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Abstract. Stakeholder analysis is one of the important elements of the management of every project. Particularly,
1t is a significant aspect in high-risk projects, e.g. reorganization. The concerns of different groups of workers, the
Impact of the project on suppliers or clients — these are not only potential sources of risk but opportunity as well. The
success of the reorganization project is therefore likely determined by the qualily of the stakeholder analysis. If is
determined by many factors. One of them is the use of appropriate techniques of stakeholder analysis. In the liferature,
there are some proposals based on the general approaches to project management (e.g. IPMA ICB 4.0). Mostly they
use a simple procedure of assessment of stakeholder's significance. Meanwhile, in many risky, a deeper reflection is
needed. In these cases, a procedure of stakeholder analysis could be based on some decision-making methods. For
this reason, the main aim of this article was chosen. That is, fo identify the basic methodological assumptions of the
process of stakeholder analysis which contains stages characteristic of a complex decision process. The proposed
method was created and used in a study to provide a stakeholder analysis in one of the local governments in Poland
on the occasion of the preparation of the reorganization project. Realizing the stated goal, a short literature review
was provided in terms of the stakeholder activity and steps of stakeholders analysis. Then a new methodology of
Stakeholders analysis was proposed. For stakeholder identification and structuration, a procedure of the AHP method
(Analytic Hierarchy Process) was used. This method was a basis for the analysis of stakeholder significance as well
(using a Saaty's scale). There were proposed new scales for assessing the consistency of stakeholder's expectations
with the project goals as well as the influence of the stakeholder on the project. This, the new methodology was verified
aduring a real reorganization project in one of the Polish local governments. It is characterized by a higher workload —
all the process of stakeholder analysis needs a group decision-making process. Moreover, members of the project
team should have competences in the AHP method. The analysis is much more accurate. It allows for more accurate
Identification of stakeholders and understanding of their role in the project.

Keywords: reorganization project, stakeholder analysis, task-oriented organization, local government, public
management.

Introduction. The condition for lifting, or even maintaining the competitiveness of the organization is
constantly changing [1]. The environment is complex and dynamic in a global economy [2]. Processes
occurring nowadays, make it necessary to improve the organization itself — its structure, organizational
culture, IT technologies, management procedures, etc. Reorganization projects are therefore an important
part of the activity of modern organizations, regardless of the sector in which they operate [3]. The literature
emphasizes that the problem of raising competitiveness applies not only to the private sector but also to
public institutions responsible for the development of territorial units [4]. They should change, adapting
their behaviour to current and future development challenges. The reorganization project is the kind of
activity that is exposed to a particularly high risk of negative feedback from stakeholders. The phenomenon
of resistance to change is typical and observed with different intensity in every project of this type, and in
every organization [5]. Public sector institutions, however, differ from private companies. They are usually
more formal and bureaucratic, and employees are more conservative and more afraid of change [6]. A
stakeholder analysis should, therefore, be conducted when reorganizing these types of entities, with
special attention paid to the quality of the whole process.

Cite as: Strojny, J. & Jedrusik, A. (2018). Stakeholder Analysis During a Reorganization Project
in Local Government Institutions — Key Methodological Aspects. Marketing and
Management of Innovations, 4, 372-381. http://doi.org/10.21272/mmi.2018.4-32

372



J. Strojny, A. Jedrusik. Stakeholder Analysis During a Reorganization Project in Local Government Institutions

The information obtained can significantly redefine the space of decision-making. Authorities of the
institution, as well as the project manager responsible for the reorganization, can significantly reach their
point of view on the project by understanding the stakeholders’ expectations. Thanks to this, possible
threats and opportunities are more visible and different scenarios for the project can be created. The
process of stakeholder analysis should, therefore, be embedded in the context of the progress of the
project and its various phases. The information obtained and drawn on the basis of the conclusions is, in
fact, the foundation of actions that must be an integral part of the project. They should lead to a weakening
of the negative influences and support the positive impact of stakeholders. The consequence of
stakeholder analysis is, therefore, an action plan covering the schedule, resources, and an adequate
budget. The planned reaction on stakeholders' needs should be reviewed and possibly adjusted
throughout the course of the project. Stakeholder analysis is, therefore, an ongoing process and should
be carried out not only during the stages of project preparation but also during its implementation.

The purpose of this article is to present the overall assumptions of the design of the process of
stakeholder analysis. In pursuing this goal, a brief review of the literature was made regarding both - the
role of stakeholders in the project, and the specificity of reorganization projects. Next, the methodological
assumptions of the study are presented. They constituted the foundation of the research process focused
on the verification of the proposed methodology. The study was conducted during the preparation of the
reorganization project conducted in one of the local governments in Poland. The role of stakeholders in
the realization of reorganization projects. The paper focuses on a specific type of activity of the
organization, which in the literature is referred to as a project. These types of undertakings are understood
as one-off (unique) tasks, requiring separation of the overall activities of the organization in terms of
scheduling, resource, budget, and most important responsibility. The aim is usually to produce unique
effects (products, services) [7, 8]. In the literature, a number of categories of projects can be distinguished.
The article focuses on a specific type, which is defined as a reorganization project. It involves the
implementation of changes in the way the organization functions - its processes, structures, products,
organizational culture, etc. [9, 10]. These kinds of undertakings often have the characteristics of
organizational innovation [11]. It is often associated with the implementation of a new method of managing
business processes, original organization of work or novel types of relations with the environment [12].

Reorganization projects significantly determine the conditions of staff functioning which cause the
phenomenon of resistance to change. It can be understood as a set of reactions of individuals or groups
of employees aimed at blocking or limiting the change [13]. There are two types of resistance to change
that can be encountered during reorganization projects [14]. The first type is an active resistance which
means that employees initiate certain actions to block the project or change its scope. The second type is
a passive resistance consisting of a lack of involvement of employees in the implementation of tasks. Al
projects, and thus reorganization, are realized in a specific environment, which can be broadly divided into
two dimensions [15, 16]. The first is internal environment (organization through which the project is
implemented) and the second — external (closer and further surroundings of the organization). Changes
in any of these dimensions of the environment can positively or negatively influence the course of the
project. In the first case, we can mention occasions, while in the second, the threats (risks) [17]. Some of
these positive or negative factors are due to the general processes occurring in the environment (e.g.
macroeconomic phenomena, changes in law, development of the technology, etc.) [18]. Some other
phenomena, which may determine the project, resulting from a reaction of those entities which are directly
connected with the organization (outside or inside it). Here we could mention: the organization's
employees, customers, suppliers, public institutions issuing certain decisions, etc.) [19]. Both of these
types of factors should be analysed in a similar way — with regards to both: the direction of the impact
(positive or negative), and the strength of the impact. In the case of general processes, the organization
has limited capabilities to respond. However, the response to the impact of certain entities can be much
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more complex. Here there are some relational systems that allow direct interaction with each entity. This
mechanism can be used during the reorganization project. A diagram of the relationship between the
project and its surroundings is shown in Figure 1.
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Figure 1 - Buyers and sellers of local product

Sources: developed by the authors

Therefore, in the frameworks of the environmental analysis, it is justified to extract the stakeholder
analysis. This term refers to a set of activities involving the identification and assessment of the relationship
between the project and the entities functioning in the organization and its surroundings. The concept of
stakeholder is widely used in the science of management. It appears both in the context of strategic
management [20], the policy of corporate social responsibility [21], and in project management as well [22].
In this paper, the stakeholder is understood as an entity (person, group of persons, organization), which
is in some way connected with the project, e.g. determined by its outcomes or course. There is thus, a
direct relationship between the stakeholder and the project [23]. The key to defining the role of
stakeholders in the project is therefore to understand its expectations and the ways in which it can
determine the project. In defining the relationship between the project and stakeholder, there is a need to
describe the level of divergence or convergence between the objectives of the project and the expectations
of stakeholders. This comparison can demonstrate whether there is a risk of conflict or an opportunity for
cooperation with a stakeholder. This is the first dimension of stakeholders analysis, which can be defined
as the compatibility level (Compatibility — C).

Table 1 - Classification of roles of stakeholders in the project

Stakeholders | Symbol Characteristics
Real strong There is a clear compatibility in their expectations with the objectives of the project, they are|
) SArR . .
allies ready to cooperate and have the proper instruments to support the project
Real weak allies Wi There is a clear compatibility in their expectations with the objectives of the project, they are|

ready to cooperate, but do not have the instruments to support the project

Neutral NS There is a weak convergence or divergence between their expectations and the objectives of
stakeholders the project, which lowers the likelihood of their activity
Real weak There is an incompatibility in their expectations with the objectives of the project, they are ready|
Wor )
opponents to confront, but do not have the instruments to act
Real strong SOk There is an incompatibility in their expectations with the objectives of the project, they are ready
opponents to confront and have the instruments to act

Sources: developed by the authors

Yet, there is another dimension associated with the assessment of tools by which stakeholders can
influence the course of the project and its subsequent effects (Tools — T). These tools can result from a
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variety of attributes of impact on the project, e.g. the availability of resources, decision-making powers,
participation in the processes of the project, etc. In either case, an important element to be evaluated is
the tendency of the stakeholder to be active — the probability of operation (Probability — P). Given these
dimensions of influence, stakeholders can be divided into several groups (Table 1).

The presented three-dimensional diagram is the starting point for further studies. The methodological
assumptions of the stakeholders analysis presented in the next part of this paper have been constructed
on the basis of it.

Tools (7)
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Figure 2 - Dimensions of the stakeholders analysis

Sources: developed by the author

The methodology of stakeholder analysis - basic assumptions and steps. Stakeholder
identification, structure and description. The first step in stakeholder analysis is the identification,
structuring and description of entities placed in the environment of the project. The approach characteristic
for the Project Management method, involves the use of checklists of stakeholders, taking into account
recognized ways of grouping. In order to improve this process, the use of the Analytic Hierarchy Process
(AHP) method to create a Stakeholders Structure Model (SSM) is proposed. The AHP method is one of
the world's most famous approaches to support decision-making. It was created in the 70s by
T. L. Saaty [24], and now is used not only in numerous scientific studies but also in the practice of

management [25, 26].
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Figure 3 — General diagram of the Stakeholders Structure Model for reorganization project

Sources: developed by the author
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Thus, it was chosen to reach a new methodological approach for stakeholder analysis, that which is
proposed in this paper. Based on the AHP method, the hierarchical model of typical stakeholders which
can influence the reorganization project in different institutions, among others, in institutions of local
government, was built, (Figure 3). In the proposed model, the main divisions of stakeholders (criteria level)
are due to the separation of the internal and external environment of the organization. Thus, it distinguishes
internal and external stakeholders. Within each of these two groups, the six detailed types of stakeholders
were separated (sub-criteria level). Their short characteristics are shown in Table 2.

Table 2 — Characteristics of stakeholder groups
Stakeholder | Description
Internal stakeholders
Top management |An organization's top management, board members, council members
Line managers of the middle and lower level, affecting the project, disposing resources or
determined by the scope of the project
Project managers |Managers of projects in the organization determined by the scope of the project
PMO staff Employees of cell or cells supporting the project, leading the project controlling or determined by
its scope
Ordinary workers |Ordinary workers working in the cell line or projects and determined by the scope of the project
Project team  |Members of the team carrying out the reorganization project
External stakeholders
Customer organizations, determined by the scope of the project, e.g. in terms of service quality,
offer structure or way of communication
Suppliers Organizations delivering products for the project or determined by its scope
Subcontractors |Organizations providing services for the project or determined by its scope
Supervisory  |Institutions supervising the course of the project, issuing certain administrative decisions or
institutions  |examining the compliance of the project with the law
Cooperating | Organisations involved in various projects implemented together with the audited organization
organizations
Competing  |Organizations competing with the audited organization in certain markets, in the case of local
organizations |government like the tourism market, human capital market or investment sources market

Linear managers

Customers

Sources: developed by the author

Each of the stakeholders can be characterized by one or more, from seven potential sources of power,
building stakeholder influence on the course of the project (Table 3).

Table 3 — Sources of power of the stakeholder (tools of influence)

Source of influence Description

Assets control Having by a stakeholder influence on the material resources needed for the project
Having by a stakeholder a control of access to information, competence, and knowledge
which are necessary for project implementation
Finance control  |Having by a stakeholder a source of finances needed for the project
Having by a stakeholder a control over an access to persons that are or may be involved to
the project
Having by a stakeholder permission to issue certain permits or verifications on the legality of
actions taken within the framework of the project
Having by a stakeholder individual features (like leadership) allowing an influence on the
behaviour of people in and outside the organization
Participation in project| The degree to which the project's success depends on the quality of the stakeholder

Knowledge control

People control

Legal supervision

Personal attributes

Sources: developed by the author
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Analysis of stakeholder influence. The analysis of the impact of stakeholders on the project was carried
out taking into account the three dimensions described above. For each of these, measures and
measurement scales have been established according to the following scheme: Compatibility — Ce(-5;5),
Tools — Te(0;5), Probability Pe(0;5). It was assumed that the impact of (Influence - |) it is an indicator
measured with regards to the above-mentioned dimensions. It may, therefore, be between le(-125;+125),
calculated by the formula (1).

[=CxTxP (1

The first of these dimensions (Compatibility) requires the determination of the impact of a stakeholder
in the project. It is assumed that in the case of compliance the direction is positive (support) when it comes
to stakeholder expectations concerning the objectives of the project. However, in the case of non - the
relation is negative (conflict). The question arising here is as follows: Whether, and to what extent,
stakeholder expectations are consistent with the objectives of the project? To answer this question the
compatibility scale (C) is used (Figure 4).
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Figure 4 - Diagram of the compatibility scale (C)
Sources: developed by the author
In the second dimension, the score is formulated in three steps. First, the procedure uses the method

of AHP. The following question is asked here: Which of the stakeholders has more powerful tools to
influence the project? Pairwise comparisons and Saaty's scale are used here (Figure 5).
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Figure 5 - Diagram of Saaty’s scale
Sources: developed by the author

The responses established an initial assessment of the significance of the stakeholder, which is
referred to as global weight (WG) [27]. Values here are in the range WGe(0;1). Therefore, it requires
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conversion to the tool influence scale (T). For this, the standardization for the maximum is used.
Transformation is carried out by the formula (2).

i WGmax

x5

(2)

The interpretation of the values obtained for the scale of influence is shown in Figure 6.

No tools Very week tools | Week tools MedILtJ(r)T;II?pact
0 +1 +2 +3

Strong tools | Very strong tools
+4 u

Figure 6 — Diagram of the tools influence scale (T)

Sources: developed by the author

The third dimension of the evaluation of the impact of a stakeholder concerns a readiness to actively

influence the course of the project. Here the following question was asked: What is the probability that the
stakeholder will take action in relation to the project? The probability scale (P)is used here, indicating the
probability intervals determined for each value on the scale (Figure 7).

Very low . Medium . - Very high
Not poroo/bable probability Lowzgrzgi;blllty probability ngfég rg(t]);blllty probability
b (0-20%) (20-40%) (40-60%) (60-80%) 80-100%)

0 +1 +2 +3 +4

Figure 7 - Scheme of the probability scale (P)
Sources: developed by the author

Receiving the results of the analysis are the starting point for assessing scenarios for the
implemented project.

Scenario analysis. Four basic scenarios were defined based on the stakeholder analysis: Realistic
(SCr), Optimistic (SCo), Pessimistic (SCp) and Deterministic (SCpb). Their characteristics are shown
in Table 4.

Table 4 — Scenario characteristics

Scenario CSSs' Description

SCr P=3 The scenario involving the interaction of stakeholders whose probability measure
at least average

SCo C=3 The scenario involving the interaction of stakeholders for which compliance with
the expectations regarding the objectives of the project is positive and at least at a
medium level

SCp C<-3 The scenario involving the interaction of stakeholders for which compliance with
the expectations regarding the objectives of the project is negative and maximum
at medium level

SCo =23 The scenario involving stakeholders for which the measure of tools strength is at
least at the medium level

*CSS - criterion for stakeholders selection

Sources: developed by the author
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The impact of scenario {SC) is calculated by summing up the impact of all stakeholders included.
Herein the formula used (3).

(SO)=s1 )

In response to the identified scenarios, three general types of reactions are proposed:

— supporting (Rs) - supporting allies, encouraging them to get involved in the project;

— minimization (Rw) - weakening enemies, discouraging them to take negative actions, modifying
the project's objectives in terms of taking into account their expectations;

— acceptation (Ra) - accepting the scenario and the resignation of the impact on the stakeholders.

The above-described procedure was used as a test in the preparation for the reorganization project in
one of the local governments in Poland. The next part of this paper presents brief information on the project
and the results of the research achieved. Example of stakeholder analysis during a reorganization project
in the local government institution. Short description of the local government. The study was conducted in
one of the municipalities in south-eastern Poland, in preparation for the implementation of the Document
Management System (DMS).

The project involves the implementation of both information technology and procedures necessary to
move the municipal office and subordinate organizational units to a fully electronic workflow. It will have a
significant impact on the functioning of workers in the studied organization and the quality of customer
service. Funding for the project comes from European Union funds. Summary of the stakeholder analysis.
A stakeholder analysis was carried out by a group of three experts selected by the audited organization.
Aggregation assessments were conducted during focus group interview mode arrangements. In Table 5
and 6 below, a short summary of their research is presented.

Table 5 - Assessment of stakeholders groups

Stakeholder cC|T|P]| I Stakeholder c T P |
Topmanagement | 4 | 5 | 5 | 125 | Customers 4 3 2 24
Linear managers -3 | 4 | 3 | -36 |Suppliers 3 3 3 27
Projectmanagers | -1 | 2 | 2 | -4 |Subcontractors 5 4 5 100
PMO staff 3 | 4 | 4 | 48 |Supervisory institutions 4 5 5 100
Ordinary workers -4 | 3 | 2 | -24 |Cooperating organizations 3 1 3 9
Project team 5 | 5 | 5 | 125 | Competing organizations 1 1 2 -2

Sources: developed by the author

The chosen types of reaction on stakeholder influence should be included in the project plan.
Consequently, after the stakeholder analysis, it is necessary to prepare a schedule and a budget on the
tasks which are the amplification of each type of reaction.

Table 6 — Scenario characteristics

Scenario | {SC) Reaction (R)
SCo 464 | Rs: reducing the negative impact of the project on the current efficiency of the organization,
SCr 473 |testing the client's preferences and incorporating them to test DMS versions, taking into
SCo 533 | account the motivation reward system for contractors working on the project
SCe 60 Rwm: minimizing resistance from line managers and line employees by involving them in the
design process of the DMS and training

Sources: developed by the author
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Conclusions and directions of further researches. The proposed approach to the stakeholder
analysis constitutes a development of methods commonly used in Project Management. The separation
of the three dimensions and the use of the AHP method increases the precision of the analysis. Linking
stakeholder analysis with the analysis of the scenario allows for a more accurate clarification of aftercare
and support tasks. This can significantly improve the quality in the management of a project. Therefore,
the research and the paper provide the practical output.

Moreover, the developed methodological assumptions enrich both the method of Project Management
and the method of AHP. In this respect, a theoretical effect is established. It gives other directions of
development for the mentioned methods.

In the near future, an in-depth analysis of the impact of sources of stakeholder influence on a project
is planned with respect to this study. This will require expanding the Stakeholders Structure Model with
the addition of a level containing the identified seven tools of influence.
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Creikxongepcbkuii aHani3 NpoeKTiB peopraHisauii B opraHax MicLeBoro camoBpsAyBaHHA: iHHOBaLlii B MEHeAXXMeHTi

AHaI3 CTe’kXONAEPIB MDOEKTY € OfHUM 3 Ba)ImMBUX E/IEMEHTIB 3a0E3MI64YeHHS HOro eqexTsHoI peasmisayii. Asropn
HaronoLLyroTh, LYO JaHM aCrieKT € BUDILLAITLHUM A715 BUCOKODUINKOBAHMX [DOEKTIB, TaKNX K PEOPIaHi3aLlis. ABTOpH BUIHAYAIOTb,
LYO 3a77yHEHHS] LLIMPOKOIO KO MPALIBHUKIB 4O Deart3alii MDOEKTY, KOMyHIKaLii 3 1oCTavqarbHukamy 1a KIieHTamn — Le HE TilTbku
TIOTEHLIIVIHI KEPETIa PUNKY, a7 ¥ IEBHI MOXIMBOCTI. TOMY YCIliX PEOpraHi3alii B MepLLy Yepry 3anexuTs Bl SKOCTI POBELEHOI0
aHAI3Y CTEHKXONLEDIB JaHOI0 Mpoyecy. Y CTarTTi aBTopamu BUKODUCTAHO CTEHKXOMAEPCHKIT aHar3. Pe3ysibTaru JOCITIIKEHHS
CBiAYAaTL MPO HASIBHICTB PISHUX HAYKOBO-METOANYHUX TAXOLIB 4O QOPMYBAHHS MPUHLNITIB €QPEKTUBHOIO YIPABIIHHS MPOCKTamu
(Harpuknag, IPMA ICB 4.0). B 0cHoBHOMY BCi KOHLEMLYIi 3aCHOBAHI Ha TDAANLIVIHIA Ta CrIpOLYEHIN OLjiHLI BBy CTEVIKXONAEPIB HA
npoyec peasmisayii npoexty. [lpu yboMy BUCOKOPUNKOBAHI MDOEKTH BUMAraloTs Oiflbll [TIMOLLOO CTEHKXONLEDCHKOIO aHAII3Y.
ABTOpaMy  3aMPOMOHOBAHO 1IAXIA [O NPOBELECHHS CTEHKXOLEDCHKOIO aHAI3Y, BUOKDEMIIEHO OCHOBHI €Talu IPMIHATTS
VIDABITIHCBRNX DILLEHD. 3anporoHoBaHy METOLOMON0 OyII0 MEPEBIPEHO MM YAC PEasibHoro MPOEKTY PeopraHizalii B ogHoMy 3
107IbCHKVX OPIaHiB MICYEBOrO CaMOBPSLYBAHHS. Y CTATTI IDOBEAEHO aHAIl3 HAYKOBOI JIITEPATypH 3 TOYKU 30Dy OLIHK LISTTbHOCTI
3aLyikaBrieHnx CTODIH B peopraHialli mosibCbKoro OpraHy MiCLeBOro CamoBpSAyBakHS. [ns [ReHTugikayii 1a CTpykTypusayii
CTPEVIKXONIAEPIB BYI10 BUKOPUCTAHO poLesypy meroqy AHP (AHanitnyHmi npoyec iepapxii). OTpumari pe3yribTary CTasm OCHOBOK
L/151 OLjiHKU CTATUCTUYHOI 3HAYUMOCTI BIIMBY CTEHKXONIZEDIB HA MPOLEC PEeoprarizauli, Lo BUSHAYANACs 38 [OMOMOIOK LKA
Caari. byrio 3anpornoHOBaHo HOBY LLIKAITY 47151 OLiHKW Y3IOQKEHOCTI 04iKyBakHb CTEHKXONAEPIB 3 LiTISMU MPOEKTY, @ TaKOX BIVTNBOM
cTesikxongepis Ha npoekT. [lpaktnyHa anpobawisi po3pobIeHoro MeToy CrpOBOKYBana MABULEHHS POBOYOIO HABAHTAKEHHS,
OCKiTIbKV aHAII3 CTEHKXONLEDIB 1I0TPEBYE MPOLECY MPMAHATTSA Ta Y3IOLKCHHS PILLIEHD Y TDYIT, L0 PEAITI3YE MPOEKT. KpiM TOro, YieHn
KOMaHAN [IDOEKTY MOBUHHI MATH BIAIMOBIAHI 3HAaHHS 1jogo ocobrmBoctesi merogqy AHP. Okpim uyboro rpaktmyHa anpobayis
LO3BO/INTIA TOYHILLIE [AEHTHQDIKYBATYH CTEVIKXOIAEPIB Ta BUOKDEMUTH iX DOJIb Y MDOEKT.

KntoyoBi cnioBa: npoekT, peopraHisallisi, aHani3 3aLlikaBneHux CTOpiH, CTeiikxonaep, opraHisalisi, MicLieBe CaMoBpsAYBaHHS,
[epXaBHE YNpaBIiHHS.
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