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Enterprise Project Governance
1

 

How to Manage Projects Successfully Across the Organization 

 

Stakeholder Management 
 

By Paul Dinsmore & Luiz Rocha 
 
Decision making in organizations is influenced at different levels by factors that reflect 
the behavior of the principal stakeholders. At the individual level, decisions are 
influenced because of cognitive biases such as overconfidence, repeating old patterns, 
overestimating benefits and underestimating cost and time. At the team level, although 
teams can leverage the experience and expertise that diversity brings, teams may get 
immersed in dealing with idiosyncrasies, conflicts and social pressures and fail to 
realize full potential. At the organizational level, decisions are shaped by culture, 
structure, systems, and to a major degree, the relationships between the organization´s 
stakeholders.  
 

Stakeholder management is a basic cornerstone in enterprise project governance. It 
deals with organizational relationship issues and includes interfacing approaches such 
power, politics, and influence. Special interests, hidden agenda, negotiations and 
interpersonal conflicts also come into play in stakeholder management. Although 
sometimes perceived as a collection of soft behavioral methods, in fact, stakeholder 
management often calls for hard-knuckled action to effectively deal with the issues.  

 

To implement enterprise project governance, which demands a change in 
organizational mind-set, a start-up stakeholder approach is required -- one that focuses 
on the unique issues of managing an organizational change project. Even where an en-
terprise philosophy already reigns, stakeholders have to be managed to keep the 
organization lively and productive.  

 

EPG also serves as a bastion for solid stakeholder policies for projects that are vital for 
the strategic success of the organization. EPG is all about making sure the right 
combination of projects are done right, and in particular, for mega-projects or other 
highly strategic ventures. So EPG has a role for ensuring that key project-related 
executives, sponsors and professionals across the organization are up to speed on 
managing all the players that affect their projects.  

 

 

                                                 
1
 This series includes articles by Paul Dinsmore and Luiz Rocha, authors of the book Enterprise Project 

Governance, published by AMACOM in the USA in 2012.  The articles are extracts and summaries of key 
topics from their book, providing information and guidance on one of the most important aspects of 
portfolio, program and project management today – governance.  For information about the book, go to 
http://www.amacombooks.org/book.cfm?isbn=9780814417461.   
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Power, Politics and Influence 

 

EPG is all about power, politics and influence. Although structure and procedures are 
also relevant factors, these more amorphous issues are what ultimately determines the 
effectiveness of enterprise project governance. The concepts are described in the 
following texts.  If these views are not part of the culture of the organization, it is 
recommended that a workshop program be carried out to ensure that the primary 
stakeholders know how to navigate in the waters of EPG. 

 

EPG and Power 

 

"Power is the ultimate aphrodisiac," Henry Kissinger reportedly said when he was U.S. 
Secretary of State. This suggests that power has an almost sensual attraction; people 
are drawn to power by a magnetic, quasi-erotic force. Whether this is true or not, it´s a 
fact that power is necessary for executives and other important project players to get 
their jobs done.  Power provides the energy to take initiative, lay out plans, and follow 
up on results. From a company standpoint, the attraction people feel to power is a 
healthy influence, since, when power is properly used, it moves an enterprise in the 
right direction. For enterprise project governance, here are the prevalent forms of 
power.  

 

 Formal. Stemming from position power, formal power indicates that the player has 
received some charter to do a job. A scope of work is associated with that job, 
which is to be carried out within the culture and values of the company. Formal 
power is the easiest kind to see and understand. It is usually expressed in an up-
front manner.  

 

 Relationship. "It's not what you know but who you know" goes the old expression. 
Access is a form of power, whether that access be through blood relationships, an 
old-boy network, or church or community acquaintances. Relationship power 
opens doors.  

 

 Knowledge-Based. Power and authority go hand in hand. While authority can be of 
a formal nature, it can also be couched in knowledge. Nobel Prize winners, for 
instance, are not always steeped in formal power, but their recognized knowledge 
makes them leading authorities, which in turn becomes power.  

 

 Competence. Competence power transcends that of knowledge, in that the person 
is recognized as someone who gets things done. Power derived from competence 
stems from both technical knowledge and behavioral and political skills.  

 

Cultivating one or a combination of these power factors considerably boosts the 
potential power of executives and other significant players in an enterprise. From a 
stakeholder management viewpoint, it makes good sense to establish a firm power 
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base and even to brandish power when necessary, provided that ethics and people's 
feelings are respected. It takes power to get things done, particularly in a wide-reaching 
web of power brokers exercising their influence across the enterprise.  

 

EPG and Politics  

 

Politics has been described in government circles as the "art of the possible." The 
possible in companies depends on the art of conciliating differing interests and opinions 
among the people who make up the network of power within the organization. Exec-
utives, therefore, need to act politically to influence the company's decision-making 
process in order to bring about decisions consistent with their interests and opinions--
and that at the same time are possible. The key to politics lies in understanding that 
facts are not the important factor in making political decisions. Much more important are 
the interests at stake, such as departmental or sectorial interests, power-based 
interests, economic and financial interests, and personal agendas. And most important, 
the opinions of individuals, formed for whatever historical, cultural, or psychological 
reasons, are the essence of everything political.  

 

EPG and Influence  

 

In an enterprise setting, influence is closely related to competence. The greater the level 
of technical and behavioral competence, the greater the level of influence. Because of 
the large number of network and matrix relationships in an enterprise setting, power and 
politics have to be wielded in a subtle fashion, using different forms of influence. Here 
are the assumptions for effective influence management:  

 

1. Most executives possess the basic experience and knowledge necessary to exercise 
influence management, yet do not fully utilize that potential.  

 

2. An easy way to influence others is to give positive feedback, provided the feedback is 
timely, relevant, and sincere.  

 

3. The art of listening, although an apparently passive stance, is a powerful technique 
for influencing others. It creates a bond that inevitably pays dividends in terms of 
relationships and goodwill.  

 

4. The classic approach of "different strokes for different folks" continues to be valid 
when it comes to influencing other people. This means customizing behavior for 
individuals with differing characteristics so that each person gets a made-to-order treat-
ment.  

 

5. Interface management, or the building of bridges for communication and conciliating 
interests between company stakeholders, is a key activity in projectized organizations.  
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6. Multidirectional relationships between executives and key project players, involving 
vertical, horizontal, and diagonal communications, are the norm in organizations that 
are managed via projects.  

 

7. Conflict management is part of the executive's job in any organization; in 
organizations managed by projects, the propensity for conflict is even greater because 
of the multiple relationships. 

 

Structured Stakeholder Management 

 

The power, politics, and influence issues involved in managing projects across an 
enterprise can be looked at using a structured format. A stakeholder management plan 
maps out a structured way to influence each player. The key word is structured, as 
opposed to using a purely intuitive approach. Although stakeholders have always been 
managed in some form, structured stakeholder management allows for comprehensive 
planning and staging of what needs to be done to influence the doers and opinion 
makers.  

 

Dealing with stakeholders in a customized, needs-based manner boosts chances for 
smooth sailing in a project environment. Conversely, lack of a systematic slant on 
handling both the obvious decision makers and the behind-the-scenes opinion makers 
is an open invitation to disaster: sooner or later a disgruntled stakeholder will toss a 
curveball. At minimum, the fix for an unexpected situation entails backtracking, rework, 
and the management of grief.      

       

Who Are the Stakeholders, Anyhow?  

 

The first manned moonshot in 1969 had lots of stakeholders, including the President of 
the United States, the congressional leaders, the Soviets, the media, and of course 
NASA.  

 

Certainly first-on-the-moon Neil Armstrong felt himself a major stakeholder in the Apollo 
project. Some people carry higher stakes than others, just as the proverbial pig's stake 
in a dish of ham and eggs is unquestionably greater than that of the chicken. Folklore 
has it that NASA astronauts added the words "and bring him safely back to Earth," to 
the original purported Apollo project objective: "Before the end of this decade, we will 
land a man on the moon." Here are some stakeholders who carry different stakes in 
projects.  

 

 Project Champions. The champions are responsible for the project's existence. 
They are those who initiate the movement and are ultimately interested in seeing 
the project get to its operational stage. They shape the way an organization 
perceives and manages its projects. These champions determine to what extent 
the company is prepared to manage multiple projects. Examples of those who 
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champion the cause are investors, project sponsors, upper management 
overseers, clients (external or internal), and politicians (local, state, federal).  

 

 Project Participants. This group performs the project work. From an enterprise 
project management standpoint, these stakeholders merit special care, since they 
are the ones who bring home the bacon. The role of the project team members is 
related to the project itself; they are usually not involved in the conceptual phases 
and likely will not follow into the operational phases. Some of these key players are 
project managers, team members, suppliers, contractors, specialists, regulatory 
agencies, and consultants.  

 

 External Stakeholders. These parties, while theoretically uninvolved, may suffer 
from "project fallout." In other words, they are affected by the project as it unfolds, 
or by the final results of the project once it is implemented. They also may 
influence the course of a project. Some of these external influences may not be 
manageable by the team assigned to a project; in such cases, support is required 
from elsewhere in the organization. Examples of external stakeholders are 
environmentalists, community leaders, social groups, the media (press, TV, etc.),  
project team family members, and opposition groups. How Does the Stakeholder 
Concept Apply to Enterprise Project Governance? 

 

For Enterprise Project Governance, principle stakeholders fall into the “champion” 
category. These champions have the power to initiate projects and shape their ultimate 
impact on the organization, and their decisions end up affecting all other internal and 
external stakeholders. In generic terms, the champions include: investors, project 
sponsors, upper management overseers, clients (external or internal), and politicians 
(local, state, federal).  

 

A spotlight on EPG itself, however, reveals a more detailed list of parties with stakes in 
the structuring and managing of projects across the organization. Here are some of 
those stakeholders: 

 

 Board member: if the Board has a strategic committee or something similar, then 
the committee chair exerts influence on EPG. 

 

 CEO, Executive Committee members, Chief Project Officer, or VP of Special 
Projects: the CEO is ultimately responsible for EPG, but is likely to delegate that 
responsibility to another C-level executive. 

 

 Strategic PMO, Corporate PMO, or Project Portfolio manager: in some cases that 
responsibility may be delegated directly to high-level PMOs or portfolio 
managers. 
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 Business Unit or Departmental PMOs: operational-level PMOs carry out a major 
role in ensuring that project management policies are implemented and followed. 

 

 Project Managers: these are the hands on players that transform the overall EPG 
policies into reality on each project. 

 

Promoting Project Management among Company Stakeholders  

 

Creating awareness is the first hurdle in implementing EPG in an organization. The 
change agents involved could be upper management, middle management, or 
organizational change agents or internal facilitators. No matter, the procedure for getting 
people to sign on is much the same. Since participation is needed for anything to work, 
several articulated moves, such as training programs, talks and campaigns can spread 
the spirit of project management across the company.  

 

Another view is the evolution theory to promote a cause. Author Tom Peters looks at the 
issue like this: "How do you 'sell' this concept 'up' to your bosses? Don't!" Instead, he 
says, the positive results obtained through project management should filter up through 
the system and do their own marketing. Third-party marketing, then, by way of the 
customer or internal client, is a way to let bosses know what a great job is being done 
via the diligent application of project management.  

 

If Peters’ approach sounds a bit simplistic, there are more pro-active ways to promote 
project management among corporate stakeholders. One way is to compare 
performance with other companies or participate in benchmarking groups to see what 
practices are prevalent and effective. Numbers are another way to go; showing the 
potential savings of project management will surely move even the most resistant 
stakeholder.  
 

 
 
Enterprise Project Governance describes proven techniques for 
dealing with simultaneous initiatives and ensuring that programs 
and projects align with the priorities, resources, and strategies of 
the organization - and ultimately create value. Containing examples 
and case studies, the book provides readers with practical methods 
for incorporating enterprise project governance into their 
organization's culture, synchronizing it with corporate governance, 
and maximizing efficiency and results across departments.  
 
Whether one's view is from the boardroom, the executive suite, the 
project management office, or the project trenches, this is an important guide for anyone 
managing multiple projects.  For more about the book, go to 
http://www.amacombooks.org/book.cfm?isbn=9780814417461.  
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