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It’s a joke!
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1. Learn how gratitude and maintaining a high personal Net Promoter Score 

(pNPS) will distinguish you as a superior leader and PM.

2. Learn about Gratitude Altitude.

3. Learn about “continuous buy-in” as a tool of stewardship and gratitude.

4. Learn about the role of the “Pre-assignment @ charter” and shared 

ownership.

5. Understand the role of Logic versus Politics.

6. Learn about WAGILE (Waterfall and Agile).

7. Know when to say NO. 

8. Understand the place of persuasion and negotiation in managing 

complicated projects/stakeholders.

9. Learn how to utilize all the tools at your disposal, including emotion and 

empathy.

10. Understand why managing up is a winning tool when dealing with certain 

stakeholders.
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Learning Objectives
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1. The process of developing an appropriate approach and plan to meet 

stakeholders information needs and requirements, and available 

organizational assets is called 

a. A. Communication requirement analysis

b. Plan stakeholder management

c. Stakeholder management plan

d. Communication Management plan
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Your voice matters
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Your voice matters
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Work with Lazy Stakeholders From Hell?

8

Managed  a 

project from hell?
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Welcome and Introductions

In a group of 3 or 4 (3 mins)

Share with your group:

• One “strange” project (project from Hell) you managed

• One thing you did to manage a difficult stakeholder

• The outcome

• What will you do if you have to do it again?
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Stakeholder Defined

• “A stakeholder is an individual, group, or 
organization who may affect, be affected by or 
perceive itself to be affected by a decision, 
activity, or outcome of a project.” PMBOK Guide, 
5th edition

• A stakeholder is a person, group of people or an 
organization that has any kind of interest in your 
project or is affected by its outcome either 
directly or indirectly. 

• What are projects and stakeholders from hell?

Project Management Body of Knowledge (PMBOK Guide), 5th Edition
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Principle #1: Fix the Man in the Mirror!
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What is your personal Net Promoter Score (NPS)? 

• For a provider: How likely is it that you would recommend our 

company/product/service to a friend or colleague?

• Scores of 9 to 10 are called Promoters, likely to exhibit value-

creating behaviors

• A score of 0 to 6 are labeled Detractors

• Responses of 7 to 8 are labeled Passive, which falls in the 

middle between Promoters and Detractors

• NPS of −100 (everybody is a detractor)

• NPS of +100 (everybody is a promoter) 

• positive NPS good, negative is bad

• For a PM: How likely is it that you would be part of my project 

team in the next big project and how likely will you invite others 

to join the project team?
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Principle #2: Pull on what is INSIDE!
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Project Example: Austin Elders Gathering

• A Scorpion will always sting!

• A leopard cannot lose its spots!!

“People don't change that much.“People don't change that much.“People don't change that much.“People don't change that much.

Don't waste time trying to put in Don't waste time trying to put in Don't waste time trying to put in Don't waste time trying to put in 

what was left out.what was left out.what was left out.what was left out.

Try to draw out what was left in.Try to draw out what was left in.Try to draw out what was left in.Try to draw out what was left in.

That is hard enoughThat is hard enoughThat is hard enoughThat is hard enough.”.”.”.”

Marcus Buckingham and Curt W. Coffman, First, Break All the Rules
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Principle #3: Continuous Buy-in: Pre-Charter
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Why do we seek for buy-in for our projects?

Have you lost some stakeholder buy-in at the cause of the project 

before?

Why do stakeholders jilt or leave you in the lurch after buy-in?

• You need to appeal to human nature to drive adoption of 

new processes and tools

• Organic or top-down approach to change isn't working!

• Not their top priority

• Buy-in is not engagement
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Principle #3: Continuous Buy-in: Pre-Charter
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• Continuous buy-in is keeping all the key stakeholders engaged 

at the head, heart, and hand levels until project objectives are 

realized.

• There has to be an initial buy-in before continuous buy-in.

• Initial buy-in is not a guarantee for continuous buy-in

• Contiguous buy-in is imperative for success.

May 7,2017



Principle #3: Continuous Buy-in: Pre-Assignment
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• Pre-Assignment is a tool to acquire a Project Team, 
when project team members are selected in advance 
(pre charter) based on their expertise.

• The broad definition of Charter is a written document 
issued by an authority, creating an entity (in our case a 
project), and defining its rights, principles, purposes, 
rules and privileges.

• A project charter announces that a new project has 
started and ensures your project gets off to the right 
start, with management support and aligned with 
organizational objectives. 

Project Example: Austin CIR & ADRN Project

Have a Project Charter with Pre-assignments and

Shared Ownership 
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PROCESS
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Buy-in Analysis: 
Ask Questions, 
engage them in 
risk planning;

Employ 
participatory 

design principle  

Employ the 
utility function 
(Utility Theory) 

Feedback: 2-
question survey 

Effective 
Continuous 

Buy-in 
Feedback Tools

Scheduled 
status report 

based on 
stakeholder’s 

preference

Acknowledge
ment and 

recognition

Elevator-
speech 

progress 

Report

Continued 
handshake

Continuous stakeholder engagement  begins with  pre-

initiation/ideation  planning, executing, monitoring and control to 

closing 

Continuous stakeholder engagement  begins with  pre-

initiation/ideation  planning, executing, monitoring and control to 

closing 

Ideation Initiation Planning Execution
Monitoring  & 

Control
Closing 

Empathize Define Ideate Prototype Test Go Live 

Check for continued stakeholder buy-in and engagement at the end of each process, milestone and status report

Principle #3:  Continuous Buy-in: Continuous Involvement
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Principle #3:  Continuous Buy-in: Continuous Engagement Check
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Principle #3: Continuous Buy-in Cont’d
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Tools for Continuous buy-in: 

1. a) Feedback: 2-question survey

I. Please rank how the project is going from 1-10; 1 being worst and 

10 being WOW!

II. Can I count on your continued support?

III. How do you feel about the current sprint? Smiley, sad or neutral?

b) Effective Continuous Buy-in Feedback Tools: 

I. Scale of 1-10

II. Two things we are doing right and one thing we need to improve

III. Three short survey questions

2. Scheduled status report based on stakeholder’s preference

3. Acknowledgement and recognition

4. Elevator-speech progress report

5. Continued handshake
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Principle #3: Continuous Buy-in Cont’d
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Tools for Continuous buy-in in Scrum methodology: 

6. Engagement Roadmaps: Build  an  Engagement Roadmap to align 

stakeholders with the objectives up front.

7. Transparency with clients: engagement progress and methodology, 

expectations

8. Release Roadmaps: Be honest! Create a predictable, achievable release 

schedule with the Product Owner. 

9. Measuring Velocity: Monitor, track and measure sprint velocity.  Track and 

identify trends and opportunities for process improvement.

10. Self-empowered team includes: quality assurance, testing, technical 

writing, architecture, and regulatory over-sight groups 

May 7,2017
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Technical Skills 

Horizon
• Control stakeholder 

engagement

• Communication 

Requirement Analysis

• Feedback 

• Elevator-speech 

progress and status 

report

People Skills 

Horizon 

Persuasion Skills
• Shared ownership

• Acknowledgement

• Recognition

• Continued handshake

Continuous 

Stakeholder Buy-

in

Planning Strategy: 

Cascading goals and 

continuous alignment

Emergent Strategy: 

Calibration and 

continuous SH Buy-in

“Control Stakeholder 

Engagement is the 

process of monitoring 

overall project 

stakeholder 

relationships and 

adjusting strategies 

and plans for 

engaging 

stakeholders” (PMBOK 

5th ed. 2013). 

Summary: Continuous Buy-in Implementation Plan
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Principle #3: Continuous Buy-in Cont’d
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Finally…

• What you don’t win at the charter level, you lose at execution 

and prototype! 

• There’s no so such thing as hands-off for the maintenance team

• No hands-off from key stakeholders and resisters

• No hands-off from end-users

• Think beyond project closure—think of product life cycle and 

RPI

• Maintenance developers must work with you to learn your 

system

• The greatest people skills of a PM is shown during initiation and 

planning

• Continuous engagement does not stop until success is realized!

• You set the foundation for a continuum of continuous 

stakeholders engagement!
May 7,2017



Principle #4: Principle of Gratitude Altitude 
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• Gratitude, honor, and relevance

• Respect stakeholders’ opinions

• Showcase their leadership and recognize their 

contributions

• Acknowledge their importance and relevance

• Show them the implication of their non-participation

• Engage them as champions of the project

Project Example: Austin Elders Gathering
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As part of stakeholder management and understanding, Your project team has 

undertaken customer persona modeling as part of understanding and managing 

stakeholder process. In this context, a Persona will represent all of these EXCEPT 

which?

A) Stereotyped users    

B) Real people    

C) Archetypal description    

D) Requirements    

Answer: D    

Explanation: Personas do represent real, stereotyped, composite, and fictional people. 

They are archetypal  (exemplary) descriptions, grounded in reality, goal-oriented, 

specific, and relevant to generate focus. However, personas are not a replacement for 

project requirements.

24

Your voice matters
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You are managing a complicated agile software team, and you feel like telling some of 

them to get off the pot. What is involved in engaging the business in prioritizing the 

backlog? This is an example of 

A)  Incorporating stakeholder values 

B)   Stakeholder story mapping 

C)  Vendor management    

D)  Technical risk reduction     

Answer: A

Explanation: We engage the business in prioritizing the backlog to understand better 

and incorporate stakeholder values. Remember that these are not these are not the 

main reasons we engage the business but this engagement will likely impact technical 

risk reduction, vendor management, or stakeholder story mapping.
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Your voice matters
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Principle #5: Put on your Gloves: Know Your Authority as a PM 

26

You may need a 

glove for this!
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Principle #5: Put on your Gloves: Know Your Authority as a PM 
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What is the right strategy for the 

gazelle when confronted with a 

cheetah?
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Principle #5: Put on your Gloves: Know Your Authority as a PM 
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Technical Skills

Leadership Skills
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Principle #5: Put on your Gloves: Know Your Authority as a PM 
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Principle #6: Have a Meeting Strategy
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Meeting Strategy

Is your project meeting a re-enactment of hell?

• In the US we “enjoy” 11 million formal business meetings each day and we 

waste $37 billion in unnecessary meetings every year (National Statistics 

Council).

• 37% of employee time is spent in meetings.

• Managers attend more than 60 meetings per month.

• 47% consider too many meetings the biggest waste of time.

• 39% of meeting participants admitted to dozing off during a meeting.

• Over 70% brought other work to meetings.

• It is estimated that 25-50% of meeting time is wasted.

• The researchers found that the more meetings employees attended, the more 

exhausted they felt and the higher they perceived their workload to be.  

(Meetings in America )
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Principle #7: Identify Stakeholders Cont’d
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Project Example: Diversity MGM System 
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Complicated Stakeholder
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Recognize 

Supporter

Driver

Observer

Resistant

Neutral

Advocate

May 7,2017



Principle #8: Stakeholder Analysis
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Stakeholder analysis
– Identify stakeholders

– Identify impact / support

– Assess reactions

P
o
w
e
r

Project Example: Austin Disaster Relief Network

© Copyright and all rights reserved – 2013 Project Management Institute , Inc., A Guide to the Project 

Management Body of Knowledge, 5th Edition. ISBN 978-1-935589-67-9 Page 393May 7,2017



Principle #9: Manage Up
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Managing up: “You want to be described as 

indispensable…

Doing what you can to make your manager's job 

easier will not only help them do their job, but you 

will be considered a valuable asset to your manager 

and to your organization.”

Rosanne Badowski
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Principle #10: Understand your organization, its 

Politics, and OPA
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• Understand the difference between 

Logic vs Politics

• “Politics can’t be avoided: Manage the 

project in the present and think to the 

future” George Baron

• How do you manage workplace 

politics?

Project Example: TX City Impact Roundtables
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Principle #11: Have a Career Contingency Plan
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Summary
Principles for Managing Complicated Stakeholders

• Fix you first! Up your pNPS

• Pull on what is INSIDE!

• Continuous buy-in, Pre-assignment @ Charter

• Manage up

• Understand Logic vs Politics

• Be just, not fair

• Utilize rewards and incentives

• Gratitude Altitude

• Meticulous but fun meeting strategy

• Know PM’s Authority--be the PM expert

• Identify, analyze, and engage all Stakeholders—down-to-earth analysis

• Be a deal broker and negotiator—know what to say

• Use what you have (great stakeholders) to get what you need

• Listen, acknowledge, and respond to all concerns

• Understand your organization, its politics, and OPA

• Acknowledge conflicts and hit it head-on!

• Know when to say NO!

• Use the right people

• Be sensitive: utilize all the tools at your disposal, including emotion
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Now, face the monster!

“ If you are not willing to risk the unusual, you will have 

to settle for the ordinary” --- Jim Rohn

“There's a fine line between fishing and just standing on 

the shore like an idiot.” --- Steven Wright

“None of us—not you, not me—is here to stick a toe in 

the water. We’re here to make waves.” ― Alan Weiss, 

Million Dollar Coaching.

MAKE IT HAPPEN!

39
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Contact Me
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• Twitter: Twitter.com/BenjaminAnyacho
• LinkedIn: LinkedIn: Benjamin Anyacho, MBA, PMP
• Facebook: BenjaminAnyacho
• Instagram: Instagram.com/eduben
• Web site: BenjaminAnyacho.com
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