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ABSTRACT

Organization management is increasing focused on the main stakeholders. Managers - stakeholders
win-win relationship became the generator of multidimensional and sustainable performance. This
study is focusing on stakeholders based management which became a new enterprise management
system much more comprehensive and performant than classical management systems, able to
valorize the stakeholders potential, through collaborative mechanisms using to a larger scale
emotional intelligence. Starting point in the development of the stakeholders based management
system is approaching of the enterprise as an ecosystem, very open to the all stakeholders, aiming
to generate economic, social and ecologic performances. The study presents the definition of new
stakeholders based management system and its specific content, managerial synapse, its main
component, main differences between stakeholders based management system and , classical”
enterprise management systems, and major advantages and limits of this new system. The article
contains certain elements regarding the stakeholders based management system, resulted from an
empirical research involving 332 stakeholders in the Romanian enterprises.
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1. INTRODUCTION

Edward Freeman has launched in 1984 (Freeman, 1984), the stakeholder strategic approach having,
a major influence on the main stakeholders management theory and practice. Today, the placement
of the stakeholders in the forefront of the enterprise management represents one of the deepest and
most comprehensive mutations, which was fast increasing in the last decades. Harvard University
mathematical biologist Martin Nowak (Nowak, 2006) has provided the scientific explanation of this
evolution: “Perhaps the most remarkable aspect of the evolution is its ability to generate
cooperation in a competitive word”. This we might add “natural cooperation as a third fundamental
principle of evolution beside mutation and natural selection”. In our research, we consider the
stakeholder as a person, a group of individuals or an organization which has significant interests in
the other organization, having a major impact on its activities and performances.

Number and categories of stakeholders is different for every type of organization. For company -
the most common organization - the main stakeholders are the followings: owners, managers,
employees, clients, suppliers, banks, providers of consulting and training services, administrative
bodies, business organizations, local community, concurrent companies and venture capital
investors.

* Corresponding author. E-mail address: ciprian.nicolescu@gmail.com

423



PROCEEDINGS OF THE 12th INTERNATIONAL MANAGEMENT CONFERENCE
“Management Perspectives in the Digital Era”
November 1st-2nd 2018, BUCHAREST, ROMANIA

In the last decades within the companies a lot of attention has been given to the clients and
suppliers, two of the most important stakeholders. For each of this categories of stakeholders have
been developed and there are extensively used specialized management approaches. Customer
relationship management (CRM) is the approach used by management of companies for the clients
and direct consumers. For the supplier company management has been developed the supply chain
management (SCM).

Our researches have demonstrated that company management is dealing with more and more
stakeholders and more intensively developing and using many innovative management elements,
both from theoretical and pragmatic point of view. This evolution is based on approaching of the
company as an ecosystem and more than that - as have been argued recently by Furr et al. (2016) -
as “innovational ecosystem”.

In this study we present a part of the results (conclusions) of our research regarding the
development in the numerous modern companies of a new management system - stakeholders based
management or management by stakeholders. The results of the empirical research based on the 332
questionnaires filled out by 136 managers and 186 executants from 89 enterprises, provided us
significant arguments regarding existence of certain elements of the stakeholders based
management system in the Romanian companies.

2. NEW ENTERPRISE MANAGEMENT SYSTEM

Stakeholders based management consists of all processes and managerial relationships that predict,
coordinate, mobilize and evaluate the main stakeholders of an organization, based on intense and
participative sharing of information, knowledge and other resources, on common and / or
harmonized decisions, actions and behaviors, through it is obtained synergies and added value for
the involved stakeholders, increasing the functionality, performance and sustainability of the
organization. Stakeholders based management is emerging as a new management system through
which valorize in the interest of the organization, the potential of its main stakeholders, using to a
large extend emotional intelligence, with beneficial results for all involved.

In our opinion the new stakeholders based management system represents the most comprehensive
and effective approach able to manage the collaborative enterprise. Stakeholders based management
system is one of the best managerial feed back to collaborative revolution, which is taking place in
present times according to the study published by Adler et al. (2011).

The stakeholders based management system mainly aims achieving two goals:

- Achievement of certain common purposes of involved stakeholders categories based on the
common and/ or complementary interests. Common objectives vary from one stakeholder category
to another - clients, suppliers, executants, shareholders, etc., and often within each category, from
one stakeholder to another. The most frequent, they refer to the direct and indirect acquisition of
knowledge, human, technical, material and financial resources, to the renewal of products, services,
technologies, managerial, marketing, environmental, etc. tools, to maintaining and increasing sales,
market shares and profit, to ensure the sustainability of the organizations involved;

- Establishment of a collaborative mechanism, able to facilitate higher level accomplishments,
through joint efforts and contributions, of certain important stakeholders needs, arising from major
goals of each of them.

At present, stakeholders based management is most intense within large sized, multinational
companies. Numerous large sized organizations have been using managerial systems focused on
stakeholders for many years, in which the new type of relationships management with key
customers and suppliers, with their managers and employees is widespread, intense and effective.
Within large companies, the management based on external stakeholders is multi-layered,
frequently the management of relations with the main external stakeholders is attributed almost
permanent to certain senior or medium level managers.
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On a growing scale, stakeholders based management is expanding and in smaller firms. At their
level, stakeholders based management frequently has highly personalized and informal content,
often focusing only to the main stakeholders - managers, shareholders, executants, customers and
suppliers.

Within stakeholders based management, there is a new type of stakeholder-manager relationship,
which largely replaces the classical managerial relationship, manager-executant. Managerial
relationship, manager-subordinate, is based on hierarchical dependence and organizational
membership. On the contrary, the new manager-stakeholder relationship is based on:

- the interests of each stakeholder in the proper functioning and performance of the organization

- the capacity of the stakeholders to influence significantly - positively and/ or negatively - the
activities of the organization;

- the emotional intelligence of stakeholders, which facilitates interrelations among stakeholders and
gives them more consistency

- motivating stakeholders to be useful for the organization, contributing to the running of processes
and achieving performance on the basis of a win-win relationship

3. EMPIRICAL EVIDENCE

Our research has considered three of the four features outlined and as can be seen in figures 1, 2 and
3, they are found at an appreciable level, but of course with different intensities:

- 85.2% of respondents said they are very much and much interested in maintaining and developing
the organization they work in

- 68.2% of the sample components appreciated that their decisions, actions and behaviors have a
large and very large influence on the activities and performances of the organization

- 64.8% of the respondents considered that they are motivated to be very high or high to make
efforts to develop the organization in which they work

These elements demonstrate the appreciable practice of stakeholder management at the level of two
important stakeholder groups - managers and executants. These are, of course, only partial elements
of the new stakeholders based management system.
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Figure 1. Intensity of managers and executants' interest in maintaining and developing the
organization they work
Source: authors
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Figure 2. Influence intensity of managers and executants' decisions, actions and
behaviors on the activities and performances of the organization
Source: authors
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Figure 3. Motivation intensity of managers and executants to make efforts for
developing the organization in which they operate
Source: authors

4. DIFFERENCES BETWEEN THE MANAGER-STAKEHOLDER RELATIONSHIP AND
CLASSICAL MANAGER-EXECUTANT RELATIONSHIP

In the stakeholders based management, the number and variety of endogenous and exogenous
variables involved in managerial processes and relationships is much higher compared to classical
management. Accordingly, the volume and heterogeneity of information and knowledge used in the
stakeholders based management are substantially higher.

The main differences between the managers-stakeholders relations compared to the classical
managers-subordinates relationships are summarized in figure 4.
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Figure 4. Main differences between the manager-stakeholder relationship and the
manager-subordinate relationship
Source: authors

5. MANAGERIAL SYNAPSE

The new manager-stakeholder relationship forms the content of a new management mechanism
called by us managerial synapse. Managerial synapse is the primary component of stakeholders
based management. The most common management synapses are at the level of the main external
stakeholders.

We define the managerial synapse as an elementary managerial mechanism, which involves one
manager and one stakeholder, which consists of an intense exchange of information and knowledge,
in joint and/ or harmonized decisional, operational and behavioral processes, able to generate
superior value added and synergies, satisfying the main interests and objectives of each of them.
Managerial synapse is — similar with electrical synapse - a bilateral mechanism. Managerial
synapses, taking into account of the organizational membership of the 2 stakeholders, could be
separated in 2 categories:

- the endogenous managerial synapse between an organization manager and one person from the
same organization

- the exogenous managerial synapse between an organization manager and one outside stakeholder
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Managerial synapse is the key component of the stakeholders based management system, its
characteristics decisively influencing the organization functionality and performances. For some
managerial synapses such as customer relationships or supplier relationships, have been shaped and
used for many years specific managerial approaches such as Customer Relationship Management
and respectively, Supply Chain Management.

6. ECONOMIC, SOCIAL AND ECOLOGIC BACKGROUND OF THE STAKEHOLDERS
BASED MANAGEMENT SYSTEM

The economic background of stakeholders based management is the virtual vector of value
(Nicolescu & Nicolescu, 2011). As we know, the vector of value means all activities that contribute
directly and substantially to generating added value in obtaining products and services bearing of
competitive advantage. The virtual value chain based on knowledge- - unlike the classic value chain
- goes beyond the organization's upstream and downstream borders, incorporating key customers,
suppliers, and so on. As a result, the stakeholders of each company there are economically
determined and takes into account the virtual value chain (see figure 5).

ECONOMIC BACKGROUND

OF ORGANISATION
MANAGEMENT
CLASSIC STAKEHOLDERS
MANAGEMENT BASED
MANAGEMENT
Value chain - Virtual chain of value -
INTERNAL - for INTERNAL and
enterprise EXTERNAL - for
enterprise
Management focused Management focused
on owners, managers on internal and external
and executants stakeholders

Figure 5. Organization management and value chain
Source: authors

The social and ecological background of management by stakeholders is Corporate Social
Responsibility (CSR). Modern organizations, unlike the traditional ones, do not only focus on
obtaining profit and economic performance. Modern enterprises, especially those based on
knowledge, pay great importance to the human, social and ecological aspects at individual and
group level in the organization and in the organization proximity, in its environment. The
environment is essential for the company because from there takes its inputs in the form of
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employees, information, knowledge, raw materials, equipments, assets, credits, services, etc. Also
the organization's outputs - mainly products, services, knowledge, investments, taxes, sponsorships
- are designated to the environment. Corporate Social Responsibility represents an essential
manifestation of the organization management regarding the reconsideration of the importance of
the social and ecological factors and their decisive influence on the company sustainability. The
management mechanism able to implement effective and permanent Corporate Social
Responsibility is stakeholders based management.

7. SPECIFIC CONTENT OF THE NEW ENTERPRISE MANAGEMENT SYSTEM

The stakeholders based management at the level of the main managerial components (Nicolescu &
Verboncu, 2007) of the organization presents specific features (see figure 6). Essentially these
consist of the following elements:

(a) The strategic managerial vision of the organization is not only about its own future, it is also
shaped according to the vital interests of the main stakeholders, naturally placing the fundamental
interests of the entity in the first place;

(b) The strategies and policies of the organization, through its mission, fundamental objectives,
strategic options, resources, terms, and competitive advantage, take into account, in addition to its
core interests and the major interests of its main outside stakeholders. From this point of view, it
can be said that it is an "open" strategy, which makes the connection with the systems represented
by the main stakeholders;

(c) Establishment by the organization at the overall level and the main organizational subdivisions,
of objectives, tasks, deadlines, etc. which will be fully or partially realized by the stakeholders for
the benefit of the parties involved. Naturally, these are jointly predicted with the stakeholders
involved, forming the subject of special programs for stakeholder activities, being periodically
evaluated and reviewed,

(d) The management system of the organization has multiple ramifications to its external
stakeholders, with a strong informational, informal and participative content. Thus, there are
realized real managerial bridges between the organization and its external stakeholders, which
ensure the continuity and consistency of the harmonization of the main decisions, actions and
behaviors in the areas of common interest.

(e) Within the organization management system, new elements are introduced and use at the level
of the each five management subsystems. As an example, we mention some of these:

- in the decisional management subsystem, new decision makers are emerging, represented
especially by external stakeholders, new decisions are made and new decisional flows are taking
place that involve or are intended for new stakeholders, individuals and entities, outside and inside
the organization;

- in the organizational managerial subsystem of the organization, are being introduced objectives,
tasks, competences and responsibilities at the level of jobs, on the basis of which the relations with
the stakeholders are being developed, the organizational relations are established especially
regarding the coordination and cooperation with the external stakeholders, a.s.o.;

- in the informational management subsystem, appear new recipients and providers of exogenous
information, circuits and information flows with organizational entities and individuals outside of
their own organization, files and databases related to the main external and internal stakeholders,
etc;

- in methodological - managerial subsystem are used methods and techniques, especially
participative, together with the external and internal stakeholders of the organization. Most of these
are participative - brainstorming, best practices, delegation, Delphi technique, benchmarking,
knowledge audit, expert search technique, etc.;
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- in the field of human resources management of the organization, are included some of the external
managers and specialists, who are evaluated, motivated, improved, etc. depending on the
organization's major interests, goals, and approaches. At the same time, internal human resources
management produces substantial qualitative changes in relationships with their own employees,
approached and treated in their complexity, based on the win-win principle.
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Figure 6. The specificity main areas of the stakeholders based management
Source: authors

(F) Design and use of specific management guides, methods and techniques focused on capitalizing
the advantages of stakeholder relations. Among these are stakeholder analysis (BABOK Guide,
2009), RACI matrix (Doglione, 2016), stakeholders' map (BABOK Guide, 2009), stakeholder circle
(Bourne & Walker, 2008), onion diagram (Alexander, 2005) and living lab (Furr et al., 2016).

(g) Developing and practicing a strong leadership centered on information, knowledge and skills
that covers all major stakeholders within and outside the organization. It is a participative type of
leadership, with many personalized elements, which increasingly determine the organization's
achievement of sustainable performance. Background of stakeholders' leadership lays the emotional
intelligence of the organization managers, as well as the involved stakeholders. Leadership of
stakeholders makes extensive use of identifying and understanding not only of stakeholder
motivation but also of identifying, understanding, regulating and using their emotions. (Goleman et
al., 2002). This gives more consistency and effectiveness to stakeholder leadership relationships;

(h) Developing a "very open" organizational culture, that addresses to all relevant stakeholders,
regardless of organizational membership, as members of the organization. Organizational culture
through symbols, norms, behaviors, approaches, etc. develops the attachment of internal and
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external stakeholders to the organization and determines more intense and effective participation in
its activities. Organizational culture manifests itself as a connector of the organization's
stakeholders, as a stimulator for increasing its competitiveness;

(i) The performances of organization are predicted and evaluated by its management in an organic
connection with those of the main stakeholders, both internal and external, from the perspective of
ensuring the competitiveness and sustainability of own entity. Such an approach ensures that
stakeholders' main interests are taken into account and provides a strong motivational content for
stakeholders based management.

Undoubtedly, stakeholders based management is characterized by much more elements than what
we pointed out. We only summarize these, not only because of the constraints afferent to a
publishable management study, but because, in our opinion, they demonstrate with sufficient
arguments the specificity and characteristics of stakeholders based management system.

8. MAIN DIFFERENCES BETWEEN STAKEHOLDERS BASED MANAGEMENT
SYSTEM AND ,,CLASSICAL” ENTERPRISE MANAGEMENT SYSTEMS

For better understanding of the content and specificity of stakeholders based management system,
we find it useful to point out the main elements that distinguish itself from classical management
systems. According to our analysis, the most important differences refer to the issues presented
below.

(@) The areas of stakeholders based management are substantially amplified by the individuals,
processes, relationships, and organizational entities that previously did not form the subject of the
organization management or were tangential related to it random only;

(b) The stakeholders based management goes beyond the frame of entity, taking into account its
increasingly number and importance of external stakeholders - which is reflected in certain different
parameters, approaches, processes, mechanisms, methods, etc. as against those used in the
organization's endogenous framing;

(c) The information and knowledge generate considerably higher impact on the content and
modalities of stakeholders management processes, providing them more consistency, complexity
and effectiveness;

(d) The personal characteristics of the stakeholders - qualities, knowledge, competencies and
especially emotional intelligence, fairness, sense of responsibility, ability to communicate, desire
and capacity to collaborate, team spirit, long term vision, etc - have a major influence, often
decisively, on the content, ways of operationalization and the effects generated by the managers -
stakeholder relations;

(e) In the stakeholders based management, the informal elements are more numerous and condition
to a greater extent the effectiveness of managers' decisions, actions and behaviors;

(f) The strong motivational dimension of stakeholders based management, because all stakeholders
have significant interests in the functioning, development and competitiveness of the managed
organization, whose awareness, consideration and fulfillment is decisive in order to achieve
organization sustainable performances;

(g) The participative dimension of stakeholders based management is substantially amplified
because it produces intensely interacting not only with its own employees, shareholders and other
owners representatives, but also with many other outside stakeholders - consumers, wholesalers and
retailers, suppliers, consultants, designers, researchers, trainers, risk investors, representatives of
banks, local government, employers' and professional organizations etc.;

(h) The stakeholders based management is a tense management, because at the level of each
organization the stakeholders, besides the common interests, have other interests, to whose
achievement must be allocated, time, skills, resources, etc. which are always limited. In addition, in
the case of certain stakeholders - usually one belonging to the organization and another being
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external - they may also have competing interests, even if they are less intense than the common
ones, on the basis of which the stakeholder relationship is built;

(i) Managerial flexibility is intensifying as a precondition for harmonizing a significantly larger and
more diverse set of interests, expectations, decisions, actions and behaviors of organization
stakeholders;

(1) The design and work out of managerial relationships with stakeholders, based on the win-win
principle, which characterize the successful modern negotiations, is rapidly expanding and tend to
predominate not only in the organization's relations with external stakeholders, but also with the
internal ones. Win-win negotiation is likely to contribute substantially to balancing and
harmonizing the common and particular interests of all stakeholders involved;

(k) Protecting the major interests of the organization in its relations with its stakeholders, especially
with the external ones, becomes a major component of the managerial relationships with them,
embracing complex and subtle ways of expression, only rarely met in classical management;

() More extensive, faster and more accurate informing of managers on a broader range of
endogenous and exogenous aspects of the organization, becomes a conditional requirement for
ensuring the effectiveness and efficiency of managerial processes and relationships with
stakeholders. In order to achieve this, on large-scale and intensive are used information and
knowledge banks, participative approaches and integrated informatics systems;

(m) The complexity, dynamism and difficulty of managerial processes and relationships are greatly
amplified, being substantially more demanding for the organization's managers, involving more and
diversified resources, more creative managerial approaches, superior efforts and skills;

(n) Organizational leadership has within stakeholders based management a much greater
importance and, partially changed content, compared to classical leadership, as it has to compensate
the absence of hierarchical dependence on the relationship of the organization's managers with its
exogenous stakeholders, and secondly to lead knowledge based specialists, characterized by greater
spirit of initiative, creativity and autonomy;

(o) Stakeholders based management has a systemic character associated, superior to classical
management, due to the organization's approach as an open system, organic linked to many other
independent systems, afferent to the external stakeholders, with which they are in relevant
interdependence relations;

(p) The synergistic long-term effect of stakeholders based management is to strengthen the
sustainability of the organization, due to the contribution of managed stakeholders and the blending
of their strategic interests with the strategic interests of the organization.

As a whole, the many highlighted differences demonstrate the large specificity and complexity of
stakeholders based management compared to classical management and contribute to its better
perception, understanding and operationalization.

9. CONCLUSIONS: RELEVANT ADVANTAGES AND LIMITS

Stakeholders management system responds to a large extent to the 25 management’s great
challenges formulated by the ,renegade brigade” of academics, CEOs, consultants, entrepreneurs,
and venture capitalists in 2009 (Hamel, 2009). Among these we mention the followings: ensure that
the work of management serves a higher purpose, reduce fear and increase trust, expand and exploit
diversity, expand scope of employee autonomy, share the work of setting direction, redefine the
work of leadership, reinvent strategy making as an emergent process, retool management for open
world, destructure and disaggregate the organization.

In figure 7 we formulate synthetically in a more pragmatic manner the main advantages of the
stakeholders management system, its multiple beneficial effects on the organization and its
stakeholders.
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Figure 7. Main advantages of stakeholders based management

Source: authors

Beside of numerous and consistent advantages, stakeholders based management has several limits:

- the dependence of its operation and performances on a very large and heterogeneous number of
stakeholders, some of which are located and activate outside the organization;
- the high complexity of the management system, generated by many and very different
stakeholders, with multiple interests and, not rarely, even contradictory;
- major difficulties in implementing stakeholders management due to the many and the diversity of
variables involved;
- the relatively long duration of full implementation of the stakeholders based management system,
explained through the previous three limits;
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- higher building and operationalization costs of the system, due to the larger scope, represented by
all stakeholders and the need to consider and meet the interests of numerous stakeholders, many of
them with great impact on the organization.

The advantages of stakeholders based management prevail over its limits, reflected by the
substantial gain of functionality, competitiveness and sustainability, which explains its wide and
rapid proliferation over the past decade, in the many organizations.
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