






that want to take over management of the project and profoundly redirect its 

course. Companies that are large, highly political, and bureaucratic are par-

ticularly susceptible to these issues.

It’s therefore important that the group of active stakeholders is backed up 

by sufficient authority in rank to insulate the project from this type of prob-

lem. If the project mandate is delivered by senior executives, the project is 

more likely to be well insulated against incursions by less senior managers. 

But if this isn’t the case, you need to secure some high-level backup early in 

the project. This may be accomplished by seeking out the executives who 

aren’t necessarily able to actively participate in the project themselves but 

are likely to be affected by the product outcome. Spend time with them to 

find out what practices, information, and people they feel must be in place 

in order for them to fully trust the process without participating in it. You’ll 

need to get them to explicitly commit to trust the process and to lend their 

support, should other executives start to meddle.

Collaboration and Decision Making

Though stakeholder participation in the beginning of the project is mostly 

structured in the form of in-person workshops, their participation through the 

rest of the project is much looser. It’s not necessary—though it may at times be 

useful—to bring everyone together in person for every decision. Stakeholder 

schedules are likely too busy to allow for many in-person meetings.

It’s important to figure out early on how collaboration and decision making 

will work for the project. The momentum and success of the project depends 

on stakeholders rapidly answering questions, providing guidance, and decid-

ing on course adjustments to respond to discoveries and risks. Some method 

of collaboration should be agreed upon and put into effect early in the proj-

ect. It doesn’t really matter what that method is, so long as your stakeholders 

will use it; orderly, consistent collaboration is the goal, and every company 

and stakeholder has a different approach to this. You need to make it clear 

that stakeholders must tune into and participate in the discussions and deci-

sions that happen during the project. Stakeholders must understand that if 

they don’t actively participate and respond, they’re forgoing their rights to 

affect those decisions later on and they may begin to lose the context neces-

sary to contribute to future discussions and decisions.
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