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How to Prepare for the  
Personal, Organizational, and Cultural Barriers  

to Stakeholder Acceptance 
 
Speaker: Michael Campbell, PMP 
Company: MCA International 
Website: www.mcaintl.com 

 Welcome to the PMI Houston Conference & Expo and Annual Job Fair 2015 

• Please put your phone on silent mode 

• Q&A will be taken at the close of this presentation 

• There will be time at the end of this presentation for you to take a few moments to 
complete the session survey. We value your feedback which allows us to improve 
this annual event. 



What We’ll Cover 

• Projects and change 
• Resistance to change 
• Focus on risks 
• Managing stakeholder expectations 
• Logical conclusions 
• Wrap-up 
 



The Eiffel Tower 
“We, the writers, painters, 
sculptors, architects and 
lovers of the beauty of Paris, 
do protest with all our vigor 
and all our indignation, in the 
name of French taste and 
endangered French art and 
history, against the useless 
and monstrous Eiffel Tower.” 

-  From the petition 
presented to the city 
government of Paris 



Projects and Change 
• Projects create changes in a variety of ways: 

– Business processes  
– Operating procedures 
– Performance expectations 

• Risks occur in all of these areas and in the 
transition from the project team to day-to-day 
operations 

• Successful project management = managing  
these changes 



Goals for the project 
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Prepare the 
system for the 

business 

Project 
management 

Technical 
expertise 

Prepare the 
business for 
the system 

Change 
management 

Stakeholder 
engagement 



Dangerous Assumptions 

Operations 
•  Assumes that they do not “own” the preparation 

of the end users — the project does 
• Underestimates the complexity and difficulty of 

getting prepared to accept the project 
deliverables  

• Doesn’t appreciate the time and money required 
for creating work process alignment 
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Where Does Resistance to Change Come 
from? 

• Learned behaviors 
– Corporate culture 
– Unwritten rules 
– “The way we do things 

around here” 



Where Does Resistance to Change Come 
from? 

• Fears and rationalizations  
– Hidden agenda 
– Implementing big systems with big risks 
– Ignoring changes  

• Doesn’t help me with how I’m measured 
• Doesn’t apply to me and my job 

– Uncoordinated initiatives that constantly bump 
into each other 



Reasons for Resistance 

• Fear 
• Feelings of 

powerlessness 
• Discomfort 
• Absence of self-

interest 



Fear 
• Perception of only the worst case 

– They aren’t going to need all of us after the change, 
and I’m the one who will go 

• Belief that they won’t be personally competitive 
– Everybody else understands the new environment 

• Belief that mistakes will be punished 
– The company spent a lot of money on this change. The 

first one to make a mistake is gone 



Feeling of Powerlessness 

• Feel that their ideas are not valued 
– The first time the change came up, I told them how to 

make it work, and they didn’t listen 
• View themselves as outsiders 

– Management only cares about themselves; the rest of 
us are just guinea pigs; our part is all wrong 



Discomfort 

• Happy with the status quo 
– If it’s not broken, don’t fix it 
– We like things the way they are 
– The future is foreign 

• Change is seen as not well-planned 
– They don’t see the place for themselves clearly 
– They believe not enough time is spent on the change 
– They weren’t involved with the decision to proceed, 

so their position in it isn’t certain 



Absence of Self-Interest 
• No perceived benefit 

– What’s in it for me? 
– I’m putting more into this than I will get out 

• Benefits are long-term or will go to others 
– This project will help them 
– I’m suffering now for “maybe” benefits in the future 

•  It’s not fair! 
– They believe that “one more change” inflicted on the 

workers who are carrying the company is just unfair 



Reducing Resistance to Change 
• Ensure all executive managers are on board 

– In word and deed 
– Clients cannot tolerate those in the management 

chain who refuse to give their best 
– Identify and eliminate resistors 

• Communicate very clearly from high level 
management 
– Nature of expected changes and rationale 
– Potential opportunities and risks 

• Articulate the business case for the project clearly  
and often 



Reducing Resistance to Change 
(cont.) 

• Ensure mid-level managers/supervisors are on 
board 
– Have primary responsibility for winning over 

employees 
– Demand support and performance 
– Hold them accountable for their actions 

• Ensure employees are engaged 
– Give them the opportunity to provide input through the 

Working Committee 
– Reward and recognize accomplishments 



Reducing Resistance to Change 
(cont.) 

• Ensure key influencers are on board 
– Find out who they are 
– Meet with them informally to seek out their 

views and engage them without emotion 
– Communicate with them regularly 
– Use them as feedback vehicles 
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What Are the Risks? 

• Risks come from three areas: 
– Technical 
– Organizational 
– Business 

• Stakeholder expectations 
• Company leadership 



How Do I Address Those 
Risks? 

• Napoleon’s Thirds 
– What it means 
– Three types 
– Focus on the right 

group 



Leadership 

• Prepare the 
leadership team 

• Create a Working  
 Committee 

– Engage with 
multiple layers of 
management 

  



Working Committee 
• Represent the functional areas 

affected by the project 
• Provide expert business 

understanding to the project  
• Evaluate the pros and cons of 

various options, and ensure the 
business integrity of the 
solutions 

• Ensure that source information 
on business processes, data, 
and reports are available 

• Provide consistent 
communication between the 
project and the business 



Mitigating Business Risk 
• Develop the skills related to the way the processes 

and procedures will be altered 
– Good analysis will provide clear steps to address the 

change, because almost all projects affect process 
and procedure 

– Use the expertise of the Working Committee to 
accomplish these tasks 

– Add to the communication and training plans 
– Ignoring this requirement leads to frustration and  

greater resistance 
 



Multiple  
Sources 

Working Committee Project Team 

Business Process Changes 

Issue/Topic Description Impact 
Alternatives 

with Pros  
& Cons 

Evaluate Decide Communicate 
to Employees 

Escalate 
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Techniques to Manage Stakeholders 
Expectations 

• Develop the Case for the Change 
• Utilize the rules for communication 
• Provide motivation 
• Provide the resources 
• Make sure stakeholders are ready 



Case for Change 
• Questions that require answers 

– Why are we doing this project from a 
business perspective? 

– Why are we doing it now? 
– What are the benefits of doing this 

project? 
– What will happen if we do not 

successfully complete this project? 
• Work with your Sponsor to craft 

answers to these questions 
• Purpose: Helps you get inside the 

head of your Sponsor and provides 
the basis for a communication plan 
to stakeholders 

 



Rules for Communication 

• Frequency 
• Primary 
• Recency 
• Emotion 



Provide Motivation 

• Basic rule: People do what they are held 
accountable for 
– How will people’s responsibilities change? 
– How will people need to be evaluated 

differently? 
• Training must focus on what people must 

“do,” not what they must “know” 
• Provide resources to assist 



Manage Stakeholder 
Expectations 

• Make sure they are 
ready 
– When? 
– How long? 
– How much? 

• Assess readiness 
– Yours 
– Theirs 

• Timing 
– Plan ahead to give 

yourself enough time  
– Correct any 

deficiencies 
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Logical Conclusions 

1. All projects create change within 
operations 

2. Project managers will be required to lead 
the changes 

3. Project managers will need to become 
proficient in leading change 

4. Project managers must learn more about 
“how” to lead change 
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7 Key Points to Take Home 
1. All projects create changes 
2. Analyze the causes of resistance in  
 order to be able to respond correctly 
3. Take the appropriate steps to reduce resistance  

to change 
4. Realize that resistance to change creates risk 

to the project’s success 
5. Create a Working Committee to work with the 

organization 
6. Remember the rules for communication 
7. Get as good at managing change as you are at 

managing the technical elements of a project 



Your Turn 

Questions? 
 

How to Contact Me: 
Mike Campbell 

Mike.Campbell@mcaintl.com 



Final Thought 
• Remember the 

resistance to the Eiffel 
Tower in the beginning 

• One of the most 
recognized symbols of 
Paris and France 

• Resistance to change 
can be overcome 



Resource 

 
 

 

Michael Campbell, PMP 
Communication Skills for Project Managers 
(AMACOM, 20012) 

 
Chapters on preparing leadership for 
project deliverables, establishing the 
Working Committee and overcoming 
resistance to change 
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