stakeholder Engagement Standard Accountability, 2011 Stakeholder; stakefjolder engagement; stakehold-
ers’ management
Stakeholder Engagement: Achieving Sustainability Model of stakeholders engagement in construction
. . Bal et al., 2013 .
in the Construction Sector projects
Companies in society: su.st.a.lnablllty and social Oliveira, 2013 Management with stakeholders

2 responsibility
s)
° - o
= Guidelines GRI 2006 and 2013 GRI, 2006, 2013 Engagement of stakeholders in the sustainability
S report
§ ABNT NBR ISO 26000 ABNT, 2010 Concepts, principles and guides
c
o
O

Driven to be Good: a stakeholder Theory Perspec-
tive (...)

Brower and Mahajan, 2013

Stakeholders’ Theory and Corporate Social Perfor-
mance

Stakeholder Engagement: defining stra-
tegic advantage for sustainable construc-
tion

Rodriguez-Melo and Man-
souri, 2011

Stakeholders engagement as a strategic
advantage

Business in society

Oliveira, 2013

The theory of stakeholders and CSR:
history, concepts, models, cases

Business & Society: ethics and stake-
holder management

Carroll and Buchholtz,
1999

Model of Social Responsibility and stake-
holders

Corporate Sustainability, Citizenship and
Social Responsibility Reporting: (...)

Paul, 2008

Stakeholder concept: use by businesses and
perspective

Planning
(mapping, prioritization, Profile,
themes, methods)

AA1000 Stakeholder Engagement Standard

Accountability, 2011

Engagement planning

GRI Guidelines

GRI, 2006, 2013

Stakeholder engagement in sustainability reporting

Stakeholder Engagement: Achieving Sustain-
ability in the Construction Sector

Bal et al, 2013

Stakeholder management model for construction
projects

Driven to be Good: a stakeholder Theory
Perspective (...)

Brower and Mahajan, 2013

Stakeholders’ Theory and Corporate Social Perfor-
mance

Business in society

Oliveira, 2013

The theory of stakeholders and CSR: history, con-
cepts, models, cases

Business & Society: ethics and stakeholder man-
agement

Carroll and Buchholtz, 1999

Social Responsibility Model

ABNT NBR ISO 26000

ABNT, 2010

Concepts, principles and guidelines

Preparation for
engagement

AA1000 stakeholder Engagement Standard

Accountability, 2011

Preparing for stakeholder engagement

GRI Guidelines (G3 e G4)

GRI, 2006, 2013

Stakeholder engagement in sustainability reporting

Stakeholder Engagement: Achieving Sustainability
in the Construction Sector

Bal et. al, 2013

Stakeholder management model for construction
projects

ABNT NBR ISO 26000

ABNT, 2010

Concepts, principles and guidelines

Engagement Imple-
mentation

AA1000 Stakeholder Engagement Standard.

Accountability

Implementation of engagement

GRI Guidelines

GRI, 2006, 2013

Stakeholder engagement in sustainability reporting

Stakeholder Engagement: Achieving Sustainability
in the Construction Sector

Bal et. al, 2012

Stakeholder management model for construction
projects

Business & Society: ethics and stakeholder man-
agement

Carroll and Buchholtz, 1999

Social Responsibility Model (Carroll Pyramid)




601
Brazilian Journal of Operations & Production Management P
Volume 15, Nimero 4, 2018, pp. 595-609 B
DOI: 10.14488/BJOPM.2018.v15.n4.a13

AA1000 Stakeholder Engagement Standard

Accountability, 2011

Monitoring and evaluation of engagement

GRI Guidelines

GRI, 2006, 2013

Stakeholder engagement in the sustain-
ability reporting

ABNT NBR ISO 26000

ABNT, 2010

Concepts, principles and guidelines on
stakeholders

Stakeholder Engagement: Achieving Sus-
tainability in the Construction Sector

Rodriguez-Melo and Man-
souri, 2011

The stakeholder engagement as a strate-
gic advantage

Monitoring, evaluation and
process improvement

Driven to be Good: a stakeholder Theory
Perspective (...)

Brower and Mahajan,

Stakeholders’ Theory and Corporate So-

2013 cial Performance

Source: Based on Marques (2015).

decisions, actions, products, and performance associat-
ed with them” (Accountability, 2011), which implies in the
stakeholders being involved in identifying, understanding,
and giving answers with regard to sustainability. AA1000
APS (Accountability, 2008) presents three principles:

e Inclusion - responsibility with those that cause an
impact or that are impacted; implementing a pro-
cess of stakeholder participation; competencies and
resources.

e Relevance - identify the themes of materially rele-
vant sustainability.

e Responsibility - Capacity to respond to issues raised
by the stakeholders.

According to the AA1000 Principles, organizations must:
e Set a strategy based on knowledge and the answer
to the relevant questions and concerns of its stake-

holders;

e Setobjectives and standards to support the strategic
management and performance;

e Disseminate reliable information linked to these

strategies, objectives, standards, and performance
for the public who uses it to guide their actions and
decisions.

Figure 3 below summarizes the recommendations for ap-
plying the Principles.

AA1000 SES provides a structure for the quality of en-
gagement based on the principle of Inclusion. It defines
“stakeholder engagement” as the process used by the or-
ganization to interact with the relevant interested parties,
working toward a particular purpose and to achieve results
accepted by those involved (Accountability, 2008). The focus
should be the social, environmental, and economic perfor-
mance in addition to the long-term financial performance
through responsible business strategies (Johnston, 2012).

AA1000 recommends including the view of the stakehold-
ers in its policies and integration in governance and in the
strategic processes, and being aligned with ISO 26000 in re-
lation to this theme (Johnston, 2012). To include such a view,
the following items must be understood: why get involved
(the purpose); get involved in what (scope); and who needs
to be involved (property, term, stakeholders). The purpose
can be strategic and operational. It is important to determi-
nate the material issues related to the business. “A materi-
al issue is a matter that will influence the decisions, actions

Focus on what isrelevant (material)

The organization’s
involvement ofthe
organization with its
stakeholders while identifying
and understanding the issues of
sustainability that impact its
long-termeconomic, social,
environmental and financial
performance.

Development of business
strategies

Definition ofperformance
objectives in a
responsible way

Create a structure for taking action depending on opportunities, risks and non financial compliance

Figure 3 Recommendations for applying the Principles AA100OOAPS
Source: Adapted from Accountability (2008).
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and performance of an organization or its stakeholders.” (Ac-
countability, 2008). The stages of the process are based on
the PDCA (Plan-Do-Check-Act) Cycle and the Deming Cycle:
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e Plan - mapping of the stakeholders, engagement
method, engagement limits, engagement plan, and
indicators for the process.

e Prepare - resources, capacity building, contingency
plans.

e Implement - invitation to stakeholders and informa-
tion about the process, documentation and products
generated, action plan, communicating the results,
and feedback.

e Act, Review, Improve - Monitor and evaluate the
quality of the process, learn and improve, give con-
tinuity to the action plan, communicate, and report
about the engagement.

The Global Reporting Initiative (GRI) is a global
multi-stakeholder network (GRI, 2013). Sustainability re-
ports measure and disclose the organizational performance
in sustainability. This practice has been increasingly required
in organizations in order to bring transparency to the social
and environmental aspects of its activities, operations, and
decisions. The latest version of the GRI Guidelines is the G4
with two “in accordance” options: Essential and Compre-
hensive. The first contains essential elements of a report,
requiring at least one indicator for each “material” aspect.
According to the GRI principle of Stakeholder Inclusion: “The
organization shall identify its stakeholders and explain in the
report the measures it has taken to meet the expectations
and reasonable interests of these parties” (GRI, 2013, p.10).

ISO 26000 is an international standard of guidelines for
social responsibility launched in 2010 by International Or-
ganization for Standardization (ISO). It aims to promote a
common understanding on the practice of social responsi-
bility to guide organizations of any type or size to improve
their performance in this area (ABNT, 2010). It makes recom-
mendations and not requirements; it is not based on a Man-
agement System (PDCA), neither is it subjected to external
verification or certification. It recommends the integration
of the socially responsible business behavior through sev-
en social responsibility core themes. It has seven “Sections”
(ABNT, 2010) and Section 5 deals with stakeholder engage-
ment.

“Respect for the stakeholders’ interests” is one of the sev-
en principles of ISO 26000 (ABNT, 2010).

F) Tools for Building Certification:

The following initiatives were studied in order to identi-
fy the stakeholder management practices present in these
tools used by construction companies operating in Brazil:

e LEED - Leadership in Energy and Environmental De-
sign - An international environmental certification
and orientation system for buildings, linked to the
Green Building Council (GBC), which aims to develop
sustainable construction (GBC BRAZIL, 2014);

e HQE Process - High Environmental Quality Certi-
fication — It strives for ideal conditions of comfort
and health for users. Category 1 - The relationship
of the building with the environment that has to do
with stakeholder management (Fundagdo Vanzolini,
2014);

e BREEAM - Building Research Establishment Environ-
mental Assessment Method - Created by the Green
Building Council in the United Kingdom, it measures
good practices in sustainable construction (BREEAM,
2014);

e CASBEE - Comprehensive Assessment System for
Building Environmental Efficiency - Focuses on as-
sessing the environmental performance of buildings
(CASBEE, 2013);

e “Casa Azul” Seal - Caixa Econdmica Federal - With
an environmental focus, it is the first sustainability
rating system in civil construction in Brazil (LabEEE,
2014).

While relevant for advancing the sustainability agenda in
the sector in Brazil in general, these initiatives have an en-
vironmental bias and do not provide structured processes
of stakeholder management of the building projects (level
of the projects) nor of the companies (corporate level). Be-
cause of this, they were not considered in the systematiza-
tion of the research results.

The articles found with this focus, listed in Figure 2, are
briefly presented below. They are the basis for identifying,
analyzing, and systematizing the studies with these ap-
proaches, especially those produced for civil construction.

Brower and Mahajan Model - Studies the influence of
the characteristics of the stakeholders in improving the so-
cial performance through the Corporate Social Performance
(CSP). The relevance and impact of the demands of the stake-
holders about the company are enhanced by several factors,
resulting in the increase of CSP measured by more than 35
dimensions of CSR. After analyzing 447 US companies, the



conclusion reached was that firms that: “(1) have greater
sensitivity to stakeholder needs as a result of the firm’s stra-
tegic emphasis on marketing and/or value creation, (2) face
greater diversity of stakeholder demands, and (3) encounter
a greater degree of scrutiny or risk from stakeholder action”
have a greater breadth of CSP related to their stakeholder
landscape (Brower and Mahajan, 2013). The failure to recog-
nize the impacts of stakeholders on results can harm future
opportunities.

Garrod Model - It evaluates the potential of stakeholder
participation in building mathematical models that include
dimensions of sustainability (Garrod et al., 2013).

Model of Bal et al - Applicable to the construction indus-
try, it brings as the key question the existence of a broad
spectrum of stakeholders with their own agenda with the
possibility of multiple conflicts. It proposes six steps for
stakeholder engagement (Bal et al., 2013).

Rodriguez-Melo, Mansouri and Afshin Guidelines - They
compare the influence of three factors on the profitability
of construction companies in the UK and the relationships
between them as revenue generators: government pol-
icy of sustainable construction, stakeholder pressure on
the company, and attitudes of the managers in relation to
sustainability. The main factor was the engagement of the
stakeholders, whose influence can account for 20% of the
managerial attitude toward sustainability (Rodriguez-Melo
and Mansouri, 2011).

Model of Yang et. al - It proposes guidelines for man-
aging the stakeholders of construction projects in order to
provide the teams with a decision-making method based on
research gaps: the lack of complete stakeholder manage-
ment model for the sector and the lack of consolidated prac-
tical approaches for this objective. Based on the analysis of
the Critical Success Factors, a model was created with four
components: 1) Analysis of the stakeholders; 2) Input of in-
formation; 3) Decision-making; and 4) Sustainable support.
The study finds that there is no uniformity in the behavior of
these factors, suggesting different contexts in the projects
(Yang et al., 2011).

Model of Walbaum, Krank and Teloh - The authors cre-
ated an instrument for prioritizing sustainability criteria in
the context of sustainable urban development. They used
the materiality matrix to identify key issues based on Sus-
tainable Building Tool 07 (SBTool 07) (Wallbaum et al., 2010).

Model created by Bourne and studied by Bourne and
Walker - They studied the way of measuring and visualizing
the influence of the stakeholders of the projects. The basis
was literature, empirical research, and two case studies,
utilizing the “Stakeholder Circle™ Tool”, created by Bourne.
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One of them was in the civil construction sector: “..every
project is unique and so are its stakeholders...” (Bourne and
Walker, 2006, p. 16).
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Karlsen Model - The research aimed to answer the fol-
lowing question: which stakeholders are the most important
for a particular project? The customers and end users were
considered the most important stakeholders, followed by
contractors/suppliers, consultants, grassroots organizations,
authorities, media, third parties, control organizations, com-
petitors, unions, and financial institutions. In general, a pro-
cess of systematic and formal stakeholder management is
non-existent, as well as effective strategies, plans, methods,
or processes to achieve this objective. Based on this, a six-
step process was proposed: Plan, Identify, Analyze, Commu-
nicate, Act, and Monitor (Karlsen, 2002).

Zhu, Zao, and Geng Model - It studies green design prac-
tices (“ecodesign”) in the construction of apartments in
China. The model uses cooperation with stakeholders and
customers to improve the environmental, economic, and
competitive performance of projects. The results show that
the cooperation with customers in general is planned but
not really implemented. The authors propose that govern-
ments require designers to cooperate with construction
stakeholders (Zhu et al., 2012).

Othman and Abdellatif Model - It investigates the role of
partnership between government and civil construction pro-
fessionals in the integration of Corporative Social Responsi-
bility linked to the stakeholders of the project in South Africa
(Othman and Abdllatif, 2011).

Guidelines of Pérez, Gonzalez-Cruz, and Pastor-Ferrando
- They analyze the expectations and relationships between
the sponsor of the project, the design company, and the con-
tractor. It uses a “Strategy Canvas Tool” to assess the quality
of the projects and identify the items related to design and
management, and closes with the need for creating mecha-
nisms for managing and sharing this knowledge among the
stakeholders (Pérez et al., 2010).

Studies from Olander and Landim - They examine the
influence of stakeholders in civil construction projects, in
which the negative attitudes of the entrepreneurs toward
the stakeholders can create serious obstructions to the exe-
cution of the projects. They conclude that the evaluation of
the stakeholders’ demands is an important step in the plan-
ning, implementation, and completion of any project in the
area (Olander and Landin, 2005).

The second research by Olander (2006) comprises the
analysis of external stakeholders and has the following pro-
posals: identify the stakeholders, give them priority, identify
their mission, determine their strengths and weaknesses,



identify their strategies, foresee their behavior, and imple-
ment a stakeholder strategic management.
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The third one by Olander and Landin (2008) highlights
and compares factors that affect the management processes
of the external stakeholders from the perspective of project
implementation. It concludes that the project’s results de-
pend heavily on the ability of managers to demonstrate the
benefits and the negative consequences, with communica-
tion being a key factor.

Elias, Cavana and Jackson Guidelines - A case study involv-
ing the preparation of a conceptual map of the stakeholders
of a highway system, the process for dealing with them, and
the transactions to support the project’s objectives (Elias et
al., 2002). The dynamics of the stakeholders was analyzed
from the typology proposed by (Mitchell et al., 1997).

4. RESULTS

The proposition of this conceptual system for stakeholder
management was based on the premise that organizations
need to create structured and strategic ways to manage
their stakeholders (Freeman and McVea, 2001). Due to the
lack of models applicable to the reality studied, the concepts
and assumptions identified in the literature were recom-
mended by Othman and Abdellatif (2011), analyzed criti-
cally, while also considering the knowledge and experience
of the researchers. This resulted in two products, detailed
below: Product 1 - A diagram that aims to provide compa-
nies with an overview of the process for promoting dialogue
and engagement with their stakeholders (Figure 4); Product
2 — Outlines the steps needed for implementing the man-
agement process based on content hierarchy.

CIVIL CONSTRUCTION COMPANY

Strategic Environment :
CORPORATIVE

Stakeholders Management Focus:
Strategic / Governance
(Dimensions and Criteria)

O perational Environment:
BUILDINGS PROJECTS

Stakeholder Management Focus:
Tactical-Operational
(Dimensions and Criteria)

ProjectiN
Adaptation;
Replication &
Adjustments

Figure 4. Conceptual System for Stakeholder Management in Civil
Construction
Source: By the authors.

The process proposed in Product 1 should have the fol-
lowing characteristics:

¢ Understand the strategic and governance (corporate
environment) level just as much as the building proj-
ect environment, whose approach is more tactical
and operational.

e Emphasize the active management of the business
environment, the relationships involved, and the
promotion of common interests between the two
parties (Freeman and McVea, 2001).

e Provide a general framework and indicate the flows
between the corporate and project levels and the in-
terconnections among its other components.

e Reflect the scope of a construction company where
the environments represented allow for a full and
structured management of stakeholders, ensuring
the incorporation of the practice to the organization-
al and business management model.

e The arrows represent the interconnection between
the environments and between projects and will pro-
vide learning and the incorporation of results at two
levels. The larger ones indicate that the elements
identified and prioritized in the process of that con-
text, as well as the results of the engagement and
learning generated should be considered and even-
tually incorporated. The smaller ones represent the
connection between projects in terms of exchange of
knowledge, experiences, results, and learning.

This element was structured based on the literature, es-
pecially on the AA1000 SES Standard whose management
system nature provided the proposition of Dimensions and
Criteria (Product 2).

DIMENSIONS

- Macro stages of the
stakeholders’
management,
defined based
on the AA1000SES.

CRITERIA

- Detailing of the macro
stages, also based on
the AA1000SES -

—>

Figure 5. Macro structure of the stakeholder management
process.
Source: based on Marques (2015).

The bibliographic content analyzed was systematized
from the aforementioned structure for each Dimension and
its respective Criteria were created within a logical sequence
of stakeholder management. The GRI Guidelines, 1ISO 26000,
articles on stakeholder management models, and to a lesser
extent, other references were also considered (Table 4).



Table 4. Product 2 —
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Systematization of the stakeholders’ management

Dimension 1 - Identify the Stakeholders and the Sustainability Themes of the Company/Project

Criteria

Sources

1.1. Identify the stakeholders (groups and sub-
groups)

Accountability (2011); GRI (2013); ABNT (2010); Yang et al (2011); Bal et al (2013);
Karlsen (2002); Bourne and Walker (2006); Garrod et. al. (2013); Elias et al. (2002);
Mitchell et al., 1997; Carroll and Buchholtz, (1999)

1.2. Promote the business understanding under
the sustainability optic and analyze its impacts,
integrating the stakeholders’ interests

ABNT (2010); Bourne and Walker (2006); Olander and Landin, 2005; Accountabili-
ty (2008); GRI (2013); Bal et al (2013); Yang et. al (2011)

Dimension 2 — Prioritize Stakeholders and Sustainability Themes

Criteria

Sources

2.1. Prioritize Stakeholders

Accountability (2011); GRI (2013); ABNT (2010); Carroll and Buchholtz (1999);
Elias et al. (2002); Yang et. al (2011); Oliveira (2013); Bourne and Walker (2006);
Olander (2006); Bal et al (2013); Karlsen (2002)

2.2. Determine and Review the Materials Themes

Accountability (2008); GRI (2013); ABNT (2010); Yang et al (2011)

2.3 Establish Indicators

Accountability (2011)

Dimension 3 — Establish and Implement a Process of Stakeholders’ Engagement — A — Plan the engagement

Criteria

Sources

3.1 Establish the purpose of the engagement

Accountability (2011); Karlsen, 2002

3.2 Review the profile and the prioritization of
stakeholders

Accountability (2011); GRI (2013); Bourne and Walker (2006)

3.3 Determine the level of engagement and meth-
ods to be used

Yang et al. (2011); Accountability (2011); GRI (2013)

3.4 Identify the disclosure limits

Accountability (2011)

3.5 Develop an engagement plan

Accountability (2011); GRI (2013); Bourne and Walker (2006); Elias et al. (2002);
Garrod et al. (2013); Zhu et al. (2012)

3.6 Establish indicators

Accountability (2011)

B - Prepare the engagement

Criteria

Sources

3.7 Mobilize resources

Accountability (2011)

3.8. Develop the capacity of engagement

ABNT (2010); Yang et al. (2011); Yang et al (2011); GRI (2013); Accountability
(2011)

3.9 Identify and prepare oneself for the engage-
ment risks

Accountability (2011); Elias et al. (2002); Bourne and Walker (2006); Olander and
Landin (2008); Bal et al (2013); ABNT (2010)

C - Implement the engagement plan

Criteria

Sources

3.10 Invite stakeholders to join in

Accountability (2011); GRI (2013)

3.11 Inform stakeholders about the process

Karlsen (2002); ABNT (2010); Bal et al (2013); Accountability (2008); GRI (2013);
Olander and Landin (2008)

3.12 Engage oneself with the stakeholders

ABNT (2010); Accountability (2011); Yang et al (2011)

3.13 Document the engagement and its results

Accountability (2011); GRI (2013)

3.14 Develop an action plan

Accountability (2011); Bal et al (2013); GRI (2013)

3.15 Communicate the engagement and action

Accountability (2011); GRI (2013); Yang et al (2011); Bal et al (2013)

plan results
D — Review and improve the engagement process
Guidelines Sources
3.16 Monitor and evaluate the engagement Bal et al (2013); Accountability (2011)
3.17 Learn with the process and improve ABNT (2010)

3.18 Follow the action plan

Bourne and Walker (2006); Accountability (2011); ABNT (2010)

3.19 Give feedback about the engagement and
prepare report

Accountability (2008 and 2011); Karlsen (2002); GRI (2013)
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Dimension 4 — Manage the Learning and Integrate the Results of the Engagement to Strategy and Governance

Criteria

Sources

4.1 Manage the learning

GRI (2013); Accountability (2011); Othman and Mia (2008)

4.2 Integrate the results to governance

GRI (2013); Accountability (2011)

Source: By the authors.

The intent was to make sure that the system for civil con-
struction stakeholders would be applicable to any size of the
company, could be used both at the corporate and project
levels, providing the integration of stakeholder management
practices between the two areas, and would allow the incor-
poration of the experience and learning generated in both
levels. Its use should focus on the priority stakeholders and
the sustainability themes (materials) that are most relevant
for the company, while taking into account its strategy and
its context of sustainability.

It is common for the results of an undertaking to be
harmed due to errors such as anxiety to bring the project to
fruition without giving due attention to defining the prob-
lem or to obtaining the necessary information. Human fac-
tors are sometimes also ignored and key variables are for-
gotten in an attempt to simplify a problem. Measures such
as adopting models can assist in making decisions, as long
as they are used properly (Stevenson, 1981). Crozatti (1998)
highlights the importance of developing the organization’s
management model. Since it consists of the rules and princi-
ples that guide managers in identifying the best alternatives
for reaching their mission, it impacts all other systems. For
the stakeholder management focused on sustainability to
become part of the business, models, guidelines, or deploy-
ment systems should be a part of the management model.
This should give the organization the flexibility it needs to
cope with a changing environment.

Considering the view of Stevenson (1981) and Crozatti
(1998), it can be inferred that construction projects should
not disregard the expectations and needs of its stakeholders
on the grounds that the building project needs to go forward
at any price. It also follows that the correct use of models,
guidelines, or appropriate systems becomes a valuable tool
to assist in making and implementing decisions both at the
project level and at the corporate level.

The system proposed, therefore, has the following ele-
ments:

e It includes stakeholder management in the con-
struction area and the managing of these relations
at both levels: strategic (corporate) and tactical-op-
erational (projects);

e It enables stakeholder management to become part
of the company’s management;

e It is focused on the incorporation of sustainability
into business;

e In a structured way, it points to the path of a more
strategic vision of stakeholder management in the
planning and execution of construction activities for
the incorporation.

In order to increase knowledge on the subject, further re-
search is suggested to validate the actions proposed and the
instrument containing provisions for the implementation of
the theoretical model (Dimensions and Criteria outlined in
this study) with specialists, in order to detail the necessary
actions within each criterion, to test the system proposed in
companies from the segment studied, and to do further re-
search on the current state of the stakeholder management
practices in construction companies in Brazil.

5. CONCLUSIONS

Companies dialoging and engaging with their stakehold-
ers are preconditions for including sustainability in the busi-
ness. This implies getting to know the persons, entities, or
groups to whom the business activity matters, while under-
standing and managing the connections of this public with
the themes and impacts relevant to sustainability. Concep-
tual frameworks, such as the Theory of Stakeholders [17],
constitute a good basis for this work, as well as themes of
sustainability based on global benchmarks, such as the 1SO
26000 Standard. They should be prioritized and managed
based on the company’s stakeholder management criteria,
such as AA1000 and GRI Guidelines that are the basis of this
research.

Civil construction has significant impacts on sustainability,
many of them being negative. In Brazil, the high-rise building
sub-sector shows lack of progress in this regard. Few are the
innovative companies that are usually motivated by quality
management, environmental certifications of buildings, and
entry into the capital market. Because it is project-based,
this sub-sector has a complex nature with multidisciplinary
teams, specifications, and strict targets of costs, deadlines,
etc. In general, it is not possible to faithfully reproduce the
implementation of a building project, which can hamper the
dissemination of good practices and the generation of the
knowledge generated.



The research identified little in terms of models or struc-
tured guideline that were sufficiently systemized, coher-
ent, and detailed enough for stakeholder management in
civil construction, especially in Brazil. It highlighted the
following:

e Ingeneral, the focus of the models has been on proj-
ects, some of them based on methodologies such as
that from the Project Management Institute (PMI);

e They tend to consider a restricted spectrum of stake-
holders, often directly linked to the project and its
immediate interests;

e The main focus is environmental with little social
considerations;

e Few include the population of the catchment area,
the workers, the community, and others.

e A joint approach that includes the corporate and
project perspective is rare;

e Less common still is the integration of these aspects
with a predominant focus on projects;

e The instrumental view of stakeholder management
prevails, showing little sensitivity to the partnership
potential of these actors with the company.

For a company to be able to talk and get engaged with its
stakeholders at the corporate and project levels, a “Concep-
tual Systematic for Managing Stakeholders in Civil Construc-
tion Companies” was proposed. It was felt that the company
should answer for its impacts and relationships due to its
area of influence. Stakeholder management should include
governance, strategies and guidelines, but should also be
present in the day-to-day activities of the projects. In this
sense, the schematic representation of the system expresses
its conceptual dimension and its operating dynamics.

The purpose in this study is to explore established con-
cepts and premises as well as pre-existing models, especially
those aimed at the construction area. However, the latter
case presented scant results. The analysis of bibliographical
material and the experience of the authors were relevant
elements of the methodology. Another contribution of the
research to be achieved through further studies is to set up
a structure with a preliminary proposal of guidelines and cri-
teria for applying the system from the systematization of the
contents studied.

The research brings an important contribution in aca-
demia because of the scant research on the topic, especially
in Brazil, and for companies it provides an innovative system
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for the strategic and tactical-operational management of
stakeholders with the following characteristics:
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e Ability to integrate stakeholder management prac-
tices between the corporate and project areas;

e Ability to incorporate the experience and learning
generated in both environments;

e Applicable to any size of the company.

To use it properly, companies should consider that their
relations with stakeholders are dynamic and changeable.
Thus, the possible methods and approaches for its appli-
cation should consider at least the following elements: the
company’s maturity, the staff’s knowledge, the characteris-
tics of the stakeholders, and the engagement objectives.
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