
Who are your stakeholders
According to the project management standards, a sound
stakeholder analysis is one of the first steps to start a project. After 
all, you have to know who those stakeholders are. Know who the
decision makers are; who is in charge of the money, who deals with
the permits and what the biggest nuts to crack there are. And from
whom within the company can you expect support. Know who has an
interest in the success of your project, who is neutral and who might
be opposed. Know who the future users are and how to get them
involved in time for good acceptance. Also, know which experts are
crucial to the success of the project.
 
 
 
 
 
 
 
Not all stakeholders are equal
A stakeholder analysis provides input for the project approach. 
Future users of a system will have to state their requirements and 
wishes in the program of requirements (PoR). They are involved in 
elaborating the design in sketches and drawings, because not 
everything can be captured in the words of a PoR. Later in the 
project, acceptance testing and training are important for end users.

 
Local residents must be involved and informed of any public 
nuisance during construction. The financiers want to know on a 
regular basis whether the project is well managed from the budget 
point of view. The client wants the system delivered on time and 
according to quality standards. Realize that some experts are crucial 
for the project; and ensure that they are motivated and remain 
involved.

Research shows that project management is a
difficult task. Various disciplines such as IT, chip
technology, gene technology and solar cell
development have made big leaps in the last
decades. However, in the effects of project
management barely any noticeable progress was
made. 
 
Essential parts of project management are good communication and
the involvement of stakeholders. Apparently, also this is not easy. All
too often, a project manager has to deal with things like resistance,
obstacles, data that is not received in time, conflicts between different
users, difference in interest, problems with acceptance or other
inconveniences.
 

It is not always clear that a project approach is needed which must be
tailored to specific circumstances. The project manager has to be
aware that a stakeholder analysis provides the input for this tailoring.
This can sometimes lead to a complete overhaul of an originally 
chosen, logical-looking phasing.

There is a number of renowned project management standards on the
market and they do their job well. These standards focus on the
phasing of a project. In practice, this often transforms into successive
project steps such as:

Ideas phase
Drawing up the program of requirements
Making the concept design, the basic design and the detailed
design
Implementation
Acceptance tests and delivery
Aftercare
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'Realize that some experts are crucial for
the project; and ensure that they are

motivated and remain involved '

DARE TO CHANGE YOUR PROJECT
APPROACH TO AVOID OBSTACLES



 
 

Wrong and right
Unfortunately, things do go wrong sometimes. Everybody probably
knows a number of projects in the public sphere where this is the
case because they are covered by the newspapers and on television.
For example, the major inconvenience to local residents during the
construction of the North-South metro line in Amsterdam, a new
computer system at a government unit that proved to be much more
expensive than estimated or the construction of the Uithof tram line in
Utrecht. However, mistakes are also made in projects of non-public
companies.
 
Thankfully, things often go right too. Even in projects where problems
might be expected. For example, a few years ago when the A10
West highway around Amsterdam was closed for renovation. Good
communication, a matching technical approach and project phasing
that looks like te war room approach of a turnaround project.
 
A good stakeholder analysis can completely
reverse the phasing
It sometimes helps to do a pit stop session with all types of
stakeholders at the start of a project. Just to have a good
coordination and understanding of all interests, requirements and
wishes. To understand how for example people from sales,
marketing, operations, maintenance and safety view the project and
compare it with project engineers and construction managers. In
addition, this pit stop also clarifies the role of everyone in the project. 
 

 

One stakeholder wants to know everything and the other is only
interested in the global course of the project. But ‘loud’ speakers
are not always the most important ones. On the other hand, a large
group of ‘low power’ stakeholders can gain enormous influence.
Stakeholder interests are dynamic during a project.
 

Ensure that the project gets a ‘face’
It is important not to just listen to stakeholders at the start of the 
project, but to show that you are performing as expected during the 
project. For that you can provide feedback in various forms, not only 
in progress reports, but also in articles, or by celebrating milestones. 
Also, report if the project deviates from the original track, due to 
setbacks. This is normally the best way to find the right help to get 
the project back on track.
 
Overall, if the right attention is given to the stakeholders, their
interests can usually be included in the successive project stages
quite easily.
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'It is important to be open to the change of
an original project approach and to be
creative with it. This can prevent many

problems'

 

Case 1: merger project
 
The first example is a project that was started to support 
the merger of two companies in the flower and plant sector. 
The standard means of transport - the ‘flower cart’ of one 
partner was very different from the other's. However, these 
had to be developed into one single standard because great 
benefits were expected from this. There temptation is to 
choose a technical and logically looking project approach. 
For example, to lock a few technical experts of both merger 
partners in a room for a month and let them develop a 
prototype that combines the best of both versions. Then 
test this prototype with different users to find out that many 
things have been overlooked that can only be known from 
daily use.

Early involvement

 

However, such an approach runs the risk of discussions in the 
workplace that could be intensified because of the strong identification 
with the own flower cart. Much energy will be needed to control the 
situation and to get support for the proposed new standard. The project 
thus would have become more like a fight.
 

A different phasing has been applied in this project. First, sufficient time
and space was given to users to assess the means of transport of the
other merger partner. They were given the opportunity to indicate
where the partner’s flower cart ‘lights up red’. Whether this concerned
logistics or health and safety issues, conversion time and costs of the
infrastructure, or loss of capacity or performance. This way, a prototype
could be developed with the knowledge of all the pros and cons. 
 
Although this prototype was finished later than the original planning, but
ultimately without major problems in terms of support. It was clear to
everyone how the assessments were made and how both companies
benefited from this.

Case 2: upgrade of a 30 year old factory
 
The second example concerns a 30-year-old factory that had
to be updated with regard to new technical standards. This
concerned systems such as electricity supply, HVAC and
compressed air, as well as process installations at the heart
of the production systems. An approach was chosen, where
the engineers in the project team proposed solutions for the
systems. However, no agreement could be reached on this in
the discussion with maintenance, operation and safety. The
argumentation back and forth did not lead to a conclusion.

Everybody can put forward a solution
 

Would like to know more? I am happy to
help, get in touch:

 Rien Scholing, Consultant/Project manager

 rien.scholing@bilfinger.com

 mobile +31 6 2631 4879
 

Here we chose a different project approach. Firstly, both project
engineers and experts in operation, maintenance and safety identified
the problem. All participants were then able to come up with solutions.
These options were then discussed with a jointly drawn up decision
matrix. The scores and considerations were recorded. Thus, after 
careful consideration, a preferred option appeared. This turned
out to be acceptable to everyone because his or her own considerations
and interests had been given a place. Sessions like this took more time
than the original approach, but afterwards the solutions proposed could

                                     be easily decided upon and further developed and implemented.
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